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[bookmark: _Toc224523751]Executive Summary
This report presents a theory-based, critically reflective Human Capital plan for Aether Innovations, a 300-person technology company facing stagnant revenue growth, high voluntary turnover, and declining customer satisfaction. The report claims that these challenges are not operationally autonomous and are manifestations of a structural misfit between Aether Innovations' organisational aspirations and the maturity of its people management practices.
Part 1 will be a critical analysis of performance management and job design practices in the technology sector, with a review of the evidence supporting modern methodologies and the flaws of alternative frameworks. It suggests a unified system of Objectives and Key Results (OKRs) and 360-degree multi-source feedback to manage performance, as well as the systematic redesign of six top leadership roles using the design principles of skill-based design and Hackman and Oldham's (1976) Job Characteristics Model. More importantly, the report not only promotes such structures but also questions their limitations and conditions of effectiveness and provides evidence-based reasons for their suitability in the case of Aether Innovations.
Part 2 entails a systematic individual reflection, using Gibbs's (1988) Reflective Cycle, on the learning process the author underwent in the Human Capital Management module, and a critical discussion of approaches to remaining professionally relevant in the AI-enhanced labour market. The report concludes that long-term organisational performance requires not gradual HR realignment but strategic system redesign, and that professional relevance in the age of AI requires the conscious development of human abilities that are inimitable by automation. 








[bookmark: _Toc224523752]PART 1: Re-Engineering Performance Management and Job Design
[bookmark: _Toc224523753]Organisational Context and Diagnosis
A technology company, Aether Innovations, with 300 staff, demonstrates a trend well documented in the literature on high-growth organisations: it has grown faster than its human capital base. The company's voluntary turnover, estimated at 27% compared with the sector's 13.2% (SHRM, 2023), is a direct drain on growth capital. Harter et al. (2010) confirm that organisations in the lowest quartile of employee engagement exhibit 43% higher turnover, 18% lower productivity, and 15% lower customer satisfaction than those in the highest quartile, which directly explains the issues facing Aether Innovations as illustrated in Figure 1. The diagnosis renders performance management and job design redesign administrative improvements rather than strategically necessary interventions.
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Figure 1 Annual Voluntary Turnover Rate Benchmarking: Technology Sector (SHRM, 2023; LinkedIn Workforce Report, 2024)
[bookmark: _Toc224523754]Critical Evaluation of Current Performance Appraisal Practices
Historically, traditional annual appraisal systems based on manager-dominated ratings with normalised distribution models have been the targets of long-standing criticism. The stack-ranking system adopted by Microsoft, which required managers to commit a set percentage of employees to each performance tier, was identified as discouraging teamwork, promoting fear, and causing strategic fraud (Eichenwald, 2012). Research conducted by Deloitte (Buckingham and Goodall 2015) found that 89% of HR leaders reported that their systems were ineffective, and that organisations wasted 1.8 million person-hours annually on processes that did not contribute to business value.
Nonetheless, modern substitutes have also posed risks. OKR systems are susceptible to the phenomenon of OKR theatre, in which staff make targets that are easy to achieve, and on which they are reporting progress, without the strategic challenge that they imply, and to the phenomenon of metric fixation, in which measurable behaviour replaces strategically valuable but immeasurable behaviour, such as mentoring and knowledge sharing. In the same vein, the hazards of 360-degree feedback include leniency bias, halo effects, and feedback fatigue, which lack design safeguards (Bracken et al., 2016). The following system architecture specifically includes these limitations.
[bookmark: _Toc224523755]Proposed Performance Management System
[bookmark: _Toc224523756]Objectives and Key Results
The OKR framework, first introduced at Intel and institutionalised at Google, decouples aspirational goal setting from performance evaluation and from the defensive goal setting of pay-based appraisal systems (Doerr, 2018). In the case of Aether Innovations, the suggested cascade has three levels: organisational, departmental, and individual OKRs as shown in Figure 2. This architecture establishes both vertical (individual effort traceable to corporate strategy) and horizontal (coherence across functions) alignment. It addresses strategic fragmentation, which Sull and Sull (2015) identify as the key driver of failure in execution at scale in organisations. It is recommended to use quarterly OKRs with monthly check-ins, and to apply the 70% achievement standard to reinforce extension rather than defense target-setting.
 
