1. Introduction

Aether Innovations is a rapidly growing technology organisation employing
approximately 300 staff. Despite its early success, the company is currently
experiencing flat growth, high employee turnover, and declining customer
satisfaction. These indicators suggest a misalignment between organisational
strategy and human capital practices. In knowledge-intensive environments such as
technology firms, people systems directly influence innovation, engagement, and
business performance. When performance management is fragmented and job roles
are poorly designed, employees become disengaged, creativity declines, and

customer outcomes deteriorate.

This report proposes an integrated human capital strategy for Aether Innovations,
focusing on redesigning performance management and job design to rebuild
innovation and organisational effectiveness. Part 1 examines contemporary practices
in technology firms and introduces a modern performance appraisal framework
combining Objectives and Key Results (OKRs) with 360-degree feedback. It also
develops enriched job descriptions and specifications for six key leadership roles
using the Job Characteristics Model and skills-based design principles. Part 2
presents a personal reflection using Gibbs’ Reflective Cycle and discusses strategies

for remaining relevant in an increasingly Al-driven workplace.
2. Part 1: Re-Engineering Performance and Job Design

2.1 Current Practices in Performance Appraisal and Job Design in Technology

Firms

Traditional performance appraisal systems, characterised by annual reviews and
manager-led ratings, are increasingly criticised for being retrospective, bureaucratic,
and demotivating (Pulakos et al., 2019). In fast-moving technology environments,
such approaches fail to capture real-time contribution and often discourage
experimentation. Employees receive feedback too late to influence performance,

while rating systems can promote risk avoidance and internal competition.



In response, many technology firms have shifted towards continuous performance
management models. These emphasise frequent feedback, agile goal setting, and
developmental conversations rather than static annual evaluations. OKRs,
popularised in leading technology organisations, provide a flexible framework for
aligning individual effort with organisational strategy through ambitious objectives
and measurable outcomes (Doerr, 2018). At the same time, multi-source feedback
systems such as 360-degree feedback are increasingly used to assess behavioural
competencies, collaboration, and leadership effectiveness (London and Smither,
1995).

In technology firms characterised by rapid innovation cycles and hybrid work
structures, traditional appraisal systems are particularly misaligned with operational
realities. Annual reviews assume stable performance criteria, whereas digital
environments demand agility and rapid recalibration of goals. Research suggests
that ratings-based systems can suppress risk-taking and undermine psychological
safety, which is essential for innovation (Edmondson, 2018). However, modern
systems such as OKRs are not without limitations. Without managerial capability in
coaching and prioritisation, OKRs can generate goal overload and strategic
fragmentation. Therefore, performance reform must combine structural redesign with

leadership development rather than relying solely on new tools.

Job design has also evolved significantly. Historically, many roles were narrowly
defined around tasks and functional silos. Such designs limit autonomy and skill
utilisation, contributing to disengagement and turnover. Contemporary organisations
increasingly adopt enriched and skills-based job designs, enabling employees to
apply diverse capabilities, collaborate across boundaries, and take ownership of
outcomes (Grant and Parker, 2009). Hackman and Oldham’s Job Characteristics
Model highlights five core dimensions—skill variety, task identity, task significance,
autonomy, and feedback—that influence motivation and performance (Hackman and
Oldham, 1976).

For Aether Innovations, symptoms such as high turnover and declining customer
satisfaction strongly indicate shortcomings in both performance management and job
design. An integrated redesign is therefore required.



In addition, many technology organisations struggle with inconsistent implementation
of agile performance systems. While frameworks such as continuous feedback and
OKRs are widely promoted, they often fail due to lack of managerial capability and
cultural readiness. Managers accustomed to command-and-control approaches may
resist coaching-oriented leadership, resulting in superficial adoption of new practices.
Furthermore, employees may experience “change fatigue” when performance

frameworks are introduced without adequate communication or training.

Research also highlights that performance management reforms frequently overlook
job design. Even progressive appraisal systems cannot compensate for poorly
structured roles that limit autonomy and creativity. When employees lack ownership
of outcomes or opportunities to apply diverse skills, motivation declines regardless of
goal-setting quality. This reinforces the importance of integrating performance
management with enriched job design rather than treating them as separate HR

interventions.

Moreover, hybrid and remote working arrangements in technology firms have
intensified the need for clarity in roles and expectations. Without well-defined
objectives and feedback mechanisms, distributed teams face coordination
challenges and reduced engagement. Therefore, organisations like Aether
Innovations must ensure that performance systems provide structure while job
designs provide flexibility, enabling employees to perform effectively in increasingly

digital environments.

