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[bookmark: _Toc1415756993]Introduction
NHSX is a healthcare technology company, based in the UK, India and the UAE, and has a workforce of around 600 employees. It creates AI-driven products while experiencing slow decision making, constrained experimentation, subpar hybrid collaboration, career-development deficits and wellbeing challenges.
As an external consultant I evaluate the evidence and its boundaries and then suggest a staged response to accommodate a safety critical organisation in three countries. The report is linked to work design and talent development to organisational performance, with a list of the capabilities I should build as an HR professional.
[bookmark: _Toc1500817512]Task A: Designing Innovative Working Practices
[bookmark: _Toc1722027932]Critical Evaluation of Traditional and Contemporary Work Design
Optimising the technical system alone can compromise productivity and wellbeing as is shown in the study of Trist and Bamforth (1951) on mechanised coal mining which illustrates that the social system and technical system must be optimised together. Cherns (1976) design principles enable this to be done: minimal critical specification (specify outcomes, not methods); boundary management; compatibility and variance control. NHSX should specify the outcomes to be delivered – patient safety, reliability of delivery, learning, but allow its teams in the UK, India and Emirates to interpret, plan and deliver the outcomes in their own way (Cherns, 1987). Controlling variance is an important measure: If a clinical-safety deviation is found‚ workers involved in the specific problem should be able to stop work; higher-level workers in the organization's management hierarchy should not be able to stop work․
High-performance work systems include practices such as selective hiring and recruitment‚ training‚ and information sharing and participation‚ as well as motivation and opportunity strategies (Appelbaum et al․‚ 2000)․ High-involvement management includes the high-performance work system practices and other strategies to provide employees full decision-making authority over work tasks (Lawler‚ 1986; Benson and Lawler‚ 2003). Although evidence of the relationship between such bundles and performance is strong, it is worth noting that there is a debate about best-practice versus best-fit (HPWS research is predominantly from manufacturing and US contexts; for regulatory and cultural considerations, Boxall and Purcell (2016) argue that universal bundles may not transfer well across contexts). NHSX should implement the commitment-based approach and adapt each of the components to the local context: participation that involves clinical-safety officers, information sharing based on data protection responsibilities and appraisal based on cross-border outputs and individual contributions. 
Agile methods are appropriate for NHSX's product-discovery work (Rigby, Sutherland and Takeuchi, 2016) because they are iterative releases, small teams with empowered decision-making and direct users' feedback, which are ideally suited to working with AI experiments, where requirements are really unknown ahead of time. The problem is that while healthcare demands patient safety and regulatory compliance, a 'move fast' attitude is at odds with a 'move slow' philosophy when it comes to algorithms that could risk patient safety and a post-2020 regulatory environment for public-service AI has tangible consequences for reputation (Department for Science, Innovation and Technology, 2024; Government Digital Service, 2025). In the two-speed operating model, agile teams are given complete permission to experiment in building internal tools and discovering new ideas while a stage-gated, documentation-focused path is used for regulated clinical deployments. 
Hybrid working has gone beyond the pandemic: Evidence from the US survey indicates that hybrid working has remained stable since the pandemic (Barrero, Bloom and Davis, 2021; 2023); cross-country data also bear this out (Aksoy et al., 2022). In a Chinese field experiment, productivity benefits were found for working remotely by 13 per cent (Bloom et al., 2015) — but in routine, individual call centre roles where lessons are easily drawn from other contexts. Firm-wide data revealed that Microsoft's remote working efforts led to more siloed and static collaboration networks, characterized by fewer cross-team connecting strands (Yang et al., 2022) — exactly what an AI company relies on. Mentoring and boundary management also suffer from a reduction in quality when working from home (Ipsen et al., 2021; Wang et al., 2021). Blanket flexibility (Choudhury, Foroughi and Larson, 2021) is an outlier in comparison to the structured hybrid, where two days a week are dedicated to cross-team, mentoring and innovation activity. Autonomy is not based on the loss of shared time, but on the attainment of outcomes and method of attainment (Deci and Ryan, 2000).
Having a footprint in three countries creates a higher Coordination Cost: Time Zones will be an issue since they change the day of the week, and Hierarchy expectations can affect whether employees challenge decisions or not. The national dimensions of Hofstede (2001) should raise questions about voice, but not be interpreted as descriptions of individuals: team norms should be evaluated directly by NHSX. There is also a tendency to follow the sun development and support, to resilience across markets and opportunity for three talent markets in geography (Choudhury, Foroughi and Larson, 2020). 
Three ongoing tensions that need to be managed by NHSX are autonomy and support for motivation (Deci and Ryan, 2000); flexibility and the sharing of knowledge (Yang et al., 2022); and agile speed and regulatory requirements.
[bookmark: _Toc762310572]Recommended Innovative Working Practices for NHSX
Table 1: Recommended working-practice design for NHSX
	Design element
	NHSX design choice
	Theoretical justification

