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Introduction
NexSpace Health Systems (NHSX) now employs some 600 staff in the United Kingdom, India and the United Arab Emirates, and is developing AI-driven technologies for the healthcare sector. So, its strategic issue is not just about labour efficiencies: hierarchical decision-making, lack of experimentation, silo mentality, talent attrition and expectation of high performance are all at risk of impairing the human capabilities that enable innovation. This report puts forward the following two interrelated systems: the Adaptive Innovation Work System which addresses the question of work organisation; and the Talent Growth Ecosystem which addresses the question of capability development. The last section is dedicated to the reflection of the responsible use of Artificial Intelligence in the HRM and proposes a personal capability plan.
Task A: Designing Innovative Working Practices
Traditional work design often revolves around centralisation, deintegration and standardisation of jobs, in order to increase control and predictability. Administrative functions can come in handy within a regulated healthcare technology where accountability, documentation and quality assurance are additional concerns. But, too much hierarchy can create long decision making lines and inhibit discretionary decision making. However, contemporary systems of High Performance Work Systems (HPWS) that include: Staffing, Development, Participation and Performance  package these together and the role is one of situationally interpreted employee behaviours: performance-focused systems can lead to more engagement, but also higher performance expectations can negatively impact wellbeing (Alfes, Veld and Fürstenberg, 2021; Qi et al., 2021). So it is important that NHSX don't confuse “high performance” with increased work intensity.
High-Involvement Work Systems (HIWS) are better aligned with NHSX's innovation problem as they share information and voice and influence in decision making. Evidence suggests that HIWS are associated with innovative behaviours and team creativity via team involvement, shared leadership, and team member self-leadership (Song, Gu and Cooke, 2020; Li et al., 2022). However, non-representative engagement is tokenistic participation, and uncoordinated self-determination is duplication. Agile work offers a lost in the middle solution: iterative cycles, retrospectives and self-organised teamwork can enable proactivity and performance, while acting as agile controls are supposed to be enabling guardrails and certainly not bureaucratic gates (Junker et al., 2022; Lill and Wald, 2021). So NHSX must not be a hierarchy-free workplace, but instead an operation with bounded autonomy.
The proposed Adaptive Innovation Work System (AIWS) combines four muscle reinforcing practices. In the first, there should be cross-functional product-and-clinical “mission cells” within NHSX through to which software, AI and data, clinical, cybersecurity, regulatory, customer and commercial know-how flows. Every cell should have a particular patient or provider capability outcome and their backlog and measurable delivery targets over an 8–12 week cycle. This minimises the loss of functional handoffs and makes specialist interdependence apparent. Experts can be added to temporary problems solving guilds, and the team need be reasonably stable to allow trust to be built. Agile evidence suggests that velocity practices and proactivist norms are beneficial to the overall performance of the team, but maturity is important so it is recommended to provide facilitation to the new cells before measuring their velocity (Junker et al., 2022).
Second, hybrid working must not be created for the purpose of attendance quotas but for collaboration needs. There should be a two-level rhythm: teams use a place to work individually in a focused way, while decision moments in which teams try to accomplish new things and discover new content are a set aside, so as are retrospectives and moments of social learning. While hybrid work is capable of increasing employee satisfaction and boosting retention without impacting their productivity, large-scale remote work arrangements can inadvertently create more siloed collaboration networks (Bloom, Han and Liang, 2024; Yang et al., 2022). The focus should thus be on NHSX measuring outcomes, not presenteeism, but network health. Core hours of collaboration should be overlapping between UK team, Indian team, UAE team but there should be switches between them so that the burden of changing is not with one of the geographies forever.
Third, Managers move from Approval owners to context setters. Mission cells should select methods, role assignments, experimentation within explicit clinical-safety/privacy boundaries and budgets and regulations. According to self-determination research, the autonomy, competence and belongingness fosters more quality motivation and wellbeing especially if technology affects the way of working (Gagné et al., 2022). But being autonomous is not being abandoned. Managers need to streamline purpose, eliminate obstacles, incorporate fast escalation and review risks at agreed levels. This is a blend of innovation and healthcare accountability.
Fourthly, NHSX requires a digital collaborative and knowledge structure. Decision, design rationales, experiments, results reuseable code, clinical evidence and lessons learned should be all part of a single searchable workspace. Routine coordination should be done through (asynchronous) updates and richer synchronous channels should be used for ambiguity (and creative work, conflict). For virtual-teams research, both social and structural and technological factors are needed to enable knowledge sharing and not simply additional software (Natu and Aparicio, 2022; Tietz and Werner, 2022). 