2.2 Proposed Performance Management System: OKRs Integrated with 360-
Degree Feedback

Objectives and Key Results (OKRs)

This report proposes OKRs as Aether Innovations’ primary performance framework.
Objectives define ambitious, qualitative goals aligned with organisational strategy,

while Key Results provide measurable indicators of progress. OKRs would operate



at three levels: organisational, departmental, and individual, ensuring alignment

across the business.

Objectives should be set quarterly and reviewed through bi-weekly check-ins rather
than annual appraisals. This cadence enables rapid adjustment to changing priorities
and market conditions. Importantly, OKRs are not directly tied to pay, reducing fear

of failure and encouraging innovation (Doerr, 2018).
Key benefits of OKRs include:

e Clear alignment between individual contribution and strategic priorities
e Increased transparency across teams

« Promotion of stretch goals and learning-oriented performance

o Faster decision-making and adaptability

Managers act as coaches, supporting employees in removing barriers and refining

goals, rather than serving primarily as evaluators.
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Figure 1: Objectives and Key Results (OKR) Framework. Source: Adapted from
Doerr (2018).



It illustrates the cascading alignment from corporate strategy to individual

contribution.
360-Degree Feedback

To complement OKRs, Aether Innovations should implement 360-degree feedback
as a developmental tool. Feedback would be collected from line managers, peers,
direct reports (for leaders), and internal stakeholders. Core dimensions should
include collaboration, leadership behaviour, communication, innovation mindset, and

customer orientation.

Leadership teams would participate in 360 feedback twice annually, while other
employees would do so once per year. Results are used solely for development,
supported by facilitated feedback sessions and Personal Development Plans
(PDPs). Separating 360 feedback from compensation decisions encourages honesty
and psychological safety (London and Smither, 1995).

The integration of OKRs and 360 feedback ensures that both outcomes (“‘what” is
achieved) and behaviours (“how” work is done) are addressed. This dual focus is
essential for building a sustainable performance culture.
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Figure 2: 360-Degree Feedback Model. Source: Adapted from London and Smither
(1995).

Implementation Roadmap for OKRs and 360-Degree Feedback

To ensure successful adoption, Aether Innovations should implement the new
performance framework in three phases. Phase one focuses on preparation and
alignment, including leadership workshops, communication campaigns, and training
managers in coaching skills. During this stage, organisational-level OKRs are
defined to clarify strategic priorities.

Phase two involves pilot implementation within selected departments. Teams
experiment with quarterly OKRs and participate in initial 360-degree feedback
cycles. Feedback from this pilot phase is used to refine processes, address
resistance, and improve digital tools supporting goal tracking and feedback
collection.

Phase three represents full organisational rollout. All employees adopt OKRs, and
360-degree feedback becomes embedded into annual development planning.
Governance structures, led by the HR Director, ensure consistency, quality

assurance, and continuous improvement.

Potential risks include goal overload, inconsistent feedback quality, and resistance
from managers unfamiliar with developmental leadership. These risks can be
mitigated through clear prioritisation of objectives, feedback training, and ongoing
executive sponsorship. By treating implementation as a change management
initiative rather than a technical rollout, Aether Innovations increases the likelihood of

sustained cultural transformation.

2.3 Job Analysis, Descriptions and Specifications for Key Leadership Roles

Job design at Aether Innovations is informed by the Job Characteristics Model and
skills-based principles, ensuring autonomy, meaningfulness, and continuous

learning.

Job Analysis Methodology



Job analysis was conducted using a competency-based and strategic alignment
approach. Rather than focusing solely on task inventories, this analysis examined
the capabilities required to deliver innovation, growth, and cultural transformation.
Data sources included organisational strategy review, leadership competency
mapping, and role benchmarking against high-performing technology firms
(Armstrong, 2020).

The analysis incorporated three components: (1) task analysis to identify core
accountabilities; (2) competency profiling to define behavioural and technical
capabilities; and (3) contextual analysis to ensure roles support hybrid collaboration
and digital agility. This approach ensures that leadership positions are not merely

administrative functions but strategic drivers of organisational performance.
Chief Executive Officer (CEO)

Role Purpose: Provide strategic leadership, shape organisational culture, and drive
sustainable growth.

