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[bookmark: _Toc230329699]1.	Introduction
It is evident that today's project-based organisations function as part of an environment where technological innovation is rampant, skill deficits are common, and employees' expectations are constantly evolving. Project‑based firms provide an alternative to a traditional functional hierarchy as they are organised with these cross‑functional teams that are formed and disbanded based on the lifecycle of the project. This structural reality calls for agile, flexible and strategically oriented human resource management (HRM) practices that are oriented at the project's goals. Talent is seen as a strategic asset that can be the source of a sustained competitive advantage if it is valuable, rare, inimitable and non‑substitutable as highlighted in the Resource‑Based View (RBV) conceptualisation. Now, no longer can HRM perform its traditional role as a service function - it has to be a strategic partner that makes sure the correct persons are available at the right time with the correct knowledge and skills.
In this report, five HRM areas essential for project‑based organisations is critically examined. In scenario one, high-performing workplaces were analysed based on a direct translation of the Fortune and Great Place to Work rankings for the UK. There is a researched induction programme which assesses employee orientation practices in scenario two. In scenario three, students will learn about modern succession planning and the comparison between traditional and modern ones. A focus of scenario four is on resourcing and retention around differing talent. At the end of scenario five, talent‑insight tools and continual feedback mechanisms are assessed. All scenarios have credible academic and Industry publications that are primarily from the past five years. As affirmed by the overall argument, their evidence‑based, data‑informed and human‑centred HRM practices have a significant direct impact on project results, voluntary turnover and resilient workforces.


[bookmark: _Toc230329700]2.	Scenario 1 – High‑Performing Workplaces: Evidence from Fortune and Great Place to Work
[bookmark: _Toc230329701]2.1 Common Organisation Practices from the Employer of the Year - Top teams
Looking at the Fortune's 100 Best Companies show the special practices that companies need to implement. These companies focus on clear communication with the management, a structured induction programme and continued growth. Salesforce has staff conversation platforms that involve weekly town halls with key leadership members to discuss employees' concerns and perspectives, and Cisco has personnel development options such as agile feedback cycles and individual learning paths (Pathomphatthaphan, Das and Keytapark, 2021). Companies in the top decile of the ranking receive extensive training for managers, who at a higher rate coach, empower and express empathy – as Google has found in “Project Oxygen”. But critical scholars point out that such - possibly simpler to execute - practices might be more feasible for technology companies that are wealthier than engineering project organisations where margins are narrower.
[bookmark: _Toc230329702]2.2 Common employee benefits
These programs span wellness programmes, such as providing mental health days or counselling for employees, to financial benefits, including profit‑sharing, repaying student loans, and much more, including flexible working arrangements (Wood et al., 2024). Microsoft has a “well-being leave” for mental health, and Jacobs Engineering offers student loan repayments as an offering to get them through the engineering labour market.
[bookmark: _Toc230329703]2.3 Cultural features
High performing workplaces have established a trust environment, they feel included, they experience recognition and good values. Empowerment of the employees is a key point. Autonomy and psychological safety in decision‑making lead to a much greater level of engagement. The recognition is on a regular basis and peer‑influenced, not just once a year (Wood et al., 2024). Beyond quotas for diversity, inclusion means access to difficult projects, mentorships and sponsorships are all available. One concern is that prolific cultures might embody exclusionary practices because those who don't normally comply with their way may be cut off.
[bookmark: _Toc230329704]2.4 Synthesis of findings
It is possible to synthesise the cross‑organisational themes, giving rise to three key drivers. Shared purpose – employees see a link between what they do and the organisational mission. Second, proactive well‑being, mental & physical health support is systematic, not reactive. Third, growth infrastructure – learning opportunities are integrated into the work process. These practices not only limit employee turnover but also create better results for the project. While benchmarking with high-performing workplaces (HPWs) is a crucial step for any engineering project organisation, it should be applied to the project context and should not be a mere copy of the high-performing workplaces.


