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A place where there occurs an effective interaction between the employers and the employee is generally described as the labour market. People render their skills and talents to employers in return for wages, rewards, compensations, increments, or any forms of remunerations in a labour market (UKCES, 2020). This leads to heavy competition among the employers in hiring the best, skilled, and well-talented employees in order for enhancing the performance and efficiency of the respective organisations. A labour market often operates with that of the labour demand and labour supply. A labour demand is based on the demand of an organisation for an employee, similarly, the labour supply is based on the employee’s supply for an organisation to labour. Firms with overly and stringent kinds of regulations often diminish the growth of an organisation (UKCES, 2020). Labour markets are meant to enhance the growth potential of an organisation by employing the decentralized and intricate wage setting with well-advanced job security commissions, employee tenure rights, insurance systems, and many more (Henrekson, 2020). According to Michie and Sheehan-Quinn (2001), flexibility in labour market is often depicted as an indicator for competitive success among the firms in the UK and in the US economies. Similarly, the research study carried out by Weber and team (2017) proposed that the flexibility in labour market, working schedule, and the relation between work and life balance act as major political issues in society. A slight change with regard to the adaptability or resistance in the labour market, paves way for several employment issues that include wages, hire and fire strategies, union powers, longer probation periods, and so on (Rees & Porter, 2015). Hence, to tackle this kind of employment issue in a labour market, it is always essential to maintain a harmonious balance between the employee and the employers for establishing a healthy economy (Ogunola, 2018). 
The report will focus mainly on the various aspects of people management in three major companies in the UK, namely British Airways Plc, Tesco Plc, and Argos Limited. For these three chosen organisations, the paper reviews the use of fire and rehire strategies within the labour market in the UK, legal implications of changing contractual employment terms and conditions, the potential impact of any kind of changes that occurs with regard to employee engagement, the involvement of the human resource team in this regard and to analyse the effectiveness of the traditional HRM models for framing an appropriate strategy to manage the contemporary employment relations. This study will also discuss the recommendations that should be taken in the organisations for improving work performance and encouraging the organization's growth and development.
[bookmark: _Toc92372741]Practice Of “Fire and Rehire” Within the UK Labour Market
Managing people as resources is a vital factor that needs to be considered in every organisation for the successful run of the business (Hughes, 2015). Change in the labour market causes a huge impact on the Human Resource Management (HRM) and the HR and their activities acts as a key pillar behind every successful organization (Héder, et al., 2018). HR practices in an organisation include staff recruitment, hiring, and people management processes. They are also involved in regulating organisational culture and providing its employees with safe and healthy working conditions. Another prime function of HRM is to stabilize a positive relationship between the employer and the employees to attain the goals and objectives of the company. It is the responsibility of the HR director to understand and address the employee needs for establishing a safe working environment (CIPD, 2018). For gaining maximum efficiency, most organisations outsource HR functions to recognize and hire skilled professionals. Managing people effectively in an organisation enhances the growth of the firm (Armstrong, 2006).
This section of the report will analyse the use of "fire and rehire" methods in the UK labour market in order to assess the strategy used by three separate organisations. Employment downsizing, a tactical approach that most companies use to adapt to a changing labour market for surviving in a critical situation by reducing the cost aspects, is widely seen in many firms with the emergence of the pandemic outbreak (CIPD, 2021). There are several strategies that are involved in employment downsizing in an organisation. These kinds of strategies should be carefully analysed and well-framed before being put into practice (Morris, 2019). For implementing such changes, the HR team in an organisation should utilize the following options such as incorporating an option for allowing for a change in the employment contract, making the employees to agree to the change, imposing a change unilaterally by the employer, choosing the strategy of dismiss and rehire (CIPD, 2021) . 