Key Responsibilities:

o Define and communicate organisational vision and strategy

o Lead executive alignment around company-wide OKRs

e Champion innovation and customer excellence

« Build external partnerships and represent the organisation to investors and
stakeholders

Job Specification:

o Extensive leadership experience in technology environments
o Strong strategic thinking and systems perspective
« High emotional intelligence and change leadership capability

Design Features: High autonomy, broad skill utilisation, and direct feedback from

board, customers, and employees.

Chief Financial Officer (CFO)



Role Purpose: Ensure financial sustainability while enabling strategic investment in
growth.

Key Responsibilities:

« Financial planning, forecasting, and performance reporting
» Resource allocation aligned with strategic OKRs
» Risk management and compliance

« Investor relations and capital strategy

Job Specification:

e Advanced financial and analytical expertise
« Commercial acumen

» Strategic decision-making capability

Design Features: Cross-functional collaboration, ownership of value creation

metrics, and high task significance.

Chief Technology Officer (CTO)

Role Purpose: Lead technology strategy and ensure scalable, reliable platforms.
Key Responsibilities:

« Define technical architecture and engineering standards
« Align technology roadmap with business objectives
« Build high-performing engineering teams

Job Specification:

o Deep technical knowledge
o Agile leadership experience
» Strong problem-solving capability

Design Features: Product ownership, high autonomy, continuous feedback from

engineering teams and product stakeholders.



Chief Innovation Officer (CIO)

Role Purpose: Drive future growth through innovation and new product
development.

Key Responsibilities:

e Lead innovation sprints and experimentation initiatives
o Develop intrapreneurship programmes

» |dentify emerging technologies and market opportunities
Job Specification:

o Creative thinking and design capability
o Market sensing skills

» Experience leading cross-functional innovation

Design Features: High skill variety, authority to experiment, and direct customer
feedback loops.

HR Director
Role Purpose: Architect people strategy and cultivate a high-performance culture.
Key Responsibilities:

o Design and govern performance management systems
o Lead talent development and succession planning

« Drive engagement and culture initiatives
Job Specification:

o Strategic HR expertise
e Coaching and facilitation skills

« Data-driven mindset

Design Features: Organisation-wide influence, continuous feedback mechanisms,
and strong task significance.
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Head of Research and Development (R&D)
Role Purpose: Translate ideas into market-ready products.
Key Responsibilities:

e Lead research programmes and prototype development
e Manage cross-functional innovation teams

o Ensure rapid experimentation and learning
Job Specification:

o Technical depth and research leadership experience
» Collaboration capability

¢ Commercial awareness

Design Features: High skill variety, strong task identity, and meaningful customer

impact.

Across all six roles, the Job Characteristics Model is explicitly embedded. Skill
variety is reflected in cross-functional responsibilities, task identity in end-to-end
ownership of strategic initiatives, and task significance in direct impact on
organisational sustainability. Autonomy is structurally embedded through
decentralised decision rights, while continuous feedback is reinforced through OKRs
and 360-degree mechanisms. According to Hackman and Oldham (1976), these

dimensions enhance intrinsic motivation, performance quality, and retention.
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HACKMAN AND OLDHAM MODEL
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Figure 3: Job Characteristics Model (Hackman and Oldham, 1976). Source: Adapted
from Hackman and Oldham (1976).

2.4 Integrating Performance Management and Job Design to Create a

Performance-Driven Culture

Performance management and job design must operate as an integrated strategic
system rather than isolated HR practices. Goal Setting Theory explains how specific
and challenging objectives enhance performance through directed effort (Locke and
Latham, 2002). Control Theory highlights the importance of feedback loops in
correcting performance discrepancies, while Social Cognitive Theory emphasises
the role of self-efficacy in sustaining motivation (Bandura, 1986). By embedding
OKRs within autonomy-rich roles, Aether Innovations simultaneously enhances
clarity, responsibility, and behavioural accountability. This integrated architecture
positions human capital as a strategic asset consistent with the Resource-Based
View, where firm-specific capabilities become sources of sustained competitive
advantage (Barney, 1991).

This integrated human capital architecture transforms performance management
from a control mechanism into a strategic capability that drives sustained

organisational innovation and competitive advantage.
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Figure 4: Integrated Human Capital Performance Framework. Source: Author
adaptation based on Locke and Latham (2002), Bandura (1986), and Barney (1991).

3. Part 2: Reflective Practice and Future Readiness

3.1 Gibbs’ Reflective Cycle

DESCRIPTION ‘ ANALYSIS

What happened? . Whatelse could you make of the
situation?

GIBBS

REFLECTIVE
CYCLE

CONCLUSION

What else could you have
done?