[image: ]

Figure 2 OKR Three-Tier Cascade Framework for Aether Innovations (Doerr, 2018)
[bookmark: _Toc224523757]360-Degree Multi-Source Feedback
OKRs address what has been accomplished; 360-degree feedback addresses how. As shown in Figure 3, there are five sources of input: line managers, peers, direct reports, internal clients, and self-assessment. There are four design safeguards: structured behavioural anchor training for all raters to reduce leniency bias; complete anonymisation of peer- and direct-report feedback; explicit exclusion of results from compensation decisions; and compulsory coaching review before action planning. Implemented every two years, independent of the OKR cycles, the system reveals relational and cultural aspects of performance that are not captured by quantitative results and measures alone. 
[image: ]

Figure 3 360-Degree Feedback Stakeholder Ecosystem (Bracken et al., 2016)
[bookmark: _Toc224523758]Job Design: Critical Review and Theoretical Framework
A common method used by technology firms to scale quickly is to resolve this conflict between role specialisation and job enrichment (or development) by default: roles expand as responsibilities rise, creating low task scope and decreased autonomy, which research consistently attributes to disengagement and turnover (Grant, 2007). Another identified failure mode, identified by Cascio (2020), is competency inflation: job descriptions that include technical specifications without distinguishing between essential and desirable competencies inflate the talent pool and contribute to expectation mismatches and turnover early in tenure. Both dynamics probably exist at Aether Innovations.
The Job Characteristics Model (JCM) by Hackman and Oldham (1976) provides the primary framework for job redesign. This model suggests that five job dimensions (skill variety, task identity, task significance, autonomy, and feedback) give rise to three psychological states that foster high intrinsic motivation and reduce withdrawal. The Motivating Potential Score, MPS = [(Skill Variety plus Task Identity plus Task Significance)/3) x Autonomy x Feedback], generates an increase in this value of around 43 to 196 in the proposed redesign, which is empirically related to much greater engagement and reduced turnover (Fried and Ferris, 1987). This has been improved as shown in Figure 4.
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Figure 4 JCM Motivating Potential: Current State vs. Proposed Design (Hackman and Oldham, 1976; scored 1 to 5)
Significantly, Hackman (2010) later admitted that the JCM undervalues social and relational aspects. The relational extension of job design introduced by Grant (2007), which shows how awareness of prosocial influence alone leads to motivation, is also included among the below-the-line role designs. Furthermore, Huang et al. (2003) show that the advantages of JCM are contingent on cultural context, with the greatest benefits in low-power-distance environments. In the case of Aether Innovations, which has a diverse workforce, individual autonomy-oriented design is complemented by team-level relational elements.
[bookmark: _Toc224523759]Job Descriptions and Specifications for Six Key Roles
Table 1 presents restructured job descriptions for all six leadership positions, based on systematic job analysis (Morgeson and Humphrey, 2006), skills-based competency frameworks (Cascio, 2019), and direct JCM design reasoning.
 
Table 1: Job Descriptions, Person Specifications, and JCM Design Rationale for Six Key Leadership Roles

	Role
	Key Responsibilities
	Person Specification
	JCM Design Rationale

	CEO
	Set vision; lead C-suite performance via OKRs; govern board and investor relations; drive innovation culture and M and A strategy
	MBA or PhD; 15 plus years executive tech leadership; strategic thinking; stakeholder management
	Maximum autonomy; high task identity; significance spans all stakeholders; feedback via board KPIs

