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Analysis of the involvement of HRM models in the contractual relations, influenced by the implementation of ’’ fire an rehire’’ tactics, based on British Gas case study.
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                                                            Abstract
Over the years, the changes have affected not only the values and social responsibility but as well the attitude towards the people involved in the organizations. The aim of this paper is to evaluate and analyse the aspects related to knowledge management and collective social responsibility and their evolution in different HRM models. Information analysis from journal articles the paper explore the role of human resource in the organisations and especially during the pandemic situation. The determination of the study is to research in particular the  ’’fire and rehire’’ tactics in the UK labour market, during the Covid-19 pandemic. As well as definitions of the tactics and their impact on different organizations in UK. British Gas company is one of the companies, whose tactics will be discussed.
The article describes the approach and role of HRM in the employment relationship and discusses the commitment and involvement of the employee in the company. The principal types of employee engagement and collaborative employee engagement, consider in this article are discussed in the context of the UK. This paper is trying to associate the role of HR during pandemic situation and improve crisis management, the research information is considered from sources like different journals, few books, websites publication and research papers as well.
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1.0 Introduction
[bookmark: _Hlk99387153]According to Idris et al. (2018) Human Resource Management (HRM) is one of the main parts in an organization’s functioning. In this circumstances, Strategic Human Resource Management (SHRM) theories are more concentrated on planned rather than strategical issues, by ensuring that all duty such as sales, marketing, finance the Human Resource department facilitate the organization’s performance (SOO HOO, 2021).
SOO HOO (2021) stated that any organization centre on productively develop the role of Human Resource Management in employment relationship (ERs) in achieving the goals for employees and the firms, for better performance for both parties. The employment relationship is about maintaining and creating a constructive employed relationship between employees and organisation at the work place (Antonio & Valerio, 2020).
Bennasi & Andreas (2021) demonstrated that employer and employee have legal interest in employment relationship, as well the contractual employment considers the persistent value of good relations for HR practitioners and line managers with the employee. First, employers operate costs in period of wages, benefits and working circumstances that stalk from the management of conditional work.
However, the sense of ‘’fire and rehire’’ tactics take place when an employer wants to change an employee’s conditions and terms of employment but they are not accepted, explains (Brown, 2021). Of this kind of changes could incorporate benefits and pay off a cutting in working hours, replace to the place of the work place or the initiation of opposed contract for the employees in different organisation. ’’Fire and rehire’’ is a practice of impressive individual contract duration by release the employees and rehiring on the new terms, usually without the employee’s accord says Nolan (2021). 
Rehiring previous employees is a free engagement process that is done inside the organisation, although the company supports both training and recruitment that take place with other organisation to hire new employees (Maier, et al., 2021). Rehiring then set the main goals for firm productivity, as well for employers but also is imponderable to the organisation (Risley, 2020).
Our entire research is giving to us a view of the analysis of organization in line with sample of their employment relationship. As well the evidence how these alternatives affect inequity between employees and organisation, eventually firm’s choices are forced by labour market (Suliman, et al., 2019). Labour market institution are either understand as keep up for open societies that encourage equity, in the management employment.

The purpose of this paper is to investigates the effect of regulation for organizational and managerial change in private sector industries, of the different organisation in the United Kingdom. The practise of ‘’fire and rehire’’ tactics of British gas, with their employees in terms and conditions of employment.
To explain as well the legal implications of changing contractual employment terms and conditions, considering any changes on employee engagement. And to conclude with the Human Resource involvement in this issue, by adopting regular models of HRM for managing employment relations in the organisation.
     2.0 Literature Review
The literature review begins with the design on the perception of employment understating and specially on fire and rehire tactics, as well the meaning of process in the organisation. This process has been practised generally from all the organisation that has impact after covid 19, or furlough employees to keep them hired in the company (Matt, 2021). According to DERFLER – ROZIN et al. (2018) the ’’Fire and rehire’’ tactics is more touch properly note to as firing and after re-engagement the employees in the organisation, it is a process that hires the same employers only with different contract conditions but not always in their approval.  Didem et al. (2020) reviewing that effectiveness of employees are one of the most valuable resources for firms to produce combative advantage and be eccentric for success of the company. Each of these suggestions may impart a few associations to legal implications and may create different explanation for assessment.

