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[bookmark: _Toc229979658]1.	Introduction
Today's project-based organisations exist in an environment of accelerating technological change, a shortage of certain skills and constantly changing expectations from the workforce. While in traditional functional organisations there are different levels of hierarchy, in a project-based organisation, there is no specific hierarchy, but rather temporary cross‑functional teams that are created and disbanded based upon the project's life cycle. This fact of life requires an agile, flexible and strategic approach to human resource management (HRM) practice that is aligned to the strategic objective(s) of the project. The role of HRM can no longer be a supporting function; it has to become a strategic partner that brings the right people, right skills, at the right time.
This report focuses on 5 crucial areas of HRM in project‑based organisations. In the first scenario, high‑performing workplaces are analysed using reliable employer rankings to determine common practices, benefits, cultural characteristics and synthesised themes. The second one is the critique of the employee orientation practices, and a researched induction programme is presented, and improvements are recommended. The third scenario discusses contemporary and traditional succession planning methods, then examines the role of workforce analytics. The fourth scenario deals with resourcing and retention; specifically, in the context of the current labour‐market trends, how diverse talent can be attracted and retained. The fifth scenario considers talent‑insight tools and the continuous feedback systems in the context of strategic recruitment and personalised retention.
Each scenario is represented with reputable sources from the academic and industrial fields, mostly from the past five years. Proven through the report that there is a systematic understanding, critical awareness of current problems and practical application of HRM concepts to organisational and project context. The overall purpose is to illustrate the HRM practices – based on the rating system developed in part of the project – that can contribute to achieving strategic objectives, to improving project results and to building resilient efforts in the engineering project workplace.

[bookmark: _Toc229979659]2.	Scenario 1 – High‑Performing Workplaces
[bookmark: _Toc229979660]2.1	Organisational practices and benefits that are widely used
The top-ranked global businesses value clarity and open leadership communication, developmental orientation, and consistent training and learning programs (Pathomphatthaphan, Das and Keytapark, 2021). For example, companies like Cisco and Salesforce have what's known as an agile feedback loop, customised learning programs, and weekly town hall sessions where company leaders listen to employees directly. Further, a focus on training managers in high‑performing workplaces has also increased the likelihood of high‑performing leaders demonstrating both empathy and accountability.
[bookmark: _Toc229979661]2.2	Cultural features
The combination of trust, inclusion, recognition and strong values is a sign of a high-performing workplace. Empowerment of the employees is at the heart. Studies show that as decision‑making autonomy is given and psychological safety is present, engagement and discretionary effort fly off the shelves. Recognition is commonplace and peer‑based – not just based on annual awards (Wood et al., 2024). Inclusion practices go beyond diversity quotas to ensure equitable access to challenging projects, mentorship and sponsorship, and so on.
[bookmark: _Toc229979662]2.3	Synthesis of findings
These themes can be coupled with one another and distilled to identify three key drivers. The first is shared purpose: the employees will know how they fit into the purpose of the organisation, and therefore, become more intrinsically motivated to do the work (Wood et al., 2024). Secondly, the proactive well‑being mental and physical health support is not reactive. Third, growth infrastructure – learning opportunities are integrated throughout work experiences, such as micro‑learning, job rotations and tuition reimbursement.



[bookmark: _Toc229979663]3.	Scenario 2 – Employee Orientation Practices
[bookmark: _Toc229979664]3.1	Evaluation of a researched induction programme in a critical way
In an anonymised case study of a published induction programme in a large engineering consultancy, hereafter “Bauer” the induction was two days long. Day one was based on setting up IT, health & safety and data protection compliance training, plus HR policy review. This was mostly passive, knowledge‑based and lacked interactive features. The second day provided a safety briefing, office tour and team lunch. Clear administration and friendliness in social receptivity were strengths. But it was not very useful (Runhaar, Gulikers and Biemans, 2024). As part of the induction, new employees were not provided any context to specific projects, any introduction to project management software tools (e.g., JIRA, MS Project, Asana) and any meaningful link to organisational strategy. Linkage to strategic goals was low as orientation focused on compliance as opposed to cultural integration and/or role readiness. Additionally, in the programme learning was assumed to occur in a short period of time, covering two days only, although socialisation is a continuous process.
[bookmark: _Toc229979665]3.2	Proposed evidence‑based improvements
Studies show that orientation takes as long as 90 days, and is not a one‑time thing. Specific recommendations include:
1. Time – Design a 90-day onboarding roadmap that has optional weekly check‑in times, learning objectives based on the milestones, and a gradual increase in responsibilities.
2. Project‑based immersion – in week one, hand out a small task project — with an accompanying peer mentor that offers “just‑in‑time” support.
3. Strategic storytelling – Provide brief stories from key stakeholders and project managers on the impact the new hire's position will have on key project metrics (on time delivery, within budget).
4. Digital orientation hub – make an interactive, self‑paced orientation to the project tools and then have the hands‑on simulations with immediate feedback.
5. Feedback loops – gather structured new hire feedback at 30, 60 and 90 days to continually evaluate and enhance orientation content and delivery.
6. Manager training – Train managers to assist new team members to welcome, integrate and set expectations during the first month.
The adoption of those changes would place orientation in a new timeframe – one that supports early engagement, quick time-to-productivity and improved retention – instead of just having it as an administrative challenge. In this project context, where fast integration and quick learning is the key, these enhancements directly translate to reducing project slowdowns from learning curve.