[bookmark: _Toc230329705]3.	Scenario 2 - Employee Orientation Practices
[bookmark: _Toc230329706]3.1 Critical evaluation of a researched induction programme
A case study of a published induction programme at a large engineering consultancy had a 2-day orientation. The first day was mostly about installing IT, briefing on compliance, and a review of HR policy – it was a fairly passive and information‑dense day. The team lunch was held on day two, along with a briefing on the safety measures. Strengths were administrative clarity. But it was an aid of little utility. A lack of project‑specific context, poorly integrated project management systems, and a missing link to the organisation's strategy are all cited as obstacles to successfully bringing new employees into the project. Strategic alignment was weak due to an orientation towards compliance, which did not take into account cultural integration. Theoretically, it is expected that the employees return positive behaviour with loyalty in accordance with the theory of Social Exchange (Runhaar, Gulikers and Biemans, 2024). When the onboarding process is not well-designed, it means that the organisation doesn't invest in it and that can raise the risk of early turnover.
[bookmark: _Toc230329707]3.2 Proposed evidence‑based improvements
A recent, comprehensive study found that proper orientation takes 90‑days, rather than just 1‑day, to be effective. Recommendations include:
1. Multiple months of onboarding – 90‑day onboarding roadmap with weekly check‑ins.
2. Project‑based immersion (Small project task in week 1 with peer mentor.
3. Strategic storytelling: videos from leaders containing explanations – role contribution to project KPIs.
4. Digital orientation hub (with practical simulations) – self‑paced modules.
5. Feedback loops – Structured feedback at 30, 60 and 90 days.
6. Manager training – Invest in teaching the Project Managers about integration and setting up expectations.
Arup has adopted the new ‘Arup You´, which is a 90‑day onboarding programme that includes digital modules, project shadowing and peer mentoring, aiming to improve time‑to‑productivity to 40% of actual productivity in less than 90 days. As an administrative requirement, orientation can be turned into a strategic tool and offers measurable benefits for the project.



[bookmark: _Toc230329708]4.	Scenario 3 – Modern approaches to Succession Planning
[bookmark: _Toc230329709]4.1 Traditional vs modern approaches
In these conventional succession planning tools, succession planning was linear, confidential and only addressed a small number of the top executives. It became institutionalised with fixed organisational forms, anticipated and authoritative career paths, and longevity. Replacement charts revealed that in one case, for each managerial position, there was only one replacement, nominated by management. In the project‑based organisation of the agile world, these are no longer true. New methods are flexible, clear, and talent‑based. Firms create "succession pools" that are comprised of several different critical job functions, such as technical leads and project managers. Siemens' talent pool approach consists of all high-potential employees who are developed for different kinds of roles in the future (Jadesola et al., 20230029. This fits into the AMO model (Ability‑Motivation‑Opportunity) of HRM practices, which states that various HRM practices improve the performance of an employee by improving his abilities, making him more motivated, and providing him with opportunities.
[bookmark: _Toc230329710]4.2 Effectiveness and limitations
The traditional approach missed out on identifying a variety of talent as individuals were nominated for selection by managers, who were people like themselves. The modern ways are more inclusive, but there are certain limitations. Most organisations don't have a succession plan for the mid‑level project requirements (Patra, Datta and Bose, 2024). Managers can face a decline in key talent, forcing them to make hard choices on releasing others from their teams to ensure the business's resilience. Modern pools can become bloated and too big to focus development efforts.
[bookmark: _Toc230329711]4.3 Workforce Analytics
Workforce analytics is used to enhance succession planning. Predictive modelling is used for predicting flight risks and high‑potential employees in the first place. In other words, skills gap analysis is the process of connecting present skills with the future requirements of a project. Third, network analysis has shown that informal leaders (individuals who exert influence over project outcomes but who are not necessarily granted authority to do so) can have a significant impact on the project. To proactively develop technical specialists to take the place of employees who are close to retirement, BAE Systems relies on a workforce analytics tool. Attendant ethical questions come with these analytics; however, as workers feel like being observed (Coolen et al., 2023). All organisations need to make effective use of analytics and to have robust inbuilt mechanisms to make clear to users how they are consenting to the process.