Another feature to consider when designing is flexibility. Flexible working will be worth having only if workers are given real freedom over working times and locations, and interdependence issues are addressed directly. The remote-work evidence discusses autonomy as a resource; communication difficulty as a risk along with loneliness and work-home interference (Wang et al., 2021). So for NHSX, we should think flexibility in terms of different roles, not as the blanket policy: working in a lab, for clinical validation or at the security end of things might mean more constraints on location is necessary than software design. Equivalent not identical flexibility and development opportunities should be a standard for fairness. This also embodies a sociotechnical principle where: technology, task, people and structure must be optimised. Well-designed tools can offer greater autonomy and feedback with technology, but poorly designed monitoring can turn technology into increased control (Parker and Grote, 2022).
Deliberate connection across boundaries should be established too in the AIWS. The experiment should be compared across mission cells quarterly through innovation forums and each mission cell should designate a liaison to two neighboring cells. This is important because if distributed teams are efficient internal resources to them may be lost that transmit new information in weak ties. The goal is not to create more meetings, it's to create a network that's intentional and allows individuals to share information outside of that realm or team. Success should therefore be measured along with delivery measures and include the proportion of reusable knowledge assets adopted by another cell, and the time that it takes to solve the cross-team dependencies.
The implementation should be done in stages. Three pilot mission cells should be executed for 1/4 cycle, baseline- and post-pilot measures are decision lead time, experiment throughput, cross functional dependency delays, employee autonomy, psychological safety, knowledge reuse, wellbeing and voluntary turnover intention. A joint steering group should break down the barriers to system and not necessarily micro-manage. Scaling should be based on evidence and practices adjusted according to the nature of the function needing a higher degree of separation of functions. The causal logic of performance is thus bound as follows: cross-functional ownership means fewer hand-offs, hybrid rhythms mean more flexibility but also improved knowledge sharing, bounded autonomy means quicker decision-making at a local level and digital knowledge systems mean do less. All the above mechanisms should, together, make for faster innovation, retention and agile organisation with no loss of control.
Task B: Breeding an Environment Where Talent May Grow
The training provision challenge is not the only one facing NHSX when it comes to talent. When employees don't see the growth, they give up; managing to balance a performance expectation with a wellbeing ethos is a real challenge for managers. Hence, it is important for a talent ecosystem to link learning, psychological state, mobility of jobs and leadings of the job design. However, since talent management is context-specific, a single programme found globally wouldn't be suitable for workers who are based in various labour markets and have different professional domains (Gallardo-Gallardo, Thunnissen and Scullion, 2020). The architecture for the proposed Talent Growth Ecosystem (TGE) is common and parts of the ecosystem can be locally tailored and adjusted.
The first foundation is the infrastructure of a learning-organisation. The processes needed for the organisational learning are leadership, culture, structure, communication, technology and HR practices, functioning as a chain and not as independent courses (Alerasoul et al., 2022). NHSX should produce a quarterly list of capabilities, current and emerging, across: Generative AI, Machine learning assurance, Clinical safety, Cyber security, Product discovery, Data governance and International collaboration. Mission Skills matrices would then be kept by each mission cell and gap learning times devoted. 
The second is psychological safety. Here, innovation would be enabled by employees being able to raise uncertainty, assuming risks and make false starts without it being a loss. While not synonymous with comfort or lack of accountability, psychological safety is linked to learning, voice and performance with evidence from meta-analytic and systematic review findings (Frazier et al., 2017; Newman, Donohue and Eva, 2017). NHSX managers should: Start a review by asking, "What evidence could demonstrate that you are wrong?" Make them make statements of senior opinions with the knowledgeable objections, including the precautions and standards that apply to well-intentioned solutions that fail, instead of negligence. Retrospectives should be a way to distinguish between learning and blaming, yet must provide documentation of responsibilities in safety critical work.
Growth & strengths - third foundation. According to Liu and Tong (2022), employees who feel capability can grow and who are assisted to apply their strengths productively are more likely to introduce innovation. But ‘growth mindset' can also border on rhetoric if the workloads don't allow for learning, or the promotions are not clearly transparent. Therefore, NHSX should make development visible: There should be a six month capability goal for each employee; the employee should have a mentor outside their reporting line; and the employee should receive feedback on development based on evidence. Internal transfers, skills development and talent retention should be part of the assessment of managers in addition to delivery targets. 
Fourth, NHSX should put job crafting and internal mobility into practice at a systemic level. The studies of job-crafting suggest that employees can proactively change aspects of work, specifically task, relational, and cognitive dimensions, which are generally associated with positive results for performance, satisfaction and engagement (Rudolph et al., 2017; Zhang and Parker, 2019). Given operational needs, employees should be empowered to negotiate about ten per cent of role capacity to work at stretch, shadow or work on problem-solving project. There should be a transparent internal talent marketplace, where projects, both short and longer-term, can be advertised across country and function. This would offer possibilities of growth without having to leave NHSX in the name of variety -- to posts with more rewarding opportunities -- as was the case for the high performers. In the health care world, mobility still needs to adhere to competency and access controls.
