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[bookmark: _Toc242378959]Introduction
NexSpace Health Systems (NHSX) is based in the UK, with around 600 staff members across the UK, India and UAE, in a knowledge-intensive and highly dynamic healthcare technology sector. AI investment has brought great opportunities, but it is also facing challenges of hierarchy, poor collaboration, insufficient experimentation, and talent retention that impact its agility. We therefore consider in the following discussion how innovative work design and a developmental talent ecosystem can be used to overcome these challenges.
[bookmark: _Toc242378960]Task A: Designing Innovative Working Practices
[bookmark: _Toc242378961]A critical assessment of conventional and contemporary working practices 
Traditional hierarchical work design can bring clarity to a role, and also accountability and control, but these are hindrances in uncertain and innovation-rich settings. The slow decision-making and limited experimentation of NHSX staff suggest that too much hierarchy is stifling rather than enabling performance. Thus, work design today must be based on employee capability, participation and adaptability rather than manager control. High-Performance Work Systems (HPWS) are helpful to start with, as they do not see HR practices as stand-alone interventions but as systems incorporating recruitment, training, performance management and employee involvement. 
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Figure 1: High-Performance Work Systems (HPWS), Source: (Thadeus F, 2024).
HPWS is positively associated with employees' innovation when employees are engaged and supported by organisations (Zhu et al., 2022). But HPWS can place more demands on performance; so if performance systems are made more demanding, there must be more autonomy and wellbeing support, otherwise it could make NHSX's current one even worse. High-Involvement Work Systems (HIWS) provide a better fit since employees participate in decision-making and problem-solving activities. At NHSX, the ability to bring together multidisciplinary teams of software engineers, clinicians, data experts and HR specialists will help to speed up the sharing of knowledge and help to diminish functional silos.
 This is an example of sociotechnical systems thinking; that is, that both technological and social aspects should be designed simultaneously, not optimised separately. This integration is especially crucial, as NHSX's competitive edge lies not just in the technology of AI, but in the creative application of knowledge by its employees. Agile working should then be embedded in NHSX's operating model. Small, interdisciplinary teams can be assembled around a well-defined healthcare technology issue to apply quick development cycles, iterative feedback, and learning. This structure should be complemented by employee autonomy, however; otherwise, agility without decision-making power simply results in faster procedures, but not empowerment. This is consistent with the evidence that associates employee engagement and organisational capabilities with innovation in the case of HPWS (Bhattacharjee and Sarkar, 2023). 
Hybrid working should also be maintained and reconfigured. The case suggests that the current hybrid arrangements have undermined collaboration and knowledge sharing. However, it is important to note that hybrid working isn't necessarily a bad thing. Bloom, Han and Liang (2024) reported that hybrid working arrangements have had a positive impact on retention without negatively affecting performance, while Gibbs, Mengel and Siemroth (2024) found that poorly coordinated hybrid working arrangements can negatively impact innovation.
[image: 12 Factors To Consider When Managing A Hybrid Workforce]
Figure 2: Benefits of Hybrid working. Source: (Berger, 2024)
 Hence, NHSX needs to move towards purpose-based hybrid working, where employees work remotely when they need to concentrate or work on individual tasks, and where they come into the office on set days for them to experiment, mentor, and share knowledge. Online platforms for collaboration should offer collaborative spaces, knowledge repositories, online workshops, and leave comments for the entire UK, India and UAE. 
However, technology should facilitate, not supplant interaction. Overall, NHSX needs an integrated approach that integrates HPWS, employee engagement, agile teams, meaningful hybrid working and digital collaboration whilst embedding autonomy and wellbeing, as a countermeasure to work intensification. This is better than just giving people freedom to act as they please and letting innovation happen, as innovation needs both freedom and coordination.
[bookmark: _Toc242378962]Recommendations-An integrated model for innovative working for NHSX
Cross-functional agile teams
Firstly, NHSX should create long-term cross-functional agile teams to deliver the strategic innovation priorities instead of upholding the walls of traditional functional organisation. An ideal team could comprise software or AI engineers, clinicians, product owners, as well as support functions. Such teams should be given the outcomes and left free to choose 'the how', thereby cutting the red tape for approval and transfer of technical and clinical knowledge.
This advice is mainly pertinent as NHSX's issue is not the absence of specialist knowledge but seems to be that current structures inhibit it from being available. Cross-functional working would turn individual knowledge into organised capability. Small development cycles with frequent team reviews and immediate feedback would also ease experimentation. It is also crucial that agile working does not result in an always-on approach, with workload constraints and pragmatic sprint planning required to ensure agility does not become a new form of work intensification.