2.1 Recruitment, Selection and Firing process 
According to the authors of this article, the main function of Human Resource Management is the recruitment and selection of the right employees. In this regard, Robert et al.  (2021)  point up that recruitment is an action where each organisation selects the right people for the right job, demonstrated that the role of Human Resource department is to recruit qualified and talented candidates. Martins et al. (2018) stated that the selection process is after the rehiring and is a very complex process with some characteristics that should be managed very attentively. Thus, recruitment and selection subscribe to the achievement of a company’s general goals, and by getting the right employees can count on the competence of group team and sharing of the same values for a company success and productivity (Lauri & Ihantola, 2018).
The firing tactics can be analysed from two points of view and these ones can be, frequent absences or breaking company rules (Jakob & J. Thomas, 2017).  Moreover, a number of investigators believe that a large part of employees can provide to the success of the company through knowledges and good ideas, as well motivation to do a better jog for carrier progression. For all that, Dell’ Anno & Offiong Helen (2016) demonstrated that an increase in the tax rate on manufacturing can make up for the results of higher firing on under-employment. To this effect, the results show that a grow in firing costs reduce the respective size of the informal sector (IS) but increase the unemployment rate of employees in the organisation, it also demonstrates how administrative policy can be filtered to minimize the trade-off in the middle the informal section and dismissed.
2.2 Hiring process
  Derfler – Rozin et al. (2018) demonstrated that all organizations require an efficient hiring process that is adjust to the structure and the size of your company, for who is hired through interpretation of the hiring managers. Although the ideas are derived from the compositions on attribution of reasons, to investigate on relational power that determinates employees moral and reaction to criterion practices based on the relationship between a hiring manager and a referrer. Johnson et al. (2018) stated that the better interview procedure is the  productivity  and morale of the employees by decreasing the working hours spent on the questions in the evaluation guide used to determine the applicants. Therefore, the employees involved in a hiring process needs to have all the ability and skills for jobs boosts innovation and productivity (Huber, 2018). 
According to Geran & Weixing (2022) the legal framework for hiring the employee, through employment protection legislation (EPL). As a consequence, the Organization for Economic Co-operation and Development (OCED), has accepted five classification of employment indemnity:
· hiring payment.
· hiring notice.
· the difficulty of termination.
· administrative activities.
· additional process for collective repetition.

2.3 Rehiring process
According to Keller et al. (2021) the rehiring of preceding employees, often express to the company a backfire hiring and for organization have become a new rehiring format for the employees, another analysis shows that backfire hiring is already a phenomenon for the company and employees. In this regard, Lapalme et al. (2017) emphasizes that employees should attentively discuss the instruction at each stage of the process, to guarantee compliance and achieve as well a constructive solution, the new advice centre on the good that productive consultation can bring to the organisation as well to the employees. Employees who have high level participation with the firm will take over their jobs and responsibility given compared to the employees who have no responsibilities at the work place in the organisation (Johnson, et al., 2018).
However, all the organizations who rehiring an employees should review the documents before proceeds any actions in the company (Matt, 2021). According to Lee (2018) are four major factors for rehiring employees:
1. Professional skills.
2. Economy situation.
3. Generational inequality.
4. Rotate gender roles.

2.4   ’’Fire and Rehire’’ tactics
[bookmark: _Hlk101272459]The following section of this paper will introduce readings to a literature review (see section 2.0) that will analyse an efficient study of literature concerning the ’’fire and rehire’’ tactics. Regarding the process of fire and rehire employees one of the academic publications, Jyh – Bang & Tan Charlene Jon (2021) assume that an organization sustains descend costs in firing and rehiring employees, as well to expand their version by recognize an organisation’s employees to part profits with shareholders. The ’’fire and rehire’’ tactics are identifying by the following active policy (Brown, 2021). Employers have to accept ‘’fire and rehire’’ tactics that produce a big possibility of legal claims, an unfavourable effect on employee relationship and reputational destruction in the organisation (Nolan, 2021).

