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EXECUTIVE SUMMARY
Aether Innovations, a 300-employee technology company, has been facing low growth, rising employee turnover, and low customer satisfaction due to rapid growth. These problems are signals of the misalignment of the strategic goals and internal human capital systems. Traditional types of annual appraisal mechanisms and functionally siloed executive roles are inadequate to support agility and innovation, and sustained performance in dynamic technology markets (Sharma et aI.,2024)
This report suggests an integrated re-engineering of performance management and executive job design to bring back strategic coherence and organisational resilience. First, the introduction of a growth-oriented Objectives and Key Results (OKR) framework as a replacement for retrospective annual reviews for short cycle, strategically aligned performance dialogue. Complementing this, a developmental 360 degree feedback system improves the capability building, behavioural accountability and cross-functional collaboration (CIPD,2023).
Second, executive positions are redesigned with the Job Characteristics Model and skills-based competencies in order to increase autonomy, task significance and cross-functional integration. By incorporating innovation accountability across leadership functions, silo behaviour is minimised and strategic alignment boosted (Rosing et al.,2023)
The combination of these mechanisms turns performance management from a compliance based evaluation system to a capability building architecture. Through systemic alignment of leadership design and performance processes, Aether Innovations can be used to improve engagement, stimulate innovation intensity, and restore customer value creation, in the process benefiting sustainable competitive advantage (Boall & Purcell. 2022).



[bookmark: _Toc224856448]1.0 Introduction
In knowledge-based economies, the competitive advantage is often more a result of the strategic use of human capital than in the form of physical assets. The Resource-based View (Barney, 1991) holds that the organisations which are achieving sustained performance develop resources that are valuable, rare, inimitable and non-substitutable. In the case of technology firms, innovation capability, leadership alignment and specialist expertise are such strategic assets (Boall & Purcell. 2022). However, these resources generate value only in the context of integrated human capital systems that align the processes of performance, role design, and strategic direction. Fragmented HR mechanisms destroy this alignment, leading to disengagement and turnover, as well as deteriorating customer outcomes (Huselid & Becker, 2023).
Aether Innovations is a 300 employee technology company that is currently suffering from stagnant growth, high attrition and customer dissatisfaction due to rapid growth. Traditional appraisal-based performance systems and rigid executive job structures have become increasingly incompatible with the agility requirements of today's markets for technology. Strategic HRM research points to the importance of continuous feedback, enhanced job design and leadership accountability as being key to fostering autonomy, engagement and innovation (CIPD, 2023; Pulakos et al., 2023).

This report suggests integrated re-engineering of performance management and executive job design at Aether Innovations. By introducing a growth-oriented framework of performance alongside enriched leadership roles using the Job Characteristics Model (Morgeson & Humphrey, 2006) and skills-based principles, the organisation can develop a culture of performance that promotes and reinforces the innovation capability and re-establishes customer value. As Van der Voet and Vermeeren (2023) demonstrate, strategic misalignment between performance systems and organisational goals reduces innovation capacity and employee engagement.



[bookmark: _Toc224856449]2.0 Critical Review of Current Practices in Technology Firms
[bookmark: _Toc224856450]2.1 Traditional Performance Appraisal in Tech Environments
Many technology companies are still using annual appraisal cycles and KPI-based evaluation systems. While intended to improve accountability, such retrospective mechanisms are becoming out of sync with agile and innovation-driven environments (Schleicher et al., 2022). Technology markets move quickly, and goals must be set and performance conversations held in an iterative manner. Static goals and rare reviews do not reflect the contribution and responsiveness over time (Pulakos et al., 2023).
Further, rating-heavy systems focus on the measurable over such collaborative behaviours that may discourage experimentation and knowledge sharing. Empirical research has identified the vulnerability of appraisal ratings to cognitive biases, managerial subjectivity and recency effects, which corrupt perceptions of fairness (Schleicher et al., 2022). When feedback is evaluative rather than developmental, employees may focus on impression management instead of skill improvement, which will limit the innovation capacity in the longer run (Pulakos et al., 2023).
[bookmark: _Toc224856451]2.2 Limitations of Conventional Job Design in Scaling Firms