FEELINGS

What were you feeling and
thinking?

EVALUATION ACTION PLAN
. What was good and bad about the { If it rose again, what would you
' situation? \ do?

Figure 5: Gibbs’ Reflective Cycle (1988). Source: Gibbs (1988).

Description

13



Throughout this module, | developed a deeper understanding of how human capital
practices shape organisational performance. Key topics included performance
management, job design, talent development, and strategic HR alignment.

Feelings

Initially, | perceived HR primarily as an administrative function. As the module
progressed, | began to recognise HR as a strategic driver of culture, innovation, and
business success. This shift significantly changed my perspective on leadership and

organisational effectiveness.

Evaluation

The most valuable learning came from integrating theory with practical application.
Concepts such as OKRs, 360-degree feedback, and the Job Characteristics Model
demonstrated how motivation and performance can be actively designed. Group
discussions and case studies helped translate abstract models into real

organisational contexts.

Analysis

A critical insight was that isolated HR interventions rarely succeed. Recruitment,
performance management, learning, and job design must function as an
interconnected system. | also realised that leadership behaviour is central to
sustaining culture. Even well-designed systems fail if leaders do not model feedback,

accountability, and continuous learning.

An additional learning outcome from this module was recognising the importance of
self-directed development. | realised that professional growth does not depend solely
on organisational training but requires personal ownership of learning. Engaging with
academic literature improved my ability to evaluate evidence rather than relying on
assumptions. | also became more aware of my communication style and the impact

it has on teamwork and leadership effectiveness.

Through reflective exercises, | identified areas for improvement, particularly in
confidence when presenting ideas and in providing constructive feedback. These
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insights highlighted the value of continuous reflection as a tool for personal and
professional development. By actively seeking feedback from peers and tutors, |
began to view criticism as an opportunity for learning rather than judgement.

Conclusion

This module strengthened my ability to critically evaluate HR practices and apply
evidence-based frameworks. | now appreciate the importance of reflective practice in
professional development and recognise the strategic role of human capital in driving

innovation.
Action Plan
Going forward, | plan to:

e Continuously update my HR knowledge through academic journals and
professional platforms

o Develop coaching and feedback skills to support others’ performance

o Apply reflective models regularly to assess my own learning

o Build capability in people analytics to inform decision-making

These actions will help me cultivate a growth mindset and contribute effectively to

organisational performance.
3.2 Staying Relevant in an Al-Driven Workplace

Artificial intelligence is increasingly automating routine tasks such as data analysis,
reporting, and administrative work. While Al enhances efficiency, it cannot replace
human judgement, empathy, ethical reasoning, and creative leadership. To remain
relevant, | intend to use Al as an assistant rather than a substitute.

Al can support my work through data processing, scenario modelling, and document
drafting. However, | will retain responsibility for strategic thinking, relationship
building, and decision-making. Future employability will depend on uniquely human
capabilities, including critical thinking, adaptability, communication, and emotional
intelligence (World Economic Forum, 2023).
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By combining these skills with Al tools, | can increase productivity while maintaining
professional value. Continuous learning and openness to technological change will
be essential in navigating evolving career landscapes. | also intend to pursue
continuous professional development through online certifications and industry
communities to stay updated on emerging HR technologies.

Rather than competing with Al, my goal is to complement it by focusing on strategic
insight and ethical decision-making. This balanced approach will allow me to remain
adaptable and valuable in evolving organisational contexts.

4. Conclusion

This report has demonstrated that Aether Innovations’ performance and engagement
challenges stem from fragmented performance management systems and
insufficiently enriched job design. Traditional appraisal approaches are inadequate in
fast-moving technology environments where agility, innovation, and continuous
learning are essential. The proposed integration of OKRs, 360-degree feedback, and
strategically designed leadership roles grounded in the Job Characteristics Model

provides a coherent and research-informed framework to address these limitations.

By aligning individual objectives with organisational strategy while embedding
autonomy, meaningful responsibility, and continuous feedback within leadership
roles, the organisation can enhance intrinsic motivation, accountability, and
innovation capability. This integrated human capital architecture transforms
performance management from a control mechanism into a strategic enabler of

organisational effectiveness and competitive advantage.

Ultimately, sustainable organisational performance depends not only on technology
and market positioning, but on the effective design and management of human
capital. By adopting the proposed integrated framework, Aether Innovations can
rebuild employee engagement, strengthen leadership capability, and create a
resilient performance-driven culture capable of sustaining long-term innovation and

growth.
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