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This article will shed light on the development of a critical appreciation with regards to the issues that are involved in the management of a complex as well-diversified diverse workforce for organisational success as well as workforce wellbeing.This will be explored in relation to British Gas Company. Usually, the companies are managing the staff costs for retaining their position in the markets. In response to this, the organisations scrutinize their working practices as well as reward strategies having an emphasis on the level of efficiency as well as effectiveness. Similarly, Rosenblatt (2021) notes that British Gas is in prolonged negotiations with the employees since 2020 for changing the contractual employment terms. With reference to the article provided for the year 2021 related to HRM practices of British Gas, it will discuss various aspects related to fire and rehire" tactics of the UK labour market (Rosenblatt, 2021). Additionally, the corporations have been employing a variety of strategies in the UK, which are also covered in the article. Additionally, the page lists the legal ramifications of altering the contractual employment terms. Changing employee engagement methods has a big impact, so it's crucial to discuss how HR can help with "fire and rehire"-related problems. To manage the modern employee relations that are considered in this debate, businesses have been adopting standard HRM frameworks. In light of this, suggestions for putting proactive HRM techniques into practise are also given.
Overview of "fire and rehire" tactics of the UK labour market 
In accordance with the study conducted by CIPD (2022), the practice with regards to fire and rehire (even known as dismissal as well as re-engagement) happens when the employer tends to dismiss an employee while offering the rehiring on the novel terms. These terms are commonly favourable for the employer. In fact, the tactic is usually used if the manager can't differ the terms of the contract through an agreement. This practice is not illegal. Though, since it includes the dismissal, the employer may face the claims with regards to the unfair dismissal. When sufficient numbers of the employees are included, the employer will even have a legal duty of undertaking the consultations on collective redundancy first.
Changing the employment contract
According to Brione (2022), the link between an employer as well as an employee is mainly governed by the contract of the employment. An employer seeks to change the terms and conditions in the contract of employment, for example, some of the contracts may have a clause that allows an employer to individually differ on specific terms. When no such clause is there, an employer may vary the contract having the consent of the employee or the consent of the union with regards to the collective agreements.
Notice and re-engagement
When an employer does not reach to an agreement with the worker related to changes in the contract, they can decide to dismiss the employee through a notice while offering the re-employment on the new terms (CIPD, 2022). In this regard, the Advisory, Conciliation and Arbitration Service (Acas) guidance states some terms,
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Fig 1: demonstrates the dismissal guidance taken from Ferguson and Codd (2021)
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COVID-19 pandemic
The COVID-19 pandemic and the associated lockdowns had a significant impact on the labour sector. Various disputes arose on the usage of fire and rehire practices. According to a research released by the Trades Union Congress in 2021, since the year 2020, 9% of employees have had to reapply for jobs with worse conditions, with greater percentages among young people and BME employees. The GMB Union is even a part of the dispute on fire and rehires tactics with Centrica, for instance, British Gas (Brione, 2022).   The use of the "fire and rehire" strategy was deemed unnecessary and detrimental to both the workers and the important union-management negotiations. Therefore the employees in British Gas went on strike for protesting the usage of fire and rehire practices.
[bookmark: _Toc108625185]Calls for reform
The usage of fire and rehire tactics at the time of COVID-19 has resulted in many calls to reform the legislation,
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Fig 2 – demonstrates reform due to Covid-19 adapted from Ferguson and Codd (2021)
[bookmark: _Toc108625186]Approach used by different organisations 
[bookmark: _Toc108625187]At the time of COVID-19, many high-profile disputes have risen on using the fire and rehire tactics. A report from the Transport Committee from the year 2020 questioned the British Airways Company's use of fire and rehire strategies.  In September 2020, British Airways CEO Alex Cruz addressed that an agreement was reached with the employees (Ferguson and Codd, 2021).   It was founded on "Unite the Union," which did not take all employees into account. Thus, in December, the cargo workers of British Airways voted for a strike call on this dispute with regards to the fire and rehire practices.. An agreement was extended until January 2021 (Ferguson and Codd, 2021).