The safest way for an organisation to change the terms and conditions of the employment is to obtain each employee’s agreement for accepting the change (Rimmer, 2016). It is the responsibility of HR to offer the employees a clear picture of the present crisis situation and the position of the firm in tackling the issue. They should be able to offer new options to the employee or a new agreement. Redundancy is a last resort while being maintained clearly communication and in a more respectful way. This helps the organisation to retain its employees and also helps the firm to sustain its position during crisis situations. Some of the ways in which an employer or HR can persuade a worker to agree to the new contractual terms include effective communication, offering a review period, and unilateral variation (Rimmer, 2016). Only after considering these options, should an organisation opt for switching on to the fourth and the last resort of applying the fire and rehire strategy through a fair dismissal process. 
‘Fire and Rehire’ (also known as dismissal and re-engagement) strategy which is also referred to as the dismissal and re-engagement approach is an old business approach that is practiced legally in the UK through safe and careful implementations (Codd & Ferguson , 2021). In this approach, the employees are first dismissed and are then re-employed by the employers by making the workforce accept the new terms and conditions of the work contracts in which the people work for the same workload but at a lesser pay (CIPD, 2021). ‘Fire and Rehire’ is generally described as a strategy that is used by employers for their employees to sign up those revised terms and agreements of the organisation in terms of salary scale reduction and prolonged working hours, failing which, the workers might be threatened with loss of pay, leave encashments, salary deductions, and in certain cases, to even quit their job. Similar to the disadvantages that this approach has on the workers, it also poses disadvantages with regard to the brand reputation and value of the organisation. For example, Weetabix is the most favourite cereal in the United Kingdom, and customers will soon lose interest in the product if they hear that it is manufactured by mistreated workers (Unite the union, 2021). In this way, the company risks losing its reputation as an established brand in the United Kingdom.  As per the present situation, there are no specific legislations that are available to outcast the fire and rehire strategies. According to the views of (CIPD, 2021), fire and rehire strategies should be employed by an organisation as the last option in cases where employment contracts and agreements are totally critical and impossible. Employers utilizing this approach are often found to face severe risks of legal claims, defamation and damage to the reputation, and severe imbalance with regard to the employee and the employment relationship. Due to these reasons, employing the fire and hire strategies in an organisation should be made only after careful consultation and consideration of all the other choices (CIPD, 2021). Based on the report made by the GMB union, there are several voices that were raised to ban the fire and rehire strategy in the UK and enhance legal protection for all the employees in an organisation to be prevented from the use of such strategies against the workforce (Geraghty & Breese, 2021).
With the recent pandemic outbreak due to the lockdown situations of the Covid-19 crisis, the economic status of many countries was found to be disturbed (Munbodh, 2021). As a result, many organisations were forced to undergo various cost-cutting strategies for its workforce in order for the firm’s sustainability in the market. This caused most companies to even adopt the fire and rehire practices in order to compel the workforce to accept and abide by the worst terms and conditions of the employee agreements. Some of the common workplace circumstances that cause an organisation to employ the fire and rehire strategy include redundancy scenarios, temporary or permanent flexibility in the employee’s work contracts with regard to working hours and wages, modified terms and conditions, negotiations, interruptions in the service continuity in an organisation, and so on. Under the name of restructuring and streamlining the normal operations of the firm, most employers utilize the fire and rehire tactics (Munbodh, 2021). This created a controversy among the workers and trade unions by focusing on employee rights in the labour market (King, 2021). Geraghty and Breese (2021) stated that around one in every 10 working-class and young employees in the UK experienced the threat due to fire and rehire strategies during the crisis of the pandemic outbreak. This kind of fire and rehire strategies were observed in various organisations such as BA, Tesco Plc, Argos Limited, Clarks, ASDA (Nazir, 2021), Weetabix, Go North West, Goodlord software company, and so on.