The Covid pandemic crisis also set a new programme of work for employees which are the fire and rehire tactics by which firms fired the employees and after reemployed them with new conditions and terms of contract, established by organisation for the detriment of the employees (CIPD, 2022).  Rody & Siew Ann  (2021) demonstrated that the Covid 19 pandemic have had major effects on the UK labour market in January 2021 claimed over 90,000 people, and had begun to steady by the end of 2021. Thus, in the article the author emphasizes that the impact of the Coronavirus pandemic resume to be felt in the different organisations, cutting the employment benefits and payment.
[bookmark: _Hlk101550588]      	  Few companies that have been follow this tactics  ’’fire and rehire’’ are British Gas according to Brown (2021). As well the company British Airways fire more than 12,000 employees, and 19,000 people plan to ’’fire and rehire’’ tactics with new contract terms (Hamawandy, et al., 2021). For Tesco and Sainsbury’s fire and rehire is the only method of cancel out legacy contracts (Nolan, 2021).
 
3.0 Employment relationship
The theory of Human Resource Management, is to invigorate and value in employment relationships supporting continuous actions of employees and organisations (Amstrong & Taylor, 2020). Furthering ideas from paper of Oyetunde et al. (2022)  the term of employee is a legal term in organisations, which is main to the range of employment law and employment rights are depending on involvement in the group of the employee. Mieke et al. (2019) demonstrated that is has been identified multiple reforms in the public authority literature, extend from Weberian bureaucracy to new public governance, evolve the employment relationship with social exchange relationship. 
The model is tested from 936 employees in public organisation and the research confirm different proposal to the employment relationship:
· Demanding.
· Mutual financing.
· Comparatively demanding.
Elias (2018) discusses the implications of the employment contracts, that has all the time a main part in labour law, as well the collective understanding and employee rights. The first is the relation between law of the employment, the second is the hours contract.  According to Wang et al. (2016)  the importance of employment contracts in progress countries are required. Employment mention to the contractual relation between the employee and employer, and this is important for organisation rules (Forde & Slater, 2016).
 According to Amatrudo (2019) there are one or two ways an employer can change replace an employment contract:
1. Employee agrees to the change of employment.
2. If there’s a pliability clause.
3. Agree to the change of their interest.
Moreover, Human Resource Management and employment relationship defined as the environment that stabilizes the responsibility of the psychological contract in the work relationship. The psychological contract (PC) can be recognized as an employee’s approach of a fair agreement with their employer (Shanahan & Smith, 2021). Clarke & Scurry (2020) demonstrated that psychological contract theory is progressively obtain resistance as a means of study of connection between Human Resource Management and employee performance in the organization.
 Those duty allow employees to alter to organizational life and decrease the unpredictability that open on to difficulties at the workplace. According to the psychological contract theory, employees have confidence in the organizations promises and the social relationship between the company and employees becomes more secure, proceed in positive employee result (Clarke & Scurry, 2020).

3.1 Human resource practices in employment relationship during Covid-19
Furthermore, the pressure at work is reflected in the relationship of employees in the organisation, human resource management attaches great importance to positive working relationship between employees and as well their well-being in the company (Gues, 2017). In this context, as shown in Figure 3.1 is based on a study of the affirmation about the employee positive relationship in the organisation. As stated by Azizi et al. (2021)  the human resource management has four key elements to recover from the Covid-19: preparing, preventing, revising and responding. In contracts, a focus on employment relations there are several management strategies against the crisis:
· Employing multiple levels of protection.
· Combining social, physical and psychological practises.
· Involving all relevant employers.
· Implicit communication of risk and unpredictability.
·  Continued observe of risk levels and accommodation of safety measures relating. to those levels (Michie, et al., 2021).
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Figure 3.1 HRM, well-being in the employment relationship
Source: (Gues, 2017).