Purpose-based hybrid and flexible working
NHSX should redesign hybrid working based on the purpose of work rather than specifying a set number of office days. Where does this leave us? Work that needs independent thinking or deep concentration can be undertaken remotely. Face-to-face activities such as creativity coaching, troubleshooting, knowledge sharing, and problem-solving must be our focus for synchronous working. This solves the problem hybrid working created in the first place, that is, reduced international collaboration.
Alternatively, a geographically distributed organisation could also introduce virtual innovation days as an addition to physical collaboration days, with teams in the UK, India, and the UAE. Teams would need shared digital work spaces for capturing decisions and project knowledge to work asynchronously across the world, which is preferable to forcing people to travel to an office; in other words, it solves the coordination problem without constraining flexibility.
Employee autonomy with accountable decision rights
Formalise employee autonomy through decision rights. While employees need autonomy, they need to have it within a structure of decision rights. This means defining for each team member which decisions they can make alone, which need to be approved by everyone else in the team, and which must be approved by senior management.
The plan must also include access to employee voice, including monthly innovation forums and formal feedback processes. Those employees who deal with technology and customer issues on a daily basis are most likely to be aware of ways to improve processes, and such insights will improve the quality and speed of responses.
Digital collaboration and knowledge-sharing infrastructure
NHSX should establish a shared digital collaboration architecture of project dashboards, searchable knowledge bases, virtual communities of practice and shared spaces for innovation. Technology should not replace the need for human interaction but should enable it; so managers must be responsible for the transfer of knowledge from one project to another.
[bookmark: _Toc242378963]Task B: Breeding an Environment Where Talent May Grow
Unfortunately, NHSX's departure of top talent is a sign that talent isn't enough when employees can't see an opportunity to learn, grow, and make a difference. The sustainable talent strategy should, therefore, go beyond simply succession planning and become a continuous talent-growth ecosystem. This is about a mix of the Learning Organisation, Growth Mindset, Psychological Safety, Talent Management, Job Crafting and Self-Determination Theory, not just one of them. Senge's (2006) Learning Organisation is particularly relevant as NHSX is a technological organisation in a world of change where knowledge can become outdated rapidly. 
Learning should thus be incorporated into daily activities, in the form of peer learning, communities of practice, cross-functional projects and structured reflections. Previous studies also suggest that the culture of organisational learning can support the acquisition and dissemination of knowledge and interpretation to facilitate innovation (Kurniawan et al., 2022). 
The ability to question algorithms, management assumptions, and correct errors without facing undue responsibility is crucial for NHSX (Edmondson and Bransby, 2023). This is especially important in healthcare technology where the lack of sound judgment can lead to risks for both the organisation and the patient. Talent management needs to link up with retention. Instead of creating a smaller group of “high potentials”, NHSX could create transparent career paths, mentoring, internal mobility and skills development that are available throughout its international workforce. Job crafting can complement this by enabling workers to make changes to their job, their relationships and their approaches, to make work fit to their strengths (Zhang et al., 2022). 
There are indications that job crafting can boost fit and engagement and, in return, drive innovative and extra-role behaviour (Gagné et al., 2022). 
Nevertheless, while HR systems powered by AI could personalise learning and pinpoint where capabilities are developing and need to be addressed, it is important that managerial judgment is at the heart of decision-making. Whilst Malik et al. (2023) showcase the possibility of AI-powered HR systems to improve employee experience and engagement, NHSX needs to be aware that technology monitoring, by itself, can lead to a lack of trust. Therefore, the top talent strategy isn't just “more training” but a holistic ecosystem where employees can learn, experiment, belong, have autonomy, and envision a future at NHSX.
Talent Growth strategy 
The primary use of a talent growth strategy would be to develop an integrated response by NHSX to the twin problems of limited career pathways, limited opportunities for learning, and sustaining employee wellbeing while performing at a high level. The strategy should be based on a continuum between building competence and sustaining performance and retention, rather than a set of separate HR initiatives, because many organisations are discovering that the presence of high performers alone, in the sense of them having access to meaningful short-term training, is not enough to retain them.
	NHSX challenge
	Talent growth intervention
	How it should operate
	Expected outcome