At the BA, due to the pandemic outbreak, many flights were cast-off in the year 2020 (Webber, 2021). This caused the airline cargo employees at the Heathrow hub to face the threats of the fire and rehire tactics until the Unite union intervened for a deal with the authorities of the company in the BA (Geraghty & Breese, 2021). BA was the first company to introduce the fire and rehire tactics against its workforce during the start of the pandemic outbreak when many flights were grounded due to lockdown situations. The firm sacked more than 12,000 employees and planned to retain the rest of its workforce by making them sign their new employee work contracts (Churchill, 2021). BA usually had three cabin crew groups where each group was paid as per their flight travel time. With the pandemic and with the revision of the new terms and conditions, all the crew members were clubbed under one single group in which all the members were provided a common scale without any reduction in their workload (Munbodh, 2021). According to Ifeoma (2021), organisations implementing fire and rehire strategies are known to cause severe profit loss in the long run of the organisation. Imposing this dangerous game of fire and rehire tactics will cause the organisation to lose its employees’ sense of commitment and also decreases their level of performance, which in other ways, makes the firm enter into a phase of declined growth (Ifeoma & Patience, 2021). As per the reports from the Advisory, Conciliation, and Arbitration Service (ACAS), the use of fire and rehire strategy are widely increasing in the UK both during recent times as well as during the crisis of the pandemic outbreak. Their report also anticipates the continued use of this dangerous approach with the slow recovery of the country’s economic status after the pandemic crisis (ACAS, 2021).
Similar to the BA, Tesco Plc is another organisation that employed the fire and rehire strategy against its employers at Livingstone distribution center during the Covid-19 pandemic. As a part of the cost-reduction plan during the pandemic crisis, Tesco terminated its workers and re-employed them by forcing them to sign the changed terms and conditions with a focus on the lack of pay retention for its workers (BBC, 2021). Further reports suggest the possible chances for the firm to use this approach in its other locations at Daventry Northamptonshire and at Lichfield (Munbodh, 2021). Imposing this approach upon the workers might cause the Tesco employees to lose an amount of £4,000 and £19,000 annually. This approach was taken forward with strike action by the USDAW, a retail trade union against the firm. Their strike won the battle against Tesco wherein the Court of session ordered the firm with a temporary prohibition to not terminate any workers under new terms that do not retain their pay scale. Even though the judgment was made for the workers of Tesco at the Livingstone site, the USDAW members continue to strike for the workers of all the other branches of the firm to withdraw all its plans of imposing its workers with the fire and rehire tactics (BBC, 2021).
At Argos Limited, the tactics on fire and rehire policy affected, 0.5% of employees. Through the execution of the fire and rehire tactics, the USDAW union continues to fight for the workers at Argos, wherein the union revealed the huge loss that the workers experience with regard to their pension scheme, travel allowances, leave encashments (Nazir, 2021).
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           As per the UK government, the strategy of fire and rehire is regarded as a ‘bully boy practice’ and has also been emphasized on several occasions on the use of fire and rehire strategy as totally ‘unacceptable’. Based on the statement made by the governmental bodies, this kind of brutal tactic imposed upon the workers in an organisation can be tackled by establishing a partnership with the workforce and the businesses without creating any heavy-handed legislation. Assistance to tackle this issue regarding the employment contracts can be obtained through the Citizens Advice UK and labour Relations Agency (LRA) in Northern Ireland.
A legally enforceable agreement exists between an employer and an employee or worker in the form of a contract. The contract can be agreed upon either orally or written (ACAS). A contract of employment is generally described as an employer-employee agreement that carefully outlines the rights, terms, regulations, and responsibilities for both parties (GOV.UK). A change can be made in the employment agreement only after the clear concern, agreement, and implication of both parties. The changes that an employer can make in the actual terms and conditions of the employment contract include salary cuts, working hours schedule, duties, denial of employment rights, and so on. An employment contract can be changed through the flexibility clause when the firm undergoes any crucial scenarios or for flexibility in the working schedule of the employees. Through the Employment Rights Act 1996, based on the Sections 1 and 2, every worker in an organisation has the right to obtain written consent from the employer regarding the changes made in the contract. These kind of employment contracts are essential as it safeguards the rights of both the employer as well as the employee. Legal actions that can be taken to resolve these kinds of issues include claiming the breach of contract, filing an industrial tribunal claim, claim for unfair deduction of wages, and constructive dismissal (GOV.UK, 1996).