As technology companies grow, the positions tend to become quite specialised and siloed. Although specialisation adds efficiency it may have the downsides of reducing autonomy, task identity and strategic visibility - important motivational dimensions identified in the Job Characteristics Model (Morgeson & Humphrey, 2006). Excessive functional isolation does not strengthen cross-departmental collaboration and strategic coherence (Lee et al., 2023).
Executive roles are especially at risk of becoming fragmented and the ability to achieve horizontal integration across finance, technology, innovation and people systems  (Boxall & Purcell, 2022). Consequently, they may fall in stagnation and disengagement may be a reflection not of capability deficits, but of structural rigidities. Without at the same time redesigning both the appraisal mechanisms and the architecture of the jobs, firms are in danger of institutionalising as inflexible environments that require agility (Sharma et al., 2024).

[bookmark: _Toc224856452]3.0 Re-Engineering the Performance Management System
[bookmark: _Toc224856453]3.1 Growth-Oriented OKR Framework
[image: Objective and Key Results OKR Templates - Download | HiSlide.io]
To deal with strategic misalignment, Aether Innovations should move away from annual appraisals and adopt a continuous performance model based on Objectives and Key Results (OKR). Unlike static KPIs, OKRs are in shorter cycles, which allows objectives to change according to market conditions (Sharma et al., 2024). This is a dynamic alignment that reinforces vertical and horizontal coherence between levels of organisation (Van der Voet & Vermeeren, 2023).
Transparency is a key benefit to OKRs. Visible, cross-functional interconnected goals increase cross-functional collaboration and reduce silo behaviour. From a Strategic HRM perspective, such alignment promotes organisational responsiveness and organisational accountability (Boxall & Purcell, 2022).
However, poorly implemented OKRs can create a metric overload and a lot of performance pressure (Pulakos et al., 2023). To combat this risk, objectives should be ambitious, but developmental, with emphasis on learning as well as outcomes. 
[bookmark: _Toc224856454]3.2 Developmental 360-Degree Feedback
[image: ]
Complementing OKRs, a 360 degree feedback system should change evaluation from a hierarchical judgement over multi-source developmental insight. In collaborative environments, where knowledge is more complex, peer and cross-functional perspectives are more appropriate to the contribution to performance (Lee et al., 2023).
When embedded in a psychologically safe culture, 360 feedback improves self-awareness, behavioural accountability and helps leadership development (Edmondson, 2018). Structured competency frameworks and digital tools for feedback can help keep it consistent and prevent it from being biased and overwhelming (CIPD.2023).
[bookmark: _Toc224856455]3.3 Integrating Performance through the AMO Lens
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For the redesigned system to have a lasting effect, it must improve Ability, Motivation, and Opportunity (AMO). This framework, widely supported in Strategic HRM literature, posits that sustainable performance arises when employees have the skills to perform, the motivation to do so, and the opportunity to contribute (Huselid & Becker, 2023; Boxall & Purcell, 2022). OKRs clarify direction and create alignment of opportunity, while 360-degree feedback targets capability strengths. Continuous appraisal dialogue reinforces motivation by connecting contribution to meaningful organisational impact (Pulakos et al., 2023).
Together, these mechanisms make performance management not a system of control but a capability-building architecture that supports adaptability, innovation, and sustained value creation (CIPD, 2023).