3.2 HR Role: ’’fire and rehire’’ tactics
[bookmark: _Hlk101385571][bookmark: _Hlk101198924]Therefore, HRM have an important role in sustaining the brief of contemporary actions through focusing essentially on the planning and success of HR system, as well as create favourable conditions for staff development (Bal & Brookes, 2022). Thus, the function of HR is based on respect for people and their needs, and the presentative proposal necessary to regulate respect for employees (Gues, 2017).
[bookmark: _Hlk101382795][bookmark: _Hlk101209903]Sarmah & Chaudhuri (2021) stated that the HR department, during pandemic situation is responsible for the engaging employees, employee well-being, financial benefits and improve crisis management. Thus, in order to reduce the number of unemployed employees in progress countries such as the UK in cooperation with employee unions, have introduced various employment methods which are demonstrated by furloughed schemes, reduced working hours and flexible working negotiations (Bal & Brookes, 2022).
According to Weinbern (2021) the ’’fire and rehire’’ tactics is a way to realize changes to conditions and terms of employment. It has also become very popular in the UK in recent years, with the pandemic situation almost one in 10 workers were subjected to this tactic. Fire and Rehire tactics can be considered discriminatory and temporary, but continues to be implemented by the HR department in the interest of their employers (Bal & Brookes, 2022). 

3.3 Employment protection legislation
The section of this paper will introduce readings to an employment relationship (see section 3.0) that will analyse the employment law concerning employment relationship in the companies. As stated by Dowling (2016) the protection of employees according to the legislation, includes all the rules regarding the protection of employees at work.
[bookmark: _Hlk101384183] Employment protection legislation is very important key for the employment market institute (Aleksynska & Eberlein, 2016).  The employer by the law, needs to present a legitimate reason for their selection to release the employees in the organisation by Employment Rights Act 1996 (the ERA), section 98 (Marsden, 2021). Employment protection legislation is a formation of legal regulation that look for jurisdiction of employment, providing employees the security employment in the firm (Harcourt, et al., 2021).
According to Ulceluse & Kahanec (2018) the employment regulations can be related to self-employment as well, the refusal relation between employment protection legislation and self-employment, might be impair if the managing director can avoid EPL by subcontract to self-employed contracts. Overall, the development of self-employment contract is major new direction in the UK labour market (Bennett, 2019).  Additionally, in United Kingdom employment protection legislation have more protective measures for the employees, in opposition accepted by conventional theories (Ferdosi, 2021).
Moreover, the United Kingdom is well known for its variable labour market but on the report to the Organisation for Economic Cooperation and Development (OECD), UK is a model for another country to follow. In this context Dowling (2016) suggest that employee protection legislations involve all of a jurisdiction’s regulations manage the employment relationship and for example:
· Pay rate.
·  Mandatory benefits.
· Safety at the work place.
· Vacation.
· Rest periods, etc.
      3.4 Contract termination 
[bookmark: _Hlk101386708]According to Collins (2021)  all the employees that working with an employment contract are authorize to make a claim, that is mentioned in section 94 of the ERA 1996 to qualify for safety and protection for employees. The employment contract has all the time a main part in the labour law, but its importance has growth with the comparative demise of corporate trade and increase of legal rights (Elias, 2018). Herman et al. (2021)  discusses about how the Covid-19 pandemic has raised disturbs about how work is changing in the organisation and on the employment outcome. 
This pandemic has introduced major inequalities in the labour market, especially for Human Resource Management. Further millions employee or facing a change of contract during the pandemic, as a result of working conditions in the organization (Butterick & Charlwood, 2021). However, as Stuart et al. (2021) notes, that Covid 19 pandemic imposed some new rules in the strategic planning of the management in the organization in order to take into account some new dismissals of the employees in the workplace. In accordance with the pandemic situation in the United Kingdom, a furlough scheme has been introduced to support and keep staff at work.
[bookmark: _Hlk101178170]For example, all around the world and in the United Kingdom, as a result of the restrictions of the lockdown during the Covid-19 all the employees was forced to work from home, as well the change of conditions and new terms in the contract by the employer in each organisation (Alderman, 2020).