There are several legal protections and conditions that an employer needs to consider before imposing the use of the fire and tactics strategy upon the employees by changing the already existing terms and conditions of the organisation in an employment contract agreement. Only after careful analysis and proper planning should this dangerous approach be implemented and that too only as a last option, should this approach be considered. This is because that the dismissed employees might file a claim against unfair dismissal by their employers which in turn causes huge impacts upon the name and fame of a well-established organisation (Blakey, 2021). The present legal implications fall short of many concepts that favour the protection of the workforce. As per the legal procedures, employers should undergo the business regulations to justify the dismissal of their workers, before stepping into the strategy of fire and rehire tactics to avoid redundancies (GOV.UK). By bringing in many changes with regard to the employee’s terms and conditions in an organisation, the chance for redundancies can be reduced. Even then, a lack of proper handling will create a huge loss to the firm. Hence this fire and rehire strategy should be seriously addressed by strengthening such weak laws in the country for ensuring the protection and safety employment rights of the employees in an organisation (Scully, 2021).
         Implementing contractual employment terms should have a well-planned, clear, transparent, and reasonable justification for the employer to convey the message to all its employees as well as with the trade union. Treating the workforce with due respect helps a firm to resolve the issue in a better way by avoiding both the legal and the HR-related implications. Making the employees understand the real situation of the firm in terms of profit and finance and also by including them in major decision-making processes will enable the organisation to go through the crisis successfully. Maintaining the values and effectively managing the people in an organisation will help a firm to overcome the issues of dismissal and reengaging strategies (Churchill, 2021). Some of the possible options that can be employed for the legal reforms of this strategy include strengthening the laws for the employee's unfair dismissal by their employers, promoting the needs for the employment tribunals to closely analyse the cause and rationale of a business firm to enter into a fire and rehire execution, safeguarding the continuity of service for the workers during the period of crisis, offering the right guidance for the employers to tackle the situation without interrupting the service of the workers in an organisation, and so on (Blakey, 2021).
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         Gallup defines engagement as "the individual's participation and contentment with, as well as enthusiasm for, employment" (Armstrong, 2011).
        In recent years, the term "employee engagement" has become very popular in HRM circles (Torrington, 2014).  Employee engagement has been a well-established management concept, and it has grown firmly anchored as a fundamental part of HR. It is ubiquitous in management consulting, management research, CIPD certifications, university teaching, and, most crucially, HR practise, where specialised employee engagement experts are not uncommon. Employee engagement has also been a focus for executive teams, boards, and investors, who recognise its value as an indication of organisational health and utilise it to guide choices, including CEO compensation (CIPD, 2021).
From the above analysis (Chapter 1) on the use of the fire and rehire tactics in different organisations, it is clearly understood that it is the “life-changing experience of the unemployment” (Newlands, 2020) that has led the employees to stick on with the worst pay and agreement terms of an organisation in a country. According to Geraghty and Breese (2021), the GMB union survey report reveals the possibility of less chances for the customers to utilize the products and services of those organisations who implement the fire and rehire strategy.
The factors that impact employee engagement in a firm includes trust in leadership, relationship established with the farm managers, and the pride that the employees develop in their organisation. Among these three factors, the most common factor that gets greatly impacted is the loss of trust that the workers have upon the leadership management and the loss of pride that the workers have in their organisation. The pride factors are measured in terms of the goals and objectives of an organisation, its employee treatment, reputation, and so on (Marone, 2020).