	Cross-functional squads
	Integrate AI‚ software‚ clinical and data roles around shared objectives and regular end-user engagement․
	HIWS and sociotechnical design.

	Hybrid and global coordination
	Use anchor time for mentoring relationships; rotate core time in the UK‚ India‚ and UAE․
	Coordination and cross-team ties (Yang et al., 2022).

	Autonomy and safety charters
	Set common goals for teams; allow employees to decide how to achieve those goals; give employees the right to pause unsafe work․
	Cherns (1976); Deci and Ryan (2000).

	Agile delivery
	Employ iterative research and review strategies at decision points to help prepare for clinical applications․
	Rigby et al. (2016).

	Digital collaboration
	Use secure collaborative workspaces and tools‚ searchable information about past decisions‚ asynchronous communication methods‚ and other privacy safeguards․
	Sociotechnical design (Cherns, 1976).

	HR systems and performance
	Customize employee training programs‚ employee feedback mechanisms‚ group incentives‚ and other health and wellness programs for NHSX․
	HPWS best fit (Appelbaum et al., 2000; Boxall and Purcell, 2016).
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Figure 1. NHSX organisational design framework
Source: Generated with Gemini and corrected for duplicated content; recommendations informed by Trist and Bamforth (1951), Cherns (1976, 1987), Rigby et al. (2016) and Yang et al. (2022).
Overall, NHSX should not bring forward a working model but design it: sociotechnical joint optimisation as the frame; HPWS as part of a regulated context; a two-speed delivery model; the explicit mechanisms for its international footprint. 
[bookmark: _Toc1383573987]Task B: Breeding an Environment Where Talent May Grow
NHSX's lamented turnover is associated with low career progression and training. This renders talent development a strategic issue of capability and not a stand-alone HR metric. The strategy is based on the principle that talent is a whole ecosystem – psychological safety fosters experimentation; experimentation drives organisational learning; and employees see their development visually when it leads to a career within NHSX (Edmondson, 1999; Senge, 1990).
[bookmark: _Toc1168862759]Critical Evaluation of Talent Development Approaches
Edmondson (1999) demonstrated that teams learn when team members feel they are OK to make mistakes and seek assistance. Psychological safety is also cited as a factor of team effectiveness (Rozovsky, 2015), albeit as an organisational case, and not as causal evidence. The two nuances that are relevant to NHSX are: safety is about work, not comfort; and it is a team climate created through practices of framing, inquiry and responses to failure, rather than being an individual characteristic or a survey score (Edmondson and Bransby, 2023). NHSX should embed a culture of blameless post-mortems following algorithm incidents – senior leaders should model this by admitting to errors first. This transforms the clinical caution into structured learning, allowing safety and regulation to support and not stifle innovation. The five disciplines provided by Senge (1990) provide an architecture for a learning organisation: personal mastery, mental models, shared vision, team learning and systems thinking. NHSX must call to Senge and then provide him with concrete mechanisms: protected learning time specifically identified and allocated in delivery plans; communities of practice across the UK, India and the UAE; and post-incident reviews and the creation of a searchable knowledge base with owners' names. 
The growth mindset, in line with Dweck (2006), seems apposite for a rapidly growing AI company. A large-scale national experiment, however, did find significant but context-specific gains, especially for students who started out with lower performance levels and in supportive school environments (Yeager et al., 2019); it does not support the notion that the effects of mindset messaging are consistently found in all settings and for all students.