4.0 Employee Engagement and  ’’fire and rehire’’ tactics
[bookmark: _Hlk101276040]According to Barik & Kochar (2017) the concept of employee engagement is an estimation of involvement and satisfaction of employees towards the company and its values, that influences to the organisation productivity.  Motyka (2018) demonstrated that the fully engaged in their workplace are only 15% of employees, compare to 85% employees that are not engaged. Employee engagement is essence approach as an accepted model demonstrated in which way organizations are aim to relate with their contributors ( Chandni & Rahman, 2020).
[bookmark: _Hlk101384799] However, employee engagement EE has been superscribed for its predicting ability of the performance and organizational comportment in the organisation, as shown in Figure 4.1. Eldor & Harpaz (2016)  demonstrated that employee engagement is an advantageous concept to organisations. Motyka (2018)  in their review, investigated the relationship between performance and employee engagement, constitute deduction and involvement for organizational development and human resource.
As stated by Eldor & Harpaz (2016) the pandemic has had many negative impacts on reduced productivity, increased supply costs and operational disruption, so must employees comply with these changes. Thus, if employees do not comply with these changes an employer may find no option than to use the ’’fire an rehire tactics’’ especially for the organization’s productivity (Weinbern, 2021).
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Figure 4.1 Model of Employee Engagement
Source: (Eldor & Harpaz, 2016).
           5.0 HRM models 
[bookmark: _Hlk101414366]The changing employment conditions has dispute organizations to research different ways to ensure company’s success, including training and development but they as well need to use planning models for performance (Pak, et al., 2016). According to strategic model of human resource management, HRM approach are integrated into organisation and employee management ( Ratnawat, 2018). However, the models in HRM theory and analysis continue to centre on process to enhance performance with staff in the organisation (Gues, 2017). 
As already mentioned by, Gues (2017) the general function of HRM models its to manage the assets, which is human talents or employees. HRM has advanced models that influence the factors and decisions related to the organization performance. Human Resource Management models should ensure achieving of the organisational and employee’s goals, as well the internal and external conditions of the organisation’s results (Gues, 2017), as shown in Figure 6.1 is presented the social responsibility in the organization. In this regard, Asfahani (2021) emphasizes the effects of the strategic HRM models will be consider:
1. The high model.
2. The strategic model.
3. The high commitment models.
4. The practices model.
[image: ]
Figure 6.1 Realization and human resource management model towards corporate social responsibility.
Source: (Lapina, et al., 2016).

5.1 David Guest’s model of HRM
David Gues’s model was advanced by David Guest in 1997 and it seems to be one of the most important models. According to Price (2021) the model emphasizes on the supposition that HR manager has particular actions, these include performance actions and financial rewards. Thus, this model shows as the connection between these elements like financial results is controlled by employee performance, as well as behaviour results on HRM strategy (Lapina, et al., 2016).
The Guest’s model of HRM has few components to demonstrate:
1. HRM strategy.
2. HRM practices.
3. HRM results.
4. Employee performance.
5. Behaviour results.
6. Financial results.