[bookmark: _Toc229979666]4.	Scenario 3 – Modern Approaches to Succession Planning
[bookmark: _Toc229979667]4.1	Traditional vs. modern approaches
The traditional way of succession planning was a linear and secret process, targeting a few senior executive positions. It became organised in stable organisations, set stable career ladders and long tenures. Replacement charts were used by identifying one successor in each role, who was most likely to take on the role in the manager's opinion, not by objective data. In organisations that are agile and project-based, typically serving as teams that are often re-combined and re-configured regularly, these assumptions are no longer valid (Jadesola et al., 2023). Modern approaches are talent‑pool, transparent and fluid. Firms do not appoint one initial CEO, but multiple “succession pools”– for one technical role, one project manager, one programme director – to allow organisational leadership to combine in a way that is more effective at meeting needs.
[bookmark: _Toc229979668]4.2	Effectiveness and limitations
Traditional approaches often prioritised people who looked and acted in the same way – creating succession “silos” – and ignored diverse talent since the managers were usually similar to themselves. More modern frameworks are inclusive and adaptable to changing dynamics in the workplace, like hybrid working, changing jobs sideways and portfolio careers (Patra, Datta and Bose, 2024). However, limitations remain. Most organisations do not have formal succession plans for projects at middle management levels. Another aspect of the phenomenon is when managers want to hang onto talent, scared they will otherwise lose a key team member, which is not conducive to organisational resilience. One downside is that it can be too much these days because of the scope that modern pools have created, which helps spread thin the development efforts to focus on.
[bookmark: _Toc229979669]4.3	Roles of workforce analytics
There are a number of ways to leverage workforce analytics to enhance succession planning. Defining flight risks or identifying high‑potential employees is the first step in predictive modelling, which involves the combination of data on employee performance, project contribution, engagement, and external signals from the labour market (Coolen et al., 2023). Second, a skills gap analysis helps to identify the current skill set and how it can be aligned with the needs of future projects for targeted development programmes. Thirdly, network analysis can identify informal leaders who affect project outcomes but have no formal authority over the project. Using HR measures like project management information systems and 360‐degree feedback, a company can predict, for instance, who the technical leads are that are likely to resign over the next 12 months and ensure replacements are ready.



[bookmark: _Toc229979670]5.	Scenario 4 – Resourcing and Retention Strategies
[bookmark: _Toc229979671]5.1	Migrating talents in today's labour markets
Labour market conditions, such as a shortage of project managers and engineers, a higher number of jobs that can be performed remotely and hybrid work, and a growing focus on values‑based jobs, are prevailing (ManpowerGroup, 2024). When it comes to project leadership positions, diverse talent such as women, ethnic minorities, those with caring responsibilities and neurodiverse people are underrepresented (Martínez-Morán et al. 2024). This is not enough by just posting simple job ads on a website or using old-fashioned recruitment methods. Evidence‑based practices for attracting students to science are:
· Gender-neutral job descriptions that do not include gender-specific targets, Marie, and a wishlist of desired candidates, and make it clear that they are interested in recruiting a diverse workforce.
· Outreach efforts focused on professional networking groups like Women in Engineering, Society of Hispanic Professional Engineers and Neurodiversity employment groups.
· Hiring blind to prevent unconscious bias with the support of structured interviews with standardised questions.
· Alternative credential recognition – for certain disciplines, accepting skills assessment, portfolio evidence, and/or relevant work experience or training for formal degrees of study.
[bookmark: _Toc229979672]5.2	Retention and long‑term engagement
“To retain a range of talent, there needs to be deliberate endeavours beyond personnel Hiring.” Studies have clearly demonstrated that a sense of belonging, along with feeling psychologically safe, will predict retention far beyond compensation alone (Hasan, Hasnat and Khandakar, 2026). Effective strategies include:
· Executive supported Employee Resource Groups (ERGs) that have budgets and strong connections to the business.
· Flexible career options – not all high‑performers want to be managers. Fellow tracks to a project, technical ladders, and rotations can all be effective alternatives.
· Publishing transparent pay equity audits internally to help foster trust and commitment to pay equity.
· Proactive advocacy and mentorship from older leaders for the promotion of diverse employees, including by nominating them for high‑visibility projects.
· Proactive conversations about “What keeps you here” – Stay interviews (quarterly, as opposed to reactively done off the back of an outgoing interview).
In project‑based organisations, where team composition often fluctuates, the incorporation of inclusion into project rituals is key. Some examples include sharing facilitation responsibilities of meetings, providing confidential methods for ideas to be shared, and allocating project tasks that people don't want. Having a variety of perspectives is beneficial as it decreases attrition, increases innovation, and improves the results of the project (Hasan, Hasnat and Khandakar, 2026). Those who see the issue of diversity and inclusion as a strategic question – rather than a compliance one – will be able to outperform competitors in talent‑scarce markets.