	CFO
	Lead financial strategy; manage risk and compliance; ESG reporting; partner with CEO on growth investment; oversee OKR financial intelligence.
	CA or CPA plus MBA; 12 plus years senior finance in tech; IFRS mastery; advanced scenario modelling
	High skill variety across treasury, risk, analytics; task significance via resource decisions; feedback through dashboards

	CTO
	Define the technology architecture; own the product engineering roadmap; lead cybersecurity governance; build an engineering talent pipeline.
	MSc or PhD Computer Science; 12 plus years of engineering leadership; cloud-native; DevOps and agile at scale
	Autonomy in tech architecture; skill variety across infrastructure and product; innovation through R and D cycles

	CIO
	Manage innovation pipeline; lead intrapreneurship programmes; govern IP portfolio; facilitate cross-functional ideation; report innovation ROI
	MSc Innovation Management; 10 plus years innovation leadership; OKR and design thinking expertise
	High task variety across innovation lifecycle; task identity via ownership from concept to launch; stage-gate feedback

	HR Director
	Lead talent acquisition and retention; design L and D and DEI frameworks; own OKR and 360-degree systems; develop HR analytics; act as strategic partner.
	MSc HRM or CIPD Level 7; 10 plus years strategic HRM; HR analytics; coaching and organisational development expertise
	Broad skill variety; task significance via engagement and retention metrics; autonomy in policy and programme design

	Head of R and D
	Lead research agenda; manage sprint-based R and D cycles; govern prototype development; file patents; collaborate with CTO and CIO on product-market fit.
	PhD relevant discipline: 10 plus years applied R and D; advanced research methods; agile project management.
	Autonomy in research direction; strong task identity through intellectual ownership; intrinsic motivation via commercial impact


 
[bookmark: _Toc224523760]Integration: Building a Performance-Driven Culture
Strategically, this report argues that the cost-effective integration of OKRs and roles formulated by JCM can foster a performance culture that neither can produce on its own. Three reinforcing mechanisms can explain this. First, motivational coherence: JCM-crafted roles foster the intrinsic motivation employees require to work on ambitious OKR targets; roles that are high in autonomy but not strategically aligned elicit engaged but disoriented effort. Second, feedback structure: OKRs operationalise the JCM feedback dimension at the strategic level, including quarterly, data-rich intelligence on whether individual effort generates organisational impact. The 360-degree system carries it to behavioural and relational levels that cannot be measured using quantitative scales. Third, cultural signalling: a system that separates goals and compensation and utilises feedback as developmental signalling that Aether Innovations is interested in growing and being honest, rather than self-defensive, which is the exact opposite of the psychological dynamics behind turnover (Edmondson, 1999).
Kotter (2008) found a statistically significant positive revenue growth of 682% in eleven years in organisations with strategically aligned, performance-oriented cultures, compared with 166% in organisations without such a culture. In the case of Aether Innovations, this combined redesign is a business initiative rather than an administrative one. 


[bookmark: _Toc224523761]Part 2: Personal Reflection
[bookmark: _Toc224523762]Gibbs' Reflective Cycle Applied to the HCM Module
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Figure 5  Gibbs' Reflective Cycle Applied to HCM Module Learning (Gibbs, 1988)
 