Fifthly learning should be backed by high-quality employee experience. Employee experience is defined by the order of employee interactions with work systems, managers and digital experience, not just benefits (Batat, 2022). AI-facilitated HR systems can tailor the support that is available for learning and career growth; however, technology should complement, not replace, human assistance (Malik et al., 2023). A skills platform could help NHSX to send recommendations to employees of courses they could benefit from, mentors and project opportunities based on an employee's profile, which is controlled by the employee. Recommendations should be reported back, challenged and reviewed for gender equality, geographical equality, contract-type equality, function equality [equal opportunity].
Sixth, wellbeing and performance should be treated as integral outcomes. HPWS evidence cautions that the identical performances can be perceived as a helpful investment or a management pressure (Alfes, Veld and Fürstenberg, 2021). NHSX should implement quarterly workload reviews, recovery norms post high release workloads, protected focus time and focus performance manager training during performance conversations. Overtime is not considered to be necessary for career development.
Including only a “high potential” approach in the TGE should be avoided. It can enhance the possibilities of transfer along the generations, but investment focused on a small group of entrepreneurs can also be an indicator that there is limited opportunity to develop and reduce the foundation of capabilities that are needed for cross-disciplinary innovation. NHSX needs to differentiate between two things: a role's criticality is not human value: scarce or safety critical capabilities may be targeted for investment, but all employees should have clear and open access to opportunities for learning and feedback, and internal opportunities. This differentiated and inclusive approach is supported by contextual talent research which identifies that talent systems are contextualised by organisational strategy and labour market conditions, there is not one universal definition of talent (Gallardo-Gallardo, Thunnissen and Scullion, 2020). 
Governance should be based on Talent Council lead by HR with business, technical and regional representation. Should check up capability gaps, succession risk, internal mobility, learning equity and retention quarterly. Managers would be given a snap scorecard of the ‘talent health' and elusive individual data would be kept access-restricted. 
Task C: Reflective Report
The benefit of using AI in HRM is its ability to bolster human decision making, not replacing it as an authority. It may summarise workforce information, identify trends, create scenarios, match individuals' skills to opportunities, decrease administrative workload and more. But HR choices have consequences for dignity, opportunity and livelihoods; historical data can perpetuate discrimination; random indicators can mask bias; and it is possible to have false confidence in apparently precise outcomes (Köchling and Wehner 2020; Hunkenschroer and Luetge, 2022). This, however, depends on human oversight, restrictions on automation, data minimisation, and challenges and mechanisms where algorithms are tested for bias and through transparent criteria in algorithmic HRM (Meijerink et al., 2021). Technical efficiency is not sufficient; fairness, employee reactions, empathy and professional judgment must be a part of the decision making process (Tambe, Cappelli and Yakubovich, 2019; Charlwood and Guenole, 2022).
The value of AI for HR is greatest when it extends the range of questions HR can ask, not the most narrow ones that are numbers. Use of people analytics to look at patterns of retention, skills and mobility patterns, can also lead to more surveillance, reductionism and undeserved certainty when the results of the analysis are seen as objective truths (Giermindl et al., 2022). To me, this is a reminder of the importance of embracing evidence along with the context, ethical considerations and a focus on direct engagement with employees.
There were three of these that were instructive. The first step is to leverage AI to extract meaningful information from the assessment requirements and connect them to my outline sections.My inaugural step was to use AI to understand the assessment requirements and link these elements to my outline sections. I found that to be useful to pinpoint the problem but also to become mindful of how much information was lacking in the original assessment brief for us to rely on as the basis of our AI response, so the assessment brief is the correct guide to follow and in the end, the AI may not always be sure. Secondly, I ran experiments to innovate and collaborate, grow talent and ensure wellbeing organised in alternate ways. The ideas were put under a sharp focus with suggestions that drove the idea stream, yet some of these were very generic, and required to be challenged within NHSX's global healthcare-technology context. What I also learned is that they do not allow AI to do the structuring of the submission (assessment guidance), so this reinforces the need to check the rules of what is allowed before using a tool. Third, Hiring an artificial intelligence to review my own draft in the approved capacity of a proofreading tool helped me to identify grammatical and syntactical problems. This makes it clearer, but I still had to make a decision about whether the recommended rephrased version maintained my meaning and evidence.
I have a Plan of Support for my personal abilities with 3 priorities. For the next three months, I will read two papers every week, which have been published in the HRM and work-psychology literature, and make notes on research question, research method, limitations and implications. I will be working on responsible people-analytics capability over six months, practising how data quality checks work, checks for fairness, as well as what data decisions need to be taken by people. 
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