NHSX needs to incorporate learning into their recruitment process including learning agility, feedback that views mistakes as learning opportunities, and challenging projects across the three locations, not just in isolation in workshops. The concept of strategic talent management is defined as identifying strategic jobs and investing in them differently (Collings and Mellahi, 2009). The orthodox 'war for talent' model focuses on a star elite (Michaels, Handfield-Jones and Axelrod, 2001), but fails to motivate the majority, creates resentment for others to keep them on board, and value lies not in a single star, but in a network of stars (Gallardo-Gallardo, Thunnissen and Scullion, 2020) in innovation work. I think NHSX should implement inclusive talent management: an internal talent marketplace which promotes projects to fill externally, sideways career moves as well as ladders, and cross-border mentoring of UK clinical/AI specialists with engineers working in India and the UAE to answer directly why high performers left, and in effect turning the retention problem into a development asset.
[bookmark: _Toc2102692977]Strategic Talent Growth Strategy for NHSX
Job crafting (Tims and Bakker‚ 2010) refers to strategies that employees use to increase job engagement and prevent burnout․ These strategies align with other psychological theories of job satisfaction based on autonomy‚ mastery‚ and relatedness (Deci and Ryan‚ 2000)․ Measures such as quarterly job-crafting workshops and other programs to improve staff morale and the work environment (Morgan‚ 2017) can help NHSX link system-level initiatives to employee satisfaction and demonstrate commitment to authentic employer branding․
But a disadvantage of flextime is higher‚ not lower‚ job demands and constant availability‚ leading to other forms of turnover problems‚ including an inability to work effectively with employees in other countries‚ including India and the United Arab Emirates‚ who need to be available to work at night (Kelliher and Anderson‚ 2010)․
The judgement is to create sustainability: norms of right-to-disconnect, rotating meeting times, monitoring workload, and leaders who set limits. 
The ecosystem needs to be monitored with a limited number of human-capital indicators that are reviewed on a quarterly basis: Rate of retention in critical AI positions, percentage of internal hires filling positions (the internal job marketplace must be able to attract a significant percentage of candidates before hiring from outside), cross-border mentoring participation, and pulse scores of psychological safety per team. These measures are designed to create a link between talent strategy and organisational strategy as Collings and Mellahi (2009) have called for, and will bring early warning to NHSX when the environment is fostering talent in name only.
Table 2: NHSX talent-growth ecosystem
	Ecosystem element
	NHSX design
	Justification and link

	Base layer: psychological safety
	No-blame postmortems; leaders model vulnerability․
	Safety enables learning behaviour (Edmondson, 1999)

	Learning organisation
	Ten per cent learning time; cross-border communities of practice; shared knowledge base
	Senge made concrete (Senge, 1990)

	Careers
	Internal job postings; career network; mentoring opportunities in the UK‚ India‚ and UAE
	Inclusive TM (Collings and Mellahi, 2009; Gallardo-Gallardo et al., 2020)

	Motivation
	Job-crafting meetings; independent work with performance goals
	SDT and job crafting (Deci and Ryan, 2000; Tims and Bakker, 2010)

	Sustainability
	Right to disconnect policies and practices; rotating core hours; policies to assess and manage workload
	Preventing intensification (Kelliher and Anderson, 2010)