[bookmark: _Toc224856456]4.0 Re-Designing Executive Roles through Enriched Job Design
[bookmark: _Toc224856457]4.1 Theoretical Foundation
Executive role redesign should be based on Job Characteristics Model, which found that skill variety, task identity, task significance, autonomy, and feedback motivate intrinsic motivation (Morgeson & Humphrey, 2006). In knowledge-intensive organisations, executive autonomy and integration across functions is key to innovation capacity (Rosing et al., 2022). A complementary skills-based approach encourages flexible competencies as opposed to functional boundaries (Sharma et al., 2024).
Strengthening executive roles along these dimensions helps to minimize silo behaviour as well as embed innovation accountability across leadership functions.
[bookmark: _Toc224856458]4.2 Executive Role Redesign
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CEO - Strategic Integrator: increase accountability to include innovation climate and cultural alignment. Correlate performance measures with engagement and customer experience measures. Improve feedback loops through structured innovation reviews (Rosing et al., 2022).
CFO - Strategic Value Architect: Shift from control to strategic partnership in innovation investment. Increase collaboration with R&D and product teams; Enable agile resource reallocation to help with experimentation (Boxall & Purcell, 2022).
CTO - Capability Integrator Extend responsibilities to digital capability development and workforce upskilling. Enhance the task identity by relating the technological decisions with the outcomes in customer value (Morgeson & Humphrey, 2006).
CIO - Innovation Catalyst: Structurally across strategy, technology and operations Allow autonomy to experiment and have an inherent accountability of measurable innovation pipelines (Rosing et al., 2022).
HR Director - Human Capital Architect: Change from administrative to strategic system design. Integrate workforce analytics, leadership and performance alignment mechanisms (CIPD, 2023).
Head of R&D - Innovation Execution Leader: Fostering autonomy in experimentation budgets and project design. Link research outputs to direct link with commercialisation milestones to increase task identity (Morgeson & Humphrey, 2006; Rosing et al., 2022).
[bookmark: _Toc224856459]4.3 Systemic Impact
Collectively, these enriched roles render more autonomy, strategic visibility and cross-functional integration (Morgeson & Humphrey, 2006). Embedding innovation accountability across leadership functions to complement the redesigned performance system and reinforce the cultural transformation and behavioural alignment goals (Rosing et al., 2022; Boxall & Purcell, 2022).


[bookmark: _Toc224856460]5.0 Creating a Performance-Driven Culture through System Alignment
The proposed interventions must work as an integrated human capital architecture and not in isolation. Strategic HRM literature emphasises on high performance arising from horizontally and vertically aligned systems (Huselid & Becker, 2023; Boxall & Purcell, 2022). Without integration, individual reforms can be at risk of becoming symbolic in nature.
OKRs gives strategic clarity, while 360 feedback instills development discussion. However, sustainable impact only happens when executive roles serve as models of autonomy, collaboration and innovation accountability. Enriched leadership structures cascade behavioural norms across the organisation (Rosing et al., 2022).
This alignment has reinforcing effects: through a transparent transparent connection of strategic objectives to accountability; through feedback systems that encourage learning; and through autonomy showing organisational trust, reinforcing psychological safety (Edmondson, 2018). Performance management therefore develops from the evaluation of compliance to a system of capabilities that develops.
For Aether Innovations, systemic alignment is central to reversing stagnation, stabilising retention and regaining customer confidence (Van der Voet & Vermeeren, 2023).

[bookmark: _Toc224856461]6.0 Reflective Analysis Using Gibbs’ Cycle
[bookmark: _Toc224856462]6.1 Description 
Throughout this module I gained a greater appreciation of how human capital management goes beyond administrative HR practices, into a strategic driver of organisational performance. Prior to engaging with the module content, I viewed performance management as a monitoring mechanism that was intended to assess employee output. However, exposure to Strategic HRM frameworks (Boxall & Purcell, 2022),  High-Performance Work Systems (Huselid & Becker, 2023), and current research on innovation-oriented job design led to a systems approach to my understanding. Case discussions and academic literature emphasised the importance of aligning performance structures, leadership roles and organisational culture to create sustainable competitive advantage (Barney, 1991).