An additional example, of a case of Tesco which is a retail company based in the UK.  When reports arose that the workers at the distribution centres were at risk of losing the money owing to the "fire and rehire" practise, it was discovered that the union had begun a legal battle with Tesco at the High Court (PA News Agency, 2021). Employers often choose to terminate workers even if they don't immediately rehire them while offering them the barest minimum of favourable terms and conditions. This practise is known as "fire and rehiring," and it has generated some controversy. As a result, it became necessary to give employees reassurance while providing them notices of termination and re-engagement under new terms. These do not involve any of the retained pay (PA News Agency, 2021). Hence, unless controlled, the declaratory, as well as injunctive relief, was asked for restraining Tesco from doing this.
Legal implications of changing contractual employment terms 
[bookmark: _Toc108625188]An agreement between an employer and employee that generally outlines the rights and obligations of each party is referred to as a contract of employment. Additionally, the employer might need to modify the employment contract at some point. However, without their consent, either the employer or the employee may modify the employment contract. The changes must be made normally after having a negotiation or agreement (Davidescu et al., 2020).
Employees cannot be individually subjected to the new adjustments under the terms of their employment contracts. It is the well-known law in accordance with the House of Lord's case of Rigby v Ferodo (MB Law, 2022).  Adjustments must therefore be made with the worker's approval because they are general norm changes. If the employees don't provide their approval, the employers may nevertheless make the modifications in the hopes that they will be accepted by them via their actions, giving up their right to object. Although, according to the law, when employees tend to object, they may bring the claim, such as a loss of income,at the same time, remain in the post which means stand and sue. Otherwise, they can resign or claim the affirmative unfair dismissal.
Instead, the employers may give the notice as per the old terms, and provide rehire terms to the employee, while giving them the new terms till the expiry of the notice. It is even risky since it includes the termination of the previous employment while putting the employer at risk of a claim with regard to the unfair dismissal. Though, a defense of the economic necessity is there that is combined through the information as well as consultation. The dismissal with regards to the employees who tend to reject the changes is justified as the case of ‘other considerable reason’, in which the employer tends to act in a reasonable way (Archimi et al., 2018).
In the case of Bateman v. ASDA, the clauses in the employee handbook that gave ASDA permission to make modifications to the work environment so that all of the employees receive equal compensation and a similar work schedule were upheld (MB Law, 2022). A clause in their handbook reserved the right to examine, revise, amend, or replace its contents in the event that new policies were introduced in a timely manner to take into account the shifting demands of the company.The clause was apprehended to be (a) combined with the contract of the employee (and not only using the handbook policies) as well as (b) unmistakable (MB Law, 2022). The court held that it permitted ASDA from imposing the new pay regime, while not having a consent from all of the employees. 
Impact of changes on employee engagement
No matter how small or big the organization is, they need to adopt and implement the change. In the present world, organisations need to embrace the change for survival. If the organisation does not adapt to the change that comes in the market or it’s surroundings, it would not be able to deal with the challenges or compete in the competitive world. Change is the area that has mostly come under discussion in management. It is necessary for the organisation whether the organisation is big or small or the change that brings in the organization is big or small it entails the proper management (Raza, Khan, and Mujtaba, 2018). 
It was suggested by Greenberg and Baron (2015), that the change in the organization might occur in the regulation, technology, people, strategy and structure of the organization. On the other hand, Sobirin (2018) states that two main things initiate the change in the organization. The first is the change in the structure of the organization that includes the changes in the structure, system and strategy of the organization. The second reason for the change is in the software of the organization or change in the culture which contains the changes in the behaviour of human inside the organisation, the culture of the organisation and policies of human resource (Watung, Tewal, and Trang, 2022).
While the change is adopted by the organisation and implemented in an organization the first and the notable impact of the change is on employee engagement. The engagement of employees has gained a substantial amount of attention. The term engagement has been defined as a way of utilizing unpredictable personalities, emotionally and cognitively in performing the role at the workplace. In previous years, engagement-related studies have increased in the organisation's domain, paying attention to the engagement between the employees and ‘employees engagement. 
Gemeda and Lee (2020) defines employee engagement, as a psychological presence of employees that consists of two crucial dimensions: absorption and attention. 
Absorption is the involvement of one in a role and discussing the concentration of one in a role. While attention refers to intellectual availability or spending of one’s time thinking about the role. Moreover, employee engagement is also defined by Chanana (2021), as the satisfaction and involvement of individuals and individual eagerness for work. Schaufeli will focus on the positive aspect of employee engagement, Salanova, Gonzales-Roma, and Bakker (2002), described as a fulfilling, work-related and positive state of mind that is categorized as dedication, absorption and vigour (Presbitero, 2017).