 6.1 British Gas company’s Fire and Rehire tactics 
The British Gas (BG) company was founded in December 1989 like a home service and energy provider, and after was privatised by Conservative Government into British Gas Corporation  (British Gas, 2021). BG was privatized by UK government as a vertically integrated gas monopoly, as well was responsible for all gas supply in England and Wales before its privatization (Makholm, 2019). BG is one of the largest firms in the UK and despite of the size the company has maintained a supreme reputation and great place to work (Martin & Parker, 2016). According to Nolan (2021) the company is successful in the UK labour market and has a clear image, as well as energy saving has become a very important part of business. 
[bookmark: _Hlk101291598]While the firing and rehiring of employees is not unlawful, the tactics established for the businesses short-term impact as well as for the employee engagement is likely to have long term impact (James, 2021). According to CIPD (2022) the BG fired hundreds of employees who dismissed to accept the new contract term, when the company applied the ’’fire and rehire’’ tactics, they had organised 43 strikes, which brought the public’s attention to the tactics.
‘’Fire and rehire’’ tactics are not new in the UK labour market, however the involvement of these scheme, were subjected especially during the Covid-19 crisis (Brown, 2021). According to Nolan (2021) the BG strike could have been an action following its weaknesses during the pensions dispute. In fact, the implementation of the tactics has caused the association of unions, GMB is one of general unions in the UK. According to Prowsle & Felse (2016) the negotiations between the GMB and GP industry resulted in the following section:
· Engage those employees who left the company.
· Setting the restriction of the volume.
· Cancel the recommendation to close the pension.
· Increase in overtime rates.



6.2 Approaching discussions in different organizations
The proposal to various conflicts within UK is the result of the application of  ’’fire and rehire’’ tactics in different organizations. According to (Javaid & Burton, 2022) the Court’s decision will avert supermarkets from ’’fire and rehire’’ process in this case in an attempt to fire employees and re-employ new contracts, with less approving terms and conditions, in England. Tesco company made decisive commitments to its employees who worked hard throughout the lockdown period as well as it was most in need.
The company British Airways (BA) has been blamed for industrial thuggery and abusing   the trust of the nation in an increase row over its treatment of employees (Hamawandy, et al., 2021). BA fire more than 12,000 employees, and after 19,000 people rehire to the ’’fire and rehire’’ tactics with new contract terms. The company has also made use of the U.K. government's job detention scheme, in which the state pays up to 80% of the payment of furloughed employees.
                  
         7.0 Discussion
The core case in this paper is that HRM analysis and policy needs to give significant priority to assist employee well-being in the organization and to promote a positive employment relationship at work, as well as psychological connection between both sides. Harcout et al. (2021) as confirmed that employment protection legislation it is an important point in the organization, that contributes to the safety and security of employees at work. Ferdosi (2021) argues that the UK is a country that needs to be followed with regard to the protection of employees in the organization.
[bookmark: _Hlk101293712][bookmark: _Hlk101293245]Thus, all the changes that followed in society had a major impact on the structure and functioning of organization. It was demonstrated how employees had to adopt these changes by new contractual terms and working conditions, and the negative impact on employees (Herman, et al., 2021). The Covid-19 crisis introduced for all organization the new programs, followed by the ’’fire and rehire’’ tactics. As showed by CIPD (2022) was fired many employees who did not accept new contract terms, various analyses have shown that these tactics have been applied by different organizations.
 Besides, the subscription of employee engagement to managerial performance, is demonstrated the analytical position of engaged employees to the productivity and success in the organizations. Thus, HRM models create a new culture of social responsibility changes, as showed by Gues (2017) the HRM models is main process to increase employee performance. Therefore, the author dispute that the HR department has a positive role in employee performance and activity in the organization.
8.0 Conclusion
[bookmark: _Hlk101384939]The outcome of the study described the employee’s relationship in connection with changes happen in the organizations. HRM research and strategy needs to give preference to employee well-being. The first is that employee responsibility is nearly high manage by employee engagement in the performance of the work.  Furthermore, work implication had a positive and not special relationship with employee performance. Eldor & Harpaz (2016) argues that employee engagement is an advantageous concept to the companies.
Second, we have demonstrated that employees working under contract are safe and protected in the company. Collins (2021) argues that all the employees that working with an employment contract are authorize to make a claim. Third, which according to Guess (2017) the HRM models is a centre point for employee performance. HRM models that realize culture changing in the company and include management realization and social duty aspects. In conclusion, the implementation of traditional ideas and practises within HRM on their impact on ERs is define in the organizations.
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