Adopting the fire and rehire strategy in a firm causes several reputational consequences. With regard to the British Airways (BA), the Unite union refused to make any dealings with the airline, until the approach against the workers was withdrawn completely (Topham, 2020). Despite this, BA also faced various criticisms and was also titled as ‘national disgrace’ for their immediate action that affected the workforce. This also caused a poor image among the public, which hugely affected the growth of their business (BBC, 2020).
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The HR professionals and the HR director play a vital role by acting as a neutral third parties in enhancing a firm’s employee engagement initiatives and workforce management. It is the responsibility of an HR professional to foster the organisational culture and lead its workforce as per the policies and practices of the company. This way, they may be able to retain the skilled and well-talented employees in an organisation. The HR professionals are also responsible for dealing with those workers who are subjected to fire and rehire strategies through a soft, professional, and respectful manner by protecting the organisation from being exposed to lawsuits. As HR professionals are skilled and well-trained to handle the legal proceedings, they ensure for the termination strategies to work in a smooth and fair way by confining to the legal procedures (Mason, 2018). 
Enacting fair HRM practices with equal employment opportunities promotes the competitive edge and overall performance of an organisation. Some of the major components that are involved in the HRM practices are employee strategy, promotion of positive employee attitude, and development of the employees. Through the employee strategy, the HR director establishes proper coordination with the employee and the employers by framing strategies that enhance the growth of the business operations. Similarly, the promotion of a positive employee attitude is aimed at creating a positive work environment for its workforce to deliver their maximum potential. This component is achieved through reward management strategies which in turn boost the growth and functioning of the organisation. The third component called the development of employees is intended to motivate the workforce to attain the goals of the organisation. Motivated employees perform well by rendering their best capabilities in helping the firm to achieve its goals and for helping the firm to sustain well in a competitive market. This is achieved by offering the workers adequate training and workshops for enhancing the skills and knowledge of the employees (Rahaman‬, et al., 2020).
In general, the HRM practices in an airline industry utilize strategies that are a combination of HRM strategies that are in alignment with the industry dynamics and the challenges that are associated with the respective organisation (Eaton, 2017). The HR strategies that are employed by organisations to boost their production includes leaner workforce, cutting down the salary wages, allowances, compensations, staff training activities, and other such employee benefits. According to Armstrong (2006), HRM practices are described as a strategized and a coherent approach for dealing with an organisation’s most treasured asset, who are regarded as the people.  These talented workforce in the organisation are those who contributes for the goal attainment of an organisation. Hence, people management in an organisation is an important concept that requires to be addressed and managed carefully in the most appropriate manner (Voegtlin & Greenwood, 2016).
The traditional models of HRM basically focus on human resource planning, employer-employee relationship, work analysis, staff hiring and recruitment, appraisals, compensations, staff training, performance, and so on. It also enhances effective staff performance by adhering to the terms and conditions of an employee in an organisation (Armstrong, 2021). The HR practices are greatly involved in motivating the workforce and reconciling with the management in case of any issues that affect the organisation. With regard to the fire and rehire strategy, the HR professionals should employ reconciliation strategies and get the employees to agree with the policies of the firm by preventing them from undergoing any legal proceedings. It is also the duty of the HRM to retain talented and skilled employees from abandoning their jobs as this would create a huge impact on the brand’s reputation. These HR professionals should establish a fairground to carry out negotiations for both the employee and the employer. Lack of negotiations usually causes the HRM to execute managerial decisions that are grounded with legislative backing and other such disciplinary actions (Bhattacharya, 2017).
In the same way, the use of strategic HRM focuses on people management wherein, its approaches are meant to offer a long-term solution for the issues developed. The strategic approaches emphasize the employee organizational fit and intervention strategies that ensure the values added for an organisation because of its workforce. Utilizing this kind of approach benefits the workforce as a whole and also enhances the growth and development of an organisation rather than focusing on the development of the firm alone, as in the traditional-based HRM approaches. With regard to the contemporary HRM practices, the approaches are based on focusing the people strategies on alignment with the goals of the firm. Thus, based on the above analysis on the issues on people management and depending on the principles of the traditional approaches of the HRM practices, it can be concluded that by utilizing the principle of reconciliation and management approach, the traditional HRM strategies are less effective than the other HRM practices to serve as an adequate framework for managing the contemporary employment relations.