           The main reason behind the disengagement of employees is the change that might be brought by the organization in the technology . When the change was implemented in organisation, it involves the change in the role and responsibilities of the employees and the rules that are made for the employees (Hejjas, Miller, and Scarles, 2019). In most organizations, employees resist change mostly when they directly influence the change. Similarly, when the organization bring a difference in the culture of the organization then the engagement of the employee is also affected as the employees are used to the previous culture. They settle and arrange all their activities and tasks accordingly then; it is difficult for them to arrange so they when the change was brought in the culture their activities would be affected by it (Bhebhe, 2020). 
Most of the time employees do not want to adopt the change; the major reason behind this is that they do not want to leave their comfort; If they adopt the change and come out of their comfort zone, they would be able to achieve their dreams. If the organisation changes the technology then the employees are also affected by it. Most of the employees are not aware of the latest technology, it is difficult for the organization to maintain the engagement of employees (Wolff, 2019).
 To engage employees in the latest technology organisation can adopt a few strategies. Organisations can arrange seminars in which the organisation can highlight the importance of change and provide guidance to the employees about the usage of technology (Afrahi et al., 2021). However, it is not easy for the organisation to engage the employees and maintain their engagement, especially when the change is implemented.
[bookmark: _Toc108625189]Involvement of HR in "fire and rehire" related issues 
The role played by Human resources is important throughout the process of firing and rehiring. Most organizations want to carry out this process smoothly, HR is responsible for this process. They are also responsible for ensuring that all the parties involved in the process are fairly treated. In simple words, the department of human resources is a group that is answerable for handling the life cycle of an employee. Human resource plays an important role in an employee's life (Smyth, 2020). Human resources face so many related to the firing and rehiring of employees. There might be so many issues faced by HR while rehiring the former employee. 
The first disadvantage of rehiring the former employee is that they might not be the best candidate for the position or the rehired candidate is unconsciously judged by the hiring manager or recruiter. Another thought behind rehiring the former employee is that the person already knows each detail of the organization the former employee is already aware of the rules and regulations of the organization (Biswas, 2020). So, it is thought that they might easily adjust to the organization in comparison to the new employee. Another challenge the human resource faces while hiring a former employee is that they may leave the organization again. There is a thought in the mind of the recruiter manager that the former employee leave the organization once so the employee will not hesitate to leave the organization again. 
The issue faced by human resource is that the former employee may carry the bag of grudges with him while he is re-joining the organization (Maier et al., 2021). He may come with this state of mind to take revenge on the people who might be the reason for his resignation and termination. This may create a big challenge for the recruiter to deal with because if the former employee joins the organization to take revenge on the others then this directly influences the activities and environment of the organisation. Another issue faced by the human resource, while rehiring the former employee is that the person can demand so many incentives and put his demands in response that might be difficult for the organisation to deal with (Verlinden, 2022).
The process of terminating and firing employees is a mandatory procedure in organizations, yet it is an unpopular tactic adopted by any company. All companies either small or big, fire or terminate a worker, staff, or employee at some time in their operations due to the compulsions of their businesses. For example, after the pandemic of COVID-19, there is a downfall in the businesses and they faced financial issues which resulted in the termination of most of the employees (Sunarsi et al, 2020). 
There are many reasons noticed by the Human Resource for the termination of an employee in the organization. The reasons include the poor performance of the employee or low productivity. The behavioral issues can also result in the termination of an employee by the Human Resource, including unethical behavior or the lack of discipline in the workplace. The other reason for the termination is the non-conformance of the employees with the company's policies. The Human Resource department has the right to terminate the employees based on unacceptable legal and unethical issues. There are some reasons for which it is unethical for an employer to terminate an employee such as religion, sex, age, pregnancy, disability, and ethnicity. The termination based on these factors is unethical and illegal (Nosková and Peráček, 2019). 
There are many drawbacks of terminating employees such as demotivation of the team, loss of productivity, risks of litigation, and the cost of replacement. The termination of an employee results in the loss of productivity because the responsibilities of employees can be switched and replaced temporarily and the risk of loss of specific skill is also increased as every employee has a specific and critical skill set. These issues sometimes result in the incompetence of the organization in a project as well as business operations. In addition, the termination of an employee by the Human Resource department results in the demotivation of other employees and team members, this causes misery at the workplace as well as in the particular team, from which the terminated employee belonged once (Stone et al, 2020). 
