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[bookmark: _Toc235186431]1. INTRODUCTION
The human capital issue facing the European smart-transport start-up, Helios Urban Mobility (HUM), with 450 employees in London, Berlin and Singapore, is threefold: an 8-month onboarding ramp-up, a falling employee engagement index of 54%, and a rising turnover of high-potential graduates. Unattended, these obstacles may compromise the strategic innovation agenda of HUM at a critical growth point. Commissioned as an External Strategic Human Capital Advisor, this report designs a targeted Human Capital Architecture (HCA) to address each challenge. Task A is a strategic socialisation framework, Task B is an innovative job design approach, and Task C is a personal reflective experience of AI decision-support use and professional development planning.

[bookmark: _Toc235186432]2. Task A: Socialisation, Identity and Business Activism
[bookmark: _Toc235186433]2.1 Critical Evaluation: Traditional Onboarding Versus Strategic Organisational Socialisation
Onboarding has historically been conflated with administrative orientation in organisations, which entails subjecting new employees to compliance training, system access, and policy orientation during the initial days of work. This transactional style is operationally necessary, but does not deal with the deeper psychological and social processes by which individuals are transformed into real committed organisational members. This difference is strategically consequential in the case of Helios Urban Mobility, whose average ramp-up time is eight months and the percentage of graduates who leave is still high.
The strategic organisational socialisation redefines the process of integration of new hires as a long-term, identity-constitutive process. The most recent evidence base, Bauer et al. (2025a), is based on a meta-analysis of 256 studies and proves that institutionalised, structured socialisation tactics, such as collective, formal, sequential, and supportive, are seen to outperform informal, individualised methods on role clarity, social acceptance, and decreased turnover intention. Importantly, the authors refer to social acceptance as the most crucial proximal adjustment measure, which has replaced task mastery as the initial early goal. This finding directly challenges the conventional onboarding logic that prioritises functional productivity over relational belonging. HUM has an 8-month ramp-up, which implies that new employees can develop task mastery in isolation, without social and psychological assimilation that hastens meaningful contribution.
Another explanatory theory is the psychological contract theory. Baruch and Rousseau (2019) reformulate the psychological contract in a multi-level career ecosystem, where new employees come to organisations with already developed expectations of mutual responsibilities - conditioned by recruitment messages and employer branding. Where organisations do not fulfil these perceived commitments in substantial early experiences, breach of contract happens at a fast rate, creating disengagement and voluntary exit. The weak socialisation and graduate attrition at HUM is not an exception to this trend: despite being hired on the promise of innovation and impact, newcomers face a poorly designed integration strategy that does not substantiate the employer value proposition. 
Bauer et al. (2025b) also add that disruption through technology, the hybrid work organisation, and increased loneliness among younger generations require that socialisation structures be clear about the newcomer's adaptability and connectivity. In the case