[bookmark: _Toc229979673]6. Scenario 5 – Talent Insight and Strategic Retention
[bookmark: _Toc229979674]6.1	Talent‑insight tools and assessing
Talent‑insight tools are not just traditional resumes and unstructured interviews. They include:
· Psychometric tests (Hogan, MBTI Step II, SHL, etc.) that measure cultural priorities, collaborative and working style in challenging situations. These assessments promote person‑job fit and person‑team fit, and when properly validated, curb turnover.
· Skills validation sites (Pymetrics, Codility, HackerRank) that gamify and objectively check problem-solving, collaboration and technical skills.
· Internal talent marketplaces (e.g., Gloat, Fuel50) that enable connections between employees and short-term project opportunities, stretch assignments or mentorship roles from skills, aspirations, and availability.
Bias reduction (if used as one of multiple inputs to hiring decisions) and more robust data than intuition are supported by these tools (P.et al., 2023). The literature suggests that multi‑method assessment batteries have a much stronger impact on long‑term retention than do unstructured interviews.
[bookmark: _Toc229979675]6.2	Personalised retention approaches
Retention doesn't work one size fits all, as every employee is at a different stage in their career, has various motivators and has a unique situation. Organisations can leverage talent insights to divide employees into groups, based on their characteristics (such as early career learners, mid-career cutters, and late-career prods) and target retention deals accordingly (He et al., 2021). For instance, while early career project engineers might appreciate a fast-track program that will help them build a new set of skills, tuition reimbursement, and mentorship, mid-career professionals might seek work/life balance, flexible work hours, and hard assignments.
Continuous employee feedback systems play a key role in driving growth and innovation within an organisation.
Retention Surveys, when properly designed and acted upon, are a powerful instrument. Engagement surveys conducted annually are not frequent enough in today's dynamic project environment. Pulse surveys (e.g. every 2–4 weeks) with a limited number of targeted questions on Workload, Recognition, Psychological safety, team, and Intent to stay are prevalent in leading organisations (Hassan et al., 2023). Feedback is all-important, and cannot be remembered but must be seen; it is important that employees know that their feedback gets acted upon. For example, HR can work with the project manager to extend deadlines, allocate more resources, or offer mental health resources, should insights from pulse survey data indicate that burnout is present in a particular project team.
Real‑time feedback platforms (such as Culture Amp, Qualtrics, and Officevibe) offer dashboards to see if teams are on red, yellow, or green, and assist project managers to catch at-risk teams in time, often before they start to leave. Coupled with agile feedback systems, talent data from assessments will allow for a real‑time or near‑time responsive HRM system. This helps to lower the incidence of involuntary turnover, boost engagement and create a culture of continuous improvement. In project-based organisations where team dynamics can mean the difference between delivering the project or not, such systems cannot be considered as options but necessities.




[bookmark: _Toc229979676]7.	Conclusion
This report has covered all five areas of HRM practice vital to the current project‑based organisations on a systematic basis. For the behaviour to change, it revealed that high‑performing workplaces must have the following elements: Transparent leadership, an inclusive culture, a proactive workplace wellbeing strategy, and a system of growth infrastructure. These practices help diminish turnover and enhance project results. In scenario two, they discovered that the traditional approach to orientation (one‑off event) is not sufficient, and that effective orientation actually takes 90 days to be project‑based, immersive, digital and incorporate structured feedback loops and subsequent conversation patterns, resulting in speedier time to productivity. Scenario three illustrated how succession planning is no longer a simple replacement chart but rather a flexible talent pool, bolstered by predictive workforce analytics, to identify who may be at risk and point out skills gaps. But there needs to be ethical use, and transparency is important for employees' trust. Blind recruitment, ERGs, flexible career options, and stay interviews are the focus, and inclusive job design is the starting position for attracting and retaining diverse talent, with a strong emphasis on tight labour markets that involve netting out skills shortages in scenario four. Scenario 5 also found that talent‑insight tools like psychometrics and skills validation, and continuous feedback channels such as pulse surveys and real‑time platforms can help to support personalised retention and strategic recruitment.
Looking at the findings in totality, it is clear that proactive, data‑driven, and human‑centredness are key aspects to take into account when it comes to HRM in project‑based organisations. HRM cannot be solely compliance-driven and reactive. The difference between individuals and companies that make smart investments and achieve sustainable competitive advantage and those that don't is as follows: Engineering project firms that invest in strategic orientation, analytics-driven succession planning, inclusive retention practices, and continuous feedback systems will achieve a sustainable competitive advantage. Potential research areas include further development of AI‑based talent analytics and methodological linkages with project management information systems, and over‑time research on the ROI of project‑specific HRM interventions. The evidence‑based recommendations outlined here can be used by organisations to create resilient, engaged and high-performing project workforces.
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