The other challenges the company faces due to the decision of termination by the Human Resource department are the cost of replacement and rehiring. In addition, the company will have to invest again in the training of the new employee to get the desired results and performance, which requires money as well as time. The company might also face legal issues as the terminated employee might look for legal advice and most employees nowadays seek employment protection legally through court (Pärli, 2018). 
The production managers are accountable for the performance of the employees and its associated issues. The termination of employees is fundamentally the responsibility of the Human resource department. The line manager observes any lacking or irresponsibility of employees and requests the Human Resource department to terminate the employee. The Human Resource managers specifically investigate the case and look for the main reason for the problem as the Human Resource department is answerable to the top management for the termination and firing of an employee (Obrad and Gherheș, 2018). 
The Human Resource department must maintain the data of the employees. The data maintenance is necessary to avoid the legal issues of the termination. To collect and maintain the data it is required to invest in Human Resource technology. The human resource department must collect and maintain the data of every employee from the joining date till the date of termination, also the company must keep the data after 7 years of the termination of an employee (Cherif, 2020).
Traditional HRM frameworks for managing contemporary employment relations 
Contemporary employment is a specific kind of employment that is done according to the needs of the skills that are required for the specific skills of the job. There is a need for training and development for every new job which comes under the umbrella of contemporary employment. The development of the economy has an impact on contemporary employment relations. When there is a hike in the economy, the need for contemporary jobs arises which enhances the scope of new jobs with improved training and development. Contemporary employment has a positive impact on the economy of the country as it increases the rate of employment in the country and the economic cycle gets enhanced (Williams, 2020). On the other hand, the organization which implements the contemporary employment strategy and introduces new jobs or new training and development sessions for the employees faces many issues and challenges during the process. These issues and challenges include managing diversity, fostering the culture of learning continuously, creating a consistent experience for employees by developing the quality of the procedures, and most importantly introducing change in the organization (Bartram et al., 2019). 
Many other issues arise due to the contemporary relations of employment. These issues include management conflict, issues in wages and hours, woes of attendance, career development offers, disputes related to the annual leaves, and safety concerns at the workplace. It becomes challenging for the human resource management to take such initiatives in the company because of the issues such as resistance to change and other challenges related to managing the diversity of the employees and fostering the culture of the organization towards continuous learning (Malik, 2018). 
 In the framework of the traditional Human Resource management system, which is mostly reactive and transactional, the staff used to post ads for the job, these ads were based on the requests of the respected departments as per their needs for the further workers and staff members. Employee questions about payroll and other perks of the job are addressed by human resource management. The resignation and firing of the staff and employees was another duty of the human resource management. Due to the requirement of the personnel for the new job, the Human Resource department utilised to hasten and expedite the process in some instances (Kelliher et al, 2019). In the traditional framework of human resources, the staff of that department used to be highly specialized if the clerk is responsible for the payroll, must be responsive to the queries related to the deduction or other related questions of paychecks and the representative benefits must be answerable for the queries related to the health insurance and the balances for the sick leaves. The responsibility of the Human Resources recruiter is to place the advertisements for the jobs, and the applications are checked and sent to the hiring manager (Harney et al, 2018). 
The goals of traditional Human Resource Management are different from the goals of strategic human resource management. The main function of traditional Human Resource management is the development of the workforce. There are many goals of the traditional Human Resource Management towards managing the contemporary employment relations of the workforce. These goals are comprised to build strategies to sustain the employees to maintain the operations of the company. Further, traditional human resource management assures the accuracy of the operation and maintains the records and procedures related to the orders (Dung and Anh, 2020). 
For managing contemporary employment relations, the traditional Human Resource department used to focus on managing the relations related to labor and solving the issues of employees to retain the employees. In this way, Human Resource Management could focus on attracting new employees rather than focusing on the issues of the existing employees. The traditional Human Resource used to focus narrowly on the challenges including the issues related to the management of labor and employee relations. They have a basic objective for sustaining their employees to keep them satisfied and blissful, but their responsibilities do not include educating the workers regarding their duties, they assumed that the employees will get the information from their managers and supervisors regarding their job duties and responsibilities (Maheshwari et al, 2020).