	Selection and development
	Hire for learning skills; assign challenging tasks and offer feedback․
	Mindset embedded in systems (Dweck, 2006; Yeager et al., 2019)
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Figure 2. NHSX talent-growth cycle
Source: Generated with Gemini; conceptual framework informed by Edmondson (1999), Senge (1990), Collings and Mellahi (2009), Deci and Ryan (2000), and Tims and Bakker (2010).
[bookmark: _Toc1420530158]Implementation and Evaluation
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Figure 3. Proposed NHSX HR strategy implementation roadmap
Source: Generated with Gemini; proposed phases based on the recommendations in Task B. The roadmap does not report actual NHSX results.
[bookmark: _Toc2073501528]Task C: Reflective Report
[bookmark: _Toc1658923795]AI Applications in Decision Making and Planning in Human Resources Management
AI tools can be used for workforce planning and other HR applications‚ such as detecting skills shortages and high worker attrition․ Other workforce planning considerations using AI include data and decision-making access issues․ Risks associated with lack of transparency about AI tools include hiring discrimination․ Actions NHSX can take to address these issues include examining AI and other tools and processes and including human oversight (Tambe‚ Cappelli and Yakubovich‚ 2019; Raghavan et al․‚ 2020)․ Workers must be notified of and have recourse against decisions made using AI tools․
Reflective Analysis of Three AI Uses
With the aid of Gibbs' (1988) cycle, I consider three uses of AI in my current role as an HR support and the ethical concerns raised by each of these applications, as well as the skills I need to acquire.
Description.
My experience with generative AI in the last 12 months was that I've used ChatGPT and Microsoft Copilot to draft job descriptions and person specifications, researching our hybrid-working policies, and creating a candidate FAQ Chatbot for our careers page. Initially, I appreciated the saved time of regular tasks. Later I realized there were inaccuracies and began to be more careful with outputs that weren't my own or that I didn't write. Feelings and evaluation.
The AI was best with drafting, structuring and summarising – these provided good starting points but still required professional review. It was least in areas where there was a need for accuracy, context or fairness. Analysis.
The first ones: job descriptions - AI generated well-structured and legally compliant drafts in a matter of minutes, but reverted to phrases that carried with it age and gender bias like 'digital native' and 'energetic self-starter'. Each AI draft is subjected to an inclusive-language audit and, if unedited, it would fail to meet our own inclusion standards. Secondly, policy research: the tool could not only summarise the hybrid working evidence fluently, but it also referenced a plausible journal, statistic and author that it was not. Third, the chatbot: It addressed the simple questions, allowing me to do more with the difficult ones, but on one occasion it provided an incorrect answer regarding the right-to-work, which might have misled a potential applicant. We added human escalation rules and limited its topics.
Ethics. These moments highlight four specific, concrete ethical issues: algorithmic bias in hiring practices tools (Raghavan et al., 2020); algorithmic management and surveillance of remote work (Kellogg, Valentine and Christin, 2020); data privacy at the point of employees' data being used in public models (Tambe, Cappelli and Yakubovich, 2019); and de-skilling, as routine professional judgement is handed over to algorithms. The takeaway for my work is that HR needs to be a good steward (decide on policy, monitor vendors, question deployments) and not just a user.
[bookmark: _Toc1839851540]Personal Capability Development Plan
My SMART action plan is: within 3 months, complete a CIPD-accredited module on AI in HR to be certified and to have an applied project completed; within 3 months, introduce an audit checklist for AI-assisted people documents, with a view to audit coverage within 3 months, and no bias findings at quarterly review; shadow the AI product team for 1 day/month from June 2027 until April 2027; produce a SMART action plan for an organisation for an AI-use policy for people documents by March 2027 for senior-leadership review. Once a quarter, I will take one instance of changed practice and then will discuss with my manager and adjust my action so it is increasing the desired skill. 
[bookmark: _Toc166589643]Conclusion
Rather than dividing working design and talent growth into two separate systems, NHSX needs to create a single system by empowering teams working in clinical safeguards, linking learning to career opportunities, and piloting and measuring practices before rolling them out to all three locations. NHSX should scale only in areas where evidence collected during each quarter indicates improved retention in pivotal roles and internal mobility/cross-team learning; not at the expense of safety or an increased workload. 
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[bookmark: _Toc197614853]Appendix A: Proposed Talent Metrics Dashboard Template
This is a blank reporting template for future use. Populate it only with validated NHSX workforce data and identify the source and reporting period.
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Figure A1. Proposed talent-metrics dashboard template (values intentionally blank)
Source: Generated with Gemini. This is a proposed template and contains no NHSX performance data.
Generative AI acknowledgement: Gemini was used to generate initial visual assets. AI assistance also supported structural and formatting edits. The organisational design visual was corrected to remove a repeated recommendation; the dashboard is a conceptual blank template and does not contain NHSX data.

Appendix B: Human Capital Management Poster
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