At BA, a leadership-based HR approach is adopted to manage its employees. The HRM practices adopted for managing the above-mentioned issues include maintaining a good relationship with the employees by acting as a team and by including the employees in the major decision-making processes. BA also seeks to recruit skilled and talented employees for the success of the company. It is the responsibility of the line manager at BA to recruit efficient employees, carry face-to-face communications, and deal with people management during times of crisis faced by the organisation. The line manager also ensures the compliances and the other terms and conditions of the firm with the selected employee. The company organises various training programs for its employees to retain them in the firm and to promote the sustainability of the organisation. Apart from this, the company also reframes and frames new policy changes that are involved in enhancing the welfare of the employees in the organisation. Besides this, reward management strategies are also adopted by the firm to encourage its employees to render their best efforts in enhancing the growth of the company (Zoe, 2017). The involvement of HRM in all the selected organisations can be enhanced by developing a larger HRM department with well-skilled HR professionals, and by implementing talented recruitment and technology programs, the HR practices can be enhanced.
[bookmark: _Toc92372745]Recommendations
The fire and rehire strategy which is greatly employed in many organisations in today’s pandemic times are found to cause severe consequences to the firm as well as to the welfare of the employees. Based on the above analysis, it is observed that the use of fire and rehire strategies has caused a huge impact on the organisation’s reputation as well as on the welfare of the employees. These organisations should have adapted the fire and rehire tactics only if they had adequate hope of enhancing the performance of their firms. Through proper consultation period and informed consent, the employees infirm could have made to agree to the change in the employment’s contractual terms. But, in all the firm’s utilization of this strategy has caused it to lose its brand reputation among its competitors. Adopting the right HRM practices helps an organisation to tackle the issues that arise with handling the termination and other such strategies. It is the responsibility of the employer along with the HR professionals to choose the best strategy to tackle the issues related to employee management. The organisation should be careful enough to not disrupt the factors that enhance employee engagement. Through proper communication and by being transparent, the changes made to the terms and conditions should be made known to the workers without imposing any losses for them. At these organisations, the effectiveness of the HR practices can be enhanced by improving the employee relationship with the employers through careful handling of conflicts, disagreements, and by sorting out the political problems and the employee competition issues.
In response to the evidence, the UK government has asked ACAS (2021) to draw up guidelines to help employers explore all other options before considering redundancies and re-hiring to change employees' contracts. ACAS suggestions if both parties are having difficulty reaching an agreement are:
● continue to keep constructive discussions
● investigate other options in order to find a compromise
● keeping the focus on attempting to achieve an agreement
Consultations should go further than needed, and ideally, attaining employee agreement, whether by individual agreement, collective consultation, or collective agreement, will be the best outcome for an employer (CIPD, 2021).
[bookmark: _Toc92372746]Conclusion

One of the key assets in every organisation to attain a tangible competitive advantage over its counterparts in a labour market is the proper use of HRM services. With the sudden outbreak of the Covid-19 pandemic, the use of fire and rehire strategy gained public attention with its wide prevalence and increased use across the firms in the UK. Besides the fact that this strategy is legal and valid, it still continues as a controversial issue. The use of strategic HRM practices is more concentrated on people management and other employment-related issues and hence they are preferred over the traditional HRM approaches for sorting the employee-related issues in an organisation. By addressing the management and the employee needs in all the selected organisations, these firms will slowly be able to recover with improved performance. Human resource management (HRM) practices that are effective can influence corporate innovation and information exchange. However, it may also be argued that HRM practices are only a technique of increasing the possibility of organizational innovations (Vanhala & Ritala, 2016).
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