There are a few drawbacks related to the traditional human resource framework for managing contemporary employment relations. The traditional human resource framework focused on the existing employees and does not focus on the prevention of problem development. The traditional Human Resource used the same tools throughout the year, they lack the focus on the technology and advancement in their methods. Further, the traditional human resource does not focus on the troubles in advance, such as the policies related to harassment were not specified unless any issues arise in that context (Jiang and Li, 2019). 
[bookmark: _Toc108625190]Recommendations to implement proactive HRM strategies’
There are numerous implicated guidelines that may be used in the proactive HRM methods to increase effectiveness and efficiency. The alignment of company strategies with external and internal elements that can help in achieving a direction and understanding of the business, vision, mission, goals, and strategy may be advised. The influence of learning on the accomplishment of company objectives must also be determined, as well as how and where. In order to study and design a strategy for an effective structure, it might also be advised to consult the internal and external documentation (Osmundsen, 2018).One another recommendation that can be observed is that there should be a validity of the alignment in the aspect of learning and the plan of development with the business plan that is being made. There can be the surety of the talent strategy that can align with the company or organization's overall plan as that can aid in establishing a focused and clear cadence. To evaluate such a recommendation there should be an alignment of the intention that is desired in having an understanding of the talent that is required, for this it can also be understood that there needs to be hiring of the people who are efficient in making smart decisions as that can benefit the company overall (van Zyl, 2017). It can be recommended that there should be an understanding of the staff, strengths and weaknesses so that when doing a task there is the idea of who is the right person for the job so that the task or goal can be carried out efficiently and there can be proper productivity. There are competitors that need to be taken into consideration as well due to the competitive market, the first thing that can be a smart factor is to know your competition as that can give the company or the organization an edge on how the competitor is working and how it can be dealt with efficiently.  Another factor is knowing  your customer this should be taken into account since it will give you an idea of what they need, and you can use that information to your advantage by meeting those demands. This will help your business succeed in the market and attract a lot of new clients (Lopez-Cabrales, 2020). Another suggestion that can be considered is the training that the staff members need to acquire  more knowledge and increase their productivity. Training is an important component because when it is effectively carried out, it provides the staff members with the training they need, which benefits the business by increasing productivity and efficiency (Milliman, 2017). There can be various ways that can be recommended for the evaluation of the training such as focus groups, informal feedback from peers and managers, and self-assessment questionnaires.
[bookmark: _Toc108625191]Conclusion
       The article highlights the development of critical appreciation with regard to the difficulties involved in managing a complex and diverse workforce for the performance of the business as well as for the wellbeing of the workforce explored through British Gas.
According to the CIPD report from 2022, fire and rehire practises take place when the hiring manager is inclined to fire the employee while providing the employee a new job with various terms. Typically, the employment contract governs the relationship between the employee and the hiring manager. The lockdown and the COVID-19 outbreak significantly impacted the labour market. So several issues will be raised while using the practices of firing and rehiring.  It was suggested that the practice of firing or rehiring was not needed and can damage the important discussion among the workers as well as the union. This article further highlights the approaches adopted by different organizations for dealing with this issue.  In that context, legal implications of changing contractual employment, terms also come under discussion. 

This article also highlights the changes the firm has made to the way they conduct their business and how those changes affect employee engagement. Here, the argument is made for the improvements made by the organisation in a different environment. After then, the challenges HR had in firing or rehiring the former employee are discussed. The second step is presenting the case for using the traditional HRM framework to manage contemporary employment relations. In the end, these recommendations can be implemented in this case also, with a significant emphasis on the hiring and firing procedures.
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Amend the Employment Rights Act 1996 to make protection from dismissal a ‘day 1
sight in cases of dismissal and re-engagement;

Amend the Employment Rights Act 1996 to provide that dismissal and re-
engagement will be unfair if the employer had reasonable cconomic alteratives;

Amend the Employment Rights Act 1996 to provide that when assessing the
reasonableness of the dismissal it is relevant to consider whether the employer had
consulted with unions and obtained their agreement;

Amend the Trade Union and Labour Relations (Consolidation) Act 1992 so that workers
as well as employees count towards the threshold of 20 dismissals.