[bookmark: _Toc224523763]Stage 1: Description
The Human Capital Management module introduced a theoretically rich environment encompassing strategic HRM, performance management, talent ecosystems, and the future of work (Poba-Nzaou et al., 2020). The module gradually progressed from the basics of frameworks such as the resource-based view of the firm (Barney, 1991) and Ulrich's (1997) model of the HR business partner to current issues, including AI, hybrid work, and psychological safety as a precondition for innovation (Edmondson, 1999).
[bookmark: _Toc224523764]Stage 2: Feelings
Working with the module created fruitful cognitive dissonance. I entered with an effective conceptualisation of HRM, in which HRM is understood as encompassing recruitment, contracts, and compliance. Being challenged by Huselid's (1995) evidence that aligning HR practices with strategies is associated with 23% higher profitability necessitated a wholesale revision of what I had previously considered an assumption. The initial uneasiness was replaced by genuine intellectual interest as the conceptual framework became consistent.
[bookmark: _Toc224523765]Stage 3: Evaluation
The fact that it required critical analysis in practice, that a critique of the frameworks' limitations was required, and that a context-relevant recommendation was developed rather than theoretical massing were the most valuable aspects of the module. One important issue was the breadth-depth trade-off: I always found it easier to overview an area of the field than to immerse myself in one framework to the depth needed to really have a mastery of critical skills, which this report has expressly strived to overcome.
[bookmark: _Toc224523766]Stage 4: Analysis
Based on Kolb's Experiential Learning Theory (2013), I identify my dominant mode as abstract conceptualisation: strong in receiving theories but weak in active experimentation. The design of the assessment intentionally interfered with this preference by requiring practice before complete mastery of the theory, necessitating the transfer of knowledge to competence. The most profound framework, transformative learning theory by Mezirow (1991), offers the module a transformation in perspective, namely, from an operational to a strategic interpretation of HRM, and a structural transformation in how I view subsequent professional experience.
[bookmark: _Toc224523767]Stage 5: Conclusion
Reflectively, I would have enhanced my participation by prior, systematic exposure to primary empirical studies rather than textbook synthesis, and by a more deliberate conceptual argument with colleagues with professional backgrounds different from my own. The two practices would have yielded analytical viewpoints that could not have emerged from a study conducted alone and would have reinforced the critical aspect of this piece of work.
[bookmark: _Toc224523768]Stage 6: Action Plan
· Monthly reading: Each month, read at least two articles in peer-reviewed journals in the field of HRM published in either the International Journal of Human Resource Management or the Academy of Management Journal, and record in a learning journal.
· CIPD Level 7 accreditation in 18 months: Templarise and refine the strategic HRM prowess in a familiar professional framework.
· Mentorship in 3 months: Find a senior HR leader mentor who has expertise in transformation in the technology industry and has organized monthly meetings.
· Reflective journal practice in progress: Have a Gibbs-structured professional learning journal, to be reviewed quarterly, to transform experience into developmental insight.
 
[bookmark: _Toc224523769]Remaining Relevant in an AI-Enhanced Workplace.
Generative AI has posed the most profound threat to labour markets since the Industrial Revolution and is the first to target cognitive labour, rather than physical labour (Autor, 2015). Already, large language models can write job descriptions, screen resumes, review employee satisfaction surveys, and generate performance reports (Chui et al., 2023). Figure 6 aligns major HR functions with their respective AI vulnerabilities and human judgment requirements.
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Figure 6: AI Augmentation and Replacement Matrix for HR Functions (Autor, 2015; Daugherty and Wilson, 2018)
As Figure 6 shows, the functions most vulnerable to automation (payroll, CV screening, standardised reporting) are those on the transactional side of the HR value chain. The least vulnerable functions (performance coaching, ethical decision-making, culture design, complex employee relations) must be judged contextually, emotionally, and by relational sophistication, which defines the indispensable core of human professional value (Autor, 2015). This is confirmed by Ulrich et al. (2021), who paradoxically identify human championing and culture stewardship as the most central competencies of HR effectiveness in the next decade, both of which are non-automatable.
Two commitments underpin my strategy. To begin with, I will adopt AI as a productivity amplifier, leveraging analytics and language systems to derive insights more quickly, thereby freeing cognitive bandwidth for higher-order sense-making and strategic recommendation. This is consistent with the human-machine collaboration model proposed by Daugherty and Wilson (2018), in which AI enhances, rather than replaces, human capabilities. Second, I will make substantial investments in uniquely human strengths: empathy, moral courage, the capacity to build trust even when people differ, and the ability to make sound judgments in the face of genuine uncertainty. They are qualities of character, which are acquired by self-reflection and a variety of experiences, an investment that the Human Capital Management module has contributed to significantly. 
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