[bookmark: _Toc224856463]6.2 Feelings 
Initially, I felt confident about my understanding of HR concepts because of my academic exposure. However, as the module progressed I recognised that my view had been too operational and not strategic. I had some level of uncertainty in analysing the complexity of aligning performance systems with organisational strategy, especially in dynamic technology environments (Sharma et al., 2024). Over time this uncertainty turned into intellectual curiosity. I started to value the complex interplay between autonomy, motivation and innovation and realised that good human capital design needs to be both analytically sound and context-sensitive (Morgeson & Humphrey, 2006).

[bookmark: _Toc224856464]6.3 Evaluation 
The module was especially useful in highlighting the fact that isolated initiatives on HR are unlikely to lead to sustainable outcomes. I found the blending of theory and practice particularly influential, as this illustrated the shortcomings of the traditional annual appraisal systems and fixed job structures (Schleicher et al., 2022; Pulakos et al., 2023). However, I also realised that it is difficult to translate theory into practice in organisational interventions. While there are models such as Job Characteristics Model which brings clarity (Morgeson & Humphrey, 2006), their application requires careful consideration of organisational maturity, leadership capability and cultural readiness. This evaluation supported the need for evidence-based design of HR rather than simply following management trends with no critical evaluation.

[bookmark: _Toc224856465]6.4 Analysis 
Critically reflecting on my learning, now I realize that human capital management is a strategic architecture and not a set of discrete tools. The interdependence of performance management, leadership design and organisational culture became especially apparent (Boxall & Purcell, 2022). For instance, if one does not redefine the role of leader in implementing OKRs, one would likely get a superficial and not a real alignment. This insight is consistent with Strategic HRM theory, which focuses on systemic alignment as the basis for competitive advantage (Barney, 1991; Huselid & Becker, 2023).
Furthermore, I have gained more awareness about psychological aspects of performance systems. Concepts like psychological safety (Edmondson, 2018), intrinsic motivation and autonomy are not peripheral but central to innovation capability (Rosing et al., 2022). My former belief that productivity is solely determined by performance measurement has been replaced by my understanding that empowerment, trust and continuous feedback are equally critical determinants of organisational success (CIPD, 2023).

[bookmark: _Toc224856466]6.5 Conclusion
Overall, this module has changed the way I think about HR from a functional purpose to a strategic lever for innovation and growth. I have developed a more critical and integrative understanding of the influence of performance systems and job design upon employee behaviour and organisational outcomes (Van der Voet & Vermeeren, 2023; Morgeson & Humphrey, 2006). This learning has boosted my own confidence in assessing HR interventions from both a theoretical and practical perspective, which allows me to more analytically explore organisational challenges.

[bookmark: _Toc224856467]6.6 Action Plan 
To continue to develop my ability in human capital strategy I plan to enhance my skills of workforce analytics and evidence-based decision-making (Marler & Boudreau, 2023). I intend to stay involved in current research in performance management innovation and join professional webinars related to agile HR practices (CIPD, 2023).  Additionally, I try to develop my leadership skills by looking for opportunities to manage team-based projects in which I can apply principles of autonomy, feedback, and strategic alignment (Morgeson & Humphrey, 2006). Continuous professional development will continue to be integral to ensure that my knowledge evolves with organisational and technological change.