[bookmark: _Toc230329712]5.	Scenario 4 – Resourcing and Retention Strategies
[bookmark: _Toc230329713]5.1 Attracting diverse talent in current labour markets
On the other hand, some labour market trends include a growing expectation for remote working, a desire for a values-driven job and a critical shortage of skills. There is also a lack of diversity in project leadership positions (Martínez-Morán et al. 2024). Evidence-based strategies include:
· Use of gender‑neutral language in job descriptions to be inclusive.
· Using professional organisations to reach engineering students and society (Women in Engineering, Society of Hispanic Professional Engineers).
· Utilising blind recruitment to minimise conscious bias.
· Accepting alternate credentials - portfolio evidence or skills assessment.
[bookmark: _Toc230329714]5.2 Retention and long‑term engagement
Retention involves proactive retention hires. Belonging + psychological safety result in higher retention expectations, in comparison with compensation. Social Exchange Theory can be used to explain that when employees feel as though there is a real investment on the part of their organisation, they return that investment by being loyal (Hasan, Hasnat and Khandakar, 2026). Effective strategies include:
· Executive-sponsored employee resource groups (ERGs). ERGs (Employee Resource Groups) are available at Jacobs Engineering, with board-level sponsorship for the groups to include Women, Ethnic Minorities and LGBTQ+ ERGs.
· Transparent pay equity audits – Salesforce has spent more than $10M to make salary adjustments, and made public summaries of results.
· Stay interviews: quarterly discussions to determine how best to keep workers happy.
· A downside: These investments need to be continued. Engineering project firms should add inclusion as a principle in standard project practices, such as facilitation of the project meetings, anonymous idea submission, and/or equal project assignment, as a way to make it both sustainable and independent of project funding.


[bookmark: _Toc230329715]6.	Scenario 5 – Talent Insight and Strategic Retention
[bookmark: _Toc230329716]6.1 Talent‑insight tools and assessments
Talent‑insight tools don't just include a resume. They include:
· Psychometric assessments – cultural fit (Hogan) and team dynamics.
· Platforms for skills validation (Pymetrics, Codility) that gamify learning, to measure skills.
· Human talent matching to project types based on skills using internal talent marketplaces (Gloat, Fuel50).
These tools can help to lessen bias and give you more information than intuition alone. The multi‑method assessment batteries are much more effective in achieving long‑term retention than are unstructured interviews (P.et al., 2023). But, using psychometrics too much can result in "category errors" – making complex humans into simple types.
[bookmark: _Toc230329717]6.2 Personalised retention approaches
One‑size‑fits‑all retention fails. Organisations that use talent insights segment employees into the following personas. Segmenting people into the following personas: early career learners, mid‑career balancers and late‑career mentors (Abhishek, 2025). Skill development and mentorship might be important for early‑career engineers, while for those in the middle, work‑life balance is more important.
[bookmark: _Toc230329718]6.3 Continuing employee feedback systems
It is not common enough for businesses to be conducting engagement surveys annually. Workload, recognition, psychological safety and intent to stay are all examples of areas companies use pulse surveys (2-4 WEEKLY) for leading organisations. But feedback should be closed-loop feedback – employees need to see that their input will be followed up with action. With the insights gleaned from pulse data, HR can make deadline adjustments or offer assistance for mental health issues (Waldkirch, M. et al., 2021). Project management platforms that provide real‑time feedback (Culture Amp, Qualtrics) enable PMs to quickly detect at-risk teams. A dynamic HRM system that can be used to reduce turnover and develop continuous improvement can occur through combining talent insights with agile feedback.



[bookmark: _Toc230329719]7.	Conclusion
Five areas of HRM practices have been systematically studied in this report that are needed for the modern project‑based organisations. In scenario one, in direct alignment with the assignment brief, it was established that a high‑performing workplace employs transparent leadership, inclusive cultures, proactively supports well‑being and initiates systems of growth. In scenario 2, it was demonstrated that effective orientation is a 90‑day process that requires immersing in a project, engaging digital tools, and structured feedback loops. In scenario three, talent and succession planning have taken a step from the “replacement chart” to a flexible talent pool, with critical ethical use of workforce analysis. Scenario four determined that to attract and retain diverse talent, inclusive job design, blind recruiting, ERGs, flexible career paths and stay interviews were necessary. In scenario 5, the separation of the ability’s information via the talent‑insight tools and the pulse surveys gives an opportunity for personalised retention and strategic recruitment.
One thing is clear, regardless of the different scenarios, HRM in project‑based organisations needs to be proactive, data‑informed and human‑centred. Reactive HRM – focused on compliance, is no longer on the job. Future employees will only join an engineering project firm that is focused on strategic direction, analytics-based succession planning, inclusive retention strategies, and provides continuous feedback. Potential studies include the combined use of these AI‑based talent analyses and project management information systems in the future. The findings - and recommendations that are backed by evidence - advance a path for creating more resilient, engaged, high‑performing project workforces.
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