	Limited career progression
	Transparent career pathways
	Establish technical, specialist and managerial progression routes with clear competencies and development requirements.
	Greater career visibility and retention

	Inadequate learning opportunities
	Continuous learning and internal mobility
	Individual development plans, mentoring, peer learning and cross-functional assignments
	Stronger capability and knowledge sharing

	Loss of high-performing employees
	Strategic talent management
	Regular talent reviews, career conversations and internal mobility opportunities
	Improved retention and succession

	Limited creativity and experimentation
	Job crafting and innovation opportunities
	Allow employees to shape aspects of their work and participate in structured innovation projects.
	Greater ownership and innovation

	Wellbeing versus high performance
	Employee experience
	Regular workload reviews, managerial support, development conversations, and purposeful flexibility
	More sustainable high performance



The initial focus must be on creating more transparent and credible career options. Clear paths for progression should be defined for technical, specialist, and management pathways within NHSX so that staff do not feel they have to move into management to progress their career. Continuous career conversations will make clear what is needed to progress, gaps in capability and the kind of development that will close that gap, building more certainty into career progression and keeping specialist skills within NHSX.
Alongside career development, the NHSX team needs to find ways of integrating learning into the daily work of its employees, instead of on-the-job formal training. Personal development plans, coaching, learning through colleagues, and job rotations can offer the opportunity to link learning to organisational priorities. Internal mobility would enable the UK, India, and UAE teams to share good practice and develop a more holistic understanding of the business.
Following on from this, strategic talent management then needs to link performance to development and retention. Rather than focusing solely on a select few of high-potential employees, NHSX should leverage regular talent reviews to pinpoint vital capabilities and offer relevant development opportunities. High-performing employees should be taken through value-adding career conversations and mentoring and introduced to high-impact projects. This is more appropriate than incentivising employees through pay or performance schemes, since the issue observed in the case is that employees are departing due to a lack of potential opportunities to develop.
The team model, which emphasises collaboration on daily tasks, minimises this problem. Job crafting also might introduce some flexibility within the formal structure and allow team members more freedom to design some elements of their roles around what they are good at and how they can best contribute to patient care. 
[bookmark: _Toc242378964]Task C: Reflective Report
AI as a Strategic Tool in Human Resource Management
Artificial Intelligence becomes more applicable to strategic HRM, as it enables the analysis of extensive information about the workforce and improves evidence-informed decisions. AI could also be used in recruitment, workforce planning, learning and development, employee analytics, and talent identification, where it would be able to recognise patterns that managers may not notice otherwise (Gao and Wang, 2024). Though I do believe that AI needs to act as a decision support system, as decisions about people involve context, fairness, empathy, and ethical questions, which cannot be programmed into algorithms.
My main HR takeaway is that effectiveness does not necessarily imply precision. The recommendations of AI can be based on inaccurate data, organisational prejudices, and invalid presumptions. A modern HR practitioner should therefore challenge the underpinning of an AI recommendation, think of possible effects on employees, and make the final decision themselves. Human intervention is in particular crucial in the areas of recruitment, performance management and employee relations, where a seemingly unbiased algorithm may even so produce negative effects for certain groups.
Three Examples of AI Use and Capability Development
The first method was to use AI in the research of academic and professional content. AI allowed me to mine for themes, organise content, and contrast different points of view more effectively. As a result, my reasoning ability was improved since I used AI to provide initial ideas of where to start, but assessed and used this information myself. I was aware that this reliance on 'unverified' AI information could hinder independent critical analysis.
Secondly, I incorporated AI to assist with writing and communicating. AI assisted me in structuring large ideas, demonstrating conciseness and flagging structural flaws. This enabled me to form tight professional communication that was understandable and succinct. Still, I avoided overusing AI for fear of losing the ability to argue my ideas individually and practically, and I used AI as an editing/brainstorming device.
Third, I used AI as a mode of problem-solving and decision-support. I asked AI to outline different ways I might approach the problem, and this challenged me to think about different options that I might not have otherwise initially thought of. This helped me become more attuned to working comparatively between options and more structured. It also, to my surprise, demonstrated that AI might be able to generate reasonable but inappropriate suggestions in the absence of sufficient context.
Personal Capability Development Plan
My future capability development will centre on becoming an HR practitioner who can successfully combine digital skills with excellent human judgement (Giray, 2024). I will build up my knowledge of AI, in particular on responsible AI, algorithmic bias, data protection and AI governance. I will also develop my analytical skills by using increased workforce data and evidence-based HR practices. And apart from the technical aspect, I will also further develop my communication, coaching, and conflict management skills, as these are core human aspects of HR.
My ultimate goal is that means not just to be skilled in the use of AI, but to be able to decide when AI should be used, when AI outputs should be questioned, and when human judgement should override the use of AI. This balanced approach will ensure that I can make sound decisions and will make me more employable in future technologically-enabled HR workplaces.
[bookmark: _Toc242378965]Conclusion
NHSX wants a holistic human capital strategy that enables innovation, collaboration, and employee wellbeing. Enabling intentional and flexible hybrid working can boost organisational agility and knowledge sharing, whilst an explicit talent management process can help foster learning and career mobility. What enables performance that endures is the right mix of freedom and responsibility, underpinned by an environment that allows people to learn, contribute, and innovate.
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