[bookmark: _Toc224856468]7.0 Being Relevant in the Age of Artificial Intelligence
The quick development of artificial intelligence is changing organisational structures, decision making, and the essence of professional work. In the field of human capital management, AI-driven tools are increasingly capable of automating data analysis, recruitment screening, analytics of performance and predictive modelling of workforce (Kellogg et al., 2022; Marler & Boudreau, 2023). While these technologies improve efficiency and evidence-based decision-making, they also raise some important questions about the role that human judgement and strategic leadership will play in the future.
I recognise that in order to stay relevant in an AI-integrated workplace, capabilities should go beyond technical execution. Skills like critical thinking, ethical judgement, strategic integration and interpersonal influence are less prone to automation (Marler & Boudreau, 2023). As AI systems generate insights from workforce data, my role as a human capital professional would be to interpret those insights in a contextual way and assess organisational implications and make balanced decisions in line with long-term strategy and organisational values (Kellogg et al., 2022).
Rather than view AI as a replacement threat, I plan to use it as a decision support mechanism. For instance, using AI-powered analytics to spot patterns in turnover data, engagement data, or performance data and to more efficiently than they could with manual processes. However, converting these understandings into sustainable organisational interventions requires subtle understanding of culture, leadership behaviour and employee psychology - which is where human expertise is still indispensable (Marler & Boudreau, 2023).
As the capabilities of AI grow and evolve, it is important that professionals ensure that technological implementation is aligned to issues of fairness, transparency and organisational integrity (Kellogg et al., 2022).
The combination of analytical fluency and strategic and ethical awareness means that I hope to seek a position that isn't one of competitor to AI are a complementary decision-maker that uses technology to enhance, rather than replace, human-centred leadership.

[bookmark: _Toc224856469]8.0 Conclusion
Aether Innovations performance challenges are the outcomes of systemic misalignment in its human capital architecture. Traditional appraisal systems and poor leadership structures limit the ability to adapt to dynamic technology markets (Schleicher et al., 2022; Sharma et al., 2024).
This report has suggested an integrated redesign of performance management and executive job design. Growth-oriented OKRs coupled with developmental 360 feedback and enriched leadership roles form a combination which sets strategic coherence and innovation accountability (Boxall & Purcell, 2022; Morgeson & Humphrey, 2006; Rosing et al., 2022).

Sustainable competitive advantage is not based on talent acquisition alone, but on orchestration of the right aligned people systems (Barney, 1991; Huselid & Becker, 2023). Through integrated human capital design, Aether Innovations can recover engagement, improve innovation ability and reposition itself for long-term organisational resilience.
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Table 1: Comparison: Traditional vs Growth-Oriented Performance Systems
	Dimension
	Traditional Annual Appraisal
	Proposed OKR + 360 System

	Review Cycle
	Annual / biannual
	Quarterly / continuous

	Focus
	Retrospective evaluation
	Forward-looking development

	Goal Structure
	Fixed KPIs
	Dynamic Objectives & Key Results

	Feedback Source
	Line manager only
	Multi-source (manager, peers, cross-functional)

	Behavioural Emphasis
	Output measurement
	Learning, collaboration, accountability

	Risk
	Bias, recency effect, compliance focus
	Metric overload (if poorly implemented)

	Strategic Alignment
	Often weak and delayed
	Real-time vertical & horizontal alignment

	Cultural Impact
	Control-oriented
	Growth and capability-oriented



Appendix : HR Strategy Integration Map

	Strategic Element
	HR Practice
	Link to Performance
	Link to Innovation
	Overall Impact

	Goal Alignment
	OKRs
	Ensures clear performance targets
	Encourages innovative goal setting
	Improves organisational focus

	Feedback Systems
	360-degree feedback
	Enhances performance evaluation
	Promotes collaborative innovation
	Builds continuous improvement culture

	Job Design
	Job Characteristics Model
	Increases motivation and productivity
	Encourages creativity and autonomy
	Boosts engagement and retention

	Workforce Flexibility
	Skills-based design
	Improves adaptability
	Enables cross-functional innovation
	Strengthens organisational agility





Appendix: Integrated Human Capital Architecture Model (Conceptual Alignment)
	System Component
	Purpose
	Strategic Outcome

	OKRs
	Strategic clarity & alignment
	Organisational responsiveness

	360 Feedback
	Behavioural development
	Leadership capability

	Enriched Roles
	Autonomy & integration
	Innovation accountability

	AMO Alignment
	Ability, Motivation, Opportunity
	Sustainable performance

	Cross-functional Governance
	Reduce silos
	Strategic coherence
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