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Option 3 treats Aether’s flat growth, high turnover, and falling customer satisfaction as a talent-ecosystem failure in a market where voluntary churn remains high (US average voluntary turnover ~13.0% in the 2024–2025 cycle) (Mercer, 2025) and quits remain a meaningful share of separations, sustaining job-switching pressure (BLS, 2026). Meanwhile, the tech talent market is changing: AI proficiency is in high demand in the hiring mix (Ravio, 2025) and hiring new graduates is declining, which puts the experienced and versatile talent at a disadvantage (SignalFire, 2025). 
[bookmark: _Toc222155847]Current Tech Talent Ecosystem 2024–2025
In 2024-2025, high-potential technologists will find themselves in a market where entry points have become smaller and senior, AI-proximate ability is the rarest commodity. SignalFire reports that new-graduate hiring is down about 50% versus pre-pandemic levels, which pushes competitors into the same mid-career pool and increases the risk that Aether loses ramp-up-ready engineers and customer success leaders to firms that promise faster growth (SignalFire, 2025). Microsoft and LinkedIn find 75% of global knowledge workers are already using generative AI at work, and many are bringing their own tools, which increases performance variance between teams with strong learning systems and those without and makes weak development infrastructure easy to spot through peer networks (Microsoft, 2024). PwC shows why this matters operationally: in AI-exposed occupations, skills demanded by employers are changing 66% faster, so firms that rely on static job families will chronically under-supply capability and over-rotate on external hiring (PwC, 2025).
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Figure 1: 75% of individuals using AI at work (Microsoft, 2024).
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Figure 2: Change is fastest in automatable jobs (PwC, 2025).
The World Economic Forum reports that 39% of workers’ core skills are expected to change by 2030, so Aether’s flat growth and falling customer satisfaction are consistent with a capability renewal rate that is slower than customer expectations (World Economic Forum, 2025).
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Figure 3: Evolution in the share of workers' core skills expected to change and to remain the same within the next five years, 2016-2025 (World Economic Forum, 2025).
The credibility of the internal opportunity market of the employers in this ecosystem is what distinguishes them. A comprehensive review of internal mobility research reveals that mobility influences retention through access to opportunities, career signalling, and knowledge transfer, particularly in contexts where firm-specific factors impact performance (Ray, 2024). Another integrative review states that mobility does not work when such pathways are opaque, when managers keep talent hidden, or when the selection process is biased, and in these cases, high performers leave instead of waiting to be recruited (Bidwell et al., 2025). In software organisations, the ecosystem also penalises environments that feel unsafe for learning: research on agile teams identifies leader and team antecedents that enable psychological safety, which matters to Aether because psychologically unsafe incident response and product debates slow learning and accelerate attrition (Alami et al., 2023). Lastly, coaching potential is now a competitive advantage: a 2023 meta-analysis concludes that coaching in the work environment has a positive impact on both individual and organisational performance, suggesting that companies that professionalise coaching reduce time-to-productivity and establish better retention relationships with high potentials (Cannon-Bowers et al., 2023).
[bookmark: _Toc222155848]Build vs buy talent model for Aether’s high-potential pipeline
Aether should run build vs buy as a capability-portfolio decision grounded in strategic HRM and the resource-based view: buy only where capability is rare and time-critical for customer outcomes, and build where firm-specific knowledge and scalable learning advantage create defensible value (Boxall and Purcell, 2022). As above, each quarter, roles are categorised on two scales, customer-risk-of-failure and time-to-credible-proficiency and differentiated investments are made. Over the next 180 days, Aether ought to purchase four roles that touch customers straight, such as a Staff+ SRE head to minimize the incident recurrence, a senior security engineer who has experience in cloud and AI threat modelling to safeguard trust, a principal product analytics leader to standardise usage-to-roadmap signal chain, and a customer success operations director to reduce incidences of workflow redundancy (Chowdhury, 2025). These are buying functions since external expertise can be immediately monetised due to better uptime, quicker root-cause recovery, and less customer escalations (Zormpas, 2022). In order to reduce the potential of assimilation, allocate an external recruit a pair of internal context buddies and require them to create a deliverable within 30 days that would convert tacit know-how into reusable playbooks.
In the 6-18-month horizon, by creating an integrated AMO bundle, Aether needs to determine high-potential bench development in which increase in development ability, advancement in progression motivation and internal marketplace opportunity to utilize skills. Empirical evidence that implements AMO logic to the results of talent demonstrates that bundled HR practices affect retention and performance through enhancing the perceptions of capabilities and opportunities but not through standalone initiatives (Shahzad et al., 2024). System 1 is a skills based internal talent marketplace that dedicates 1020% capacity to project gigs in the areas of reliability, onboarding, product instrumentation and AI workflow redesign, as per Deloitte evidence that skills-based operating models are proliferating and that real work-based allocation is necessary to be credible (Deloitte, 2022). System 2 identification is a high-potential system grounded on calibrated reviews of talent that triangulate (quality of delivery, impact on customers), learning agility (speed to new fields), and collaboration metrics (contribution in a team cross) and are placed on a personalized development track. In System 3, a development contract, resources and schedules are bound, and development becomes audit-able so as to reduce factors of growth as part of perceived unfulfilled commitment.
The throughput mechanism of build system is mentorship but that should be designed as production process. Aether will develop every high potential as triads of mentors (craft (technical depth and quality), product (customer context), and network (cross-team visibility)) with products (deliverables) (code review standards, escalation playbooks, a portfolio narrative) each month.  According to a quantitative review, mentoring has a positive effect on protéges well-being by acting as a job resource that decreases strain and facilitates persistence, a factor that is directly related to retention in the high-pressure tech setting (Mann et al., 2023). To accelerate AI adoption without creating a status threat, add reverse mentoring pairs where high potentials coach leaders on AI-enabled workflows, aligned with evidence connecting reverse mentoring to downstream employee outcomes via leader behaviours (Upadhyay et al., 2024).
The leadership directions should be clear, sufficiently quick to compete, and customer value-based. Publish 2 ladders with quarterly promotion vistas: a technical ladder (Senior, Staff, Principal) and a people ladder (Lead, Manager, Director), each having impact artifacts that are associated with customer results like reduction of incident recurrence, reduction of onboarding cycle-time, or recovery of renewal risk. Create ladders to fulfill the needs of autonomy, competence, and relatedness, since a recent workplace survey of self-determination theory associates the needs with engagement and reduced maladaptive outcomes that tend to lead to turnover (McAnally et al., 2024).
Lifelong learning is to be considered as a customer-facing capability. Introduce quarterly capability sprints with a $1500/employee/year learning wallet, and the rule that each funded program results in a reusable asset: a clinic, automation, experiment template or customer playbook. Prioritise five clusters that map to Aether’s business failures: reliability engineering, AI-assisted development and support, product analytics and experimentation, consultative customer success, and first-time manager excellence. It is proven that the organisational culture of learning enhances the results whenever the learning is intertwined with innovation and the employees are able to use skills fast; that is why sprints have to be associated with real work and customer metrics (Tripathi et al., 2024). Engagement effects should be reinforced through empowerment and reciprocity, because recent talent management evidence links empowerment to stronger engagement and commitment, supporting retention and performance (Menezes et al., 2025).
The governance closes the ecosystem. Establish a monthly Talent Ecosystem Council, led by COO and Head of People and review 3 dashboards: customer leading indicators (escalations, time-to-resolution, onboarding time), talent flow (internal moves, time-to-fill buy roles, regretted attrition), and capability proof (skill verification rates in the five clusters). Goal two-quarter: reduce regret attrition by 8 points, first-response speed by 30, and release stability by 20 percent by reducing repeat incidents. The use of buy-hires is recommended when the capability difference is of customer importance, and internal time-to-capability is unacceptable service risk, and build investments when capability is strategic and is scaleable internally. This is consistent with the contemporary strategic talent management principles that reside on the continued alignment between the business strategy, decisions to supply talent and the investments to develop the talent amidst volatility (Greene, 2020). Provided carried through, Aether competes on observable opportunity, expedited learning and plausible leadership futures, the ecosystem currencies that retain promising talent.
[bookmark: _Toc222155849]Conclusion
Aether remedies its turnover and customer downfall as a single system: supply of capabilities, leadership behaviour and customer outcomes. The suggested talent ecosystem stabilises the performance in a short time with focused buys in externally-relevant positions and provides a sustained edge through transforming internal potential into a viable capability through a skills marketplace, highly engineered mentorship, open dual career ladders, and learning sprints based on customer metrics. Through council government and targets, Aether will be able to revive participation, fast-track innovation delivery, and elevate customer satisfaction.
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[bookmark: _Toc222155851]Reflection using Kolb’s model: building my personal L&D baseline for innovation and growth mindset
My learning journey in Human Capital Management shifted from treating HR as policy execution to treating it as an operating system for organisational capability. This reflection is structured by applying Kolb’s reflective model. 
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Figure 4: Kolb's reflective model
Concrete experience: The most important moment was the process of outsourcing debate and the discussion regarding the line-manager HR delivery as I was already thinking that once the HR services are moved under the shared services the consistency is enhanced automatically. I was defensive in the debate, making the argument of efficiency in the favor of outsourcing and got lost after posing the question of how standardisation of services can dilute the contextual decision in the performance management and staff relation. The fact that friction turned into a live trial of hard versus soft HRM as a design slim versus a moral one, since the hardest of the control tools can be used to defend cost and compliance, whereas the softest of the commitment tools may offer a defense effort, trust, and knowledge.
Reflective observation: I observed that I would rush to neat frameworks and underestimate the implementation dynamics particularly the political reality that line managers can be hostile to the HR duties when incentives, time and ability are mismatched. The recent HRM literature explains that, although the HR systems are well-designed to ensure success, they will fail when these are not implemented by managers throughout, and when they are perceived by the employees as intermittent or unjustified, which helped me to understand that the role of capability-building to be taken in the case of the mentioned good HR system must also include the HR delivery chain rather than the HR policy-design creation (Yu et al., 2025).
Abstract conceptualisation: I re-mapped the modules models on to one logic, which I can apply to my own development which is fit. The Michigan matching model helped me focus more on vertical alignment between strategy, structure and HR decisions where the Harvard model made me consider the stakeholders and long-term outcomes as constraints in the design instead of an afterthought, particularly in retention and customer outcomes (Dipoatmodjo, 2024). The model used by the guest allowed me to transform the HR architecture into testable results including commitment, flexibility and quality. The most beneficial aspect that occurred is that I have now learned to approach every model as a diagnosis, I can become rather than a doctrine to follow. The 2024 review on strategic HRM highlights that contextual fit, complementarities between practices and the ability of the organisation to deliver are important elements of HR effectiveness, something that provided me with a strict mean of explaining why a practise that seems to be a best fit in one organisation will not work in a different economic environment (Song, 2024). Besides, the role framework as illuminated by Ulrich fell differently upon me following the module: now I view the role of HRs as ability requisites my part, i.e., I need to have the capability to shift between credible activist and strategic positioning, depending on the business question, and not to mix relationship-building and impact. Evidence on HR roles and value creation argues that HR credibility is earned when HR produces measurable business outcomes while also improving employee experience, which I used as a standard for my own learning goals (Ásványi, 2022).
Active experimentation: I developed an individual L&D strategy that I could operate as 12-week cycle and repeat. One is that I will keep a weekly research-to-practice brief, in which I will pick one lesson of higher scholarship and translate it into a small experiment that I can perform, e.g. redesigning an appraisal conversation guide or experimenting with a small internal mobility process. Second, I will build an evidence habit by using critical appraisal tools from the module: for every claim I make about HR policy, I will specify the mechanism, boundary conditions, and the metric. Third, I will cultivate a growth mindset in myself through deliberate error analysis rather than motivational slogans: after each HR decision simulation or workplace case, I will write a two-part note, “What I assumed” and “What the system did”, then update my mental model. A 2023 management education study based on the ideas of experiential learning indicates that learning becomes more profound when reflection is organised and associated with the next action, which I intend to implement by thinking of reflection as a decision support tool, not a diary entry (Tembrevilla et al., 2024).
Lastly, I will incorporate innovative behaviours into my daily practice by committing to do a small-bet practice one month at a time: I will run one micro-pilot every one month, with a hypothesis, stakeholder mapping and stop rules. Recent studies regarding climate in learning suggest that the innovation process hinges on whether people feel psychologically safe to experiment, fail and repeat and therefore my strategy will be to actively seek peer and mentor feedback as a normalisation of iteration (Frazier et al., 2022). This provides me a baseline L&D system that is personal, measurable, and aligned to the module’s outcomes: critical appraisal, strategic HR design, and fair implementation.
[bookmark: _Toc222155852]Staying relevant in an AI-shaped labour market: using AI without being replaced by it
To remain relevant, I intend to make myself less replaceable by developing a human advantage of judgement, stakeholder influence, and ethical governance and compressing low-value work using AI to do it. I will use AI for drafting HR artifacts (policy first drafts, interview guides, competency descriptors), pattern detection (summarising survey comments and exit themes), and scenario modelling (testing how a policy change might create unintended incentives). Decisions made that need legitimacy, contestability, or moral reasoning, e.g. performance calibration, disciplinary recommendations, and sensitive employee relations, will not be outsourced. The productivity gains achieved in the study of generative AI in knowledge work have demonstrated to be greatest when AI tools facilitate task execution, though the value and risk depend on the human validation of outputs and the use of context-dependent judgement (Brynjolfsson et al., 2023). I will also defend my employability by enhancing the skills in workforce analytics literacy, change leadership, and human-AI governance, as the occupational exposure to LLM studies indicates that the tasks are restructured, but not eliminated, and the value is redirected to orchestration, evaluation, and accountability (Eloundou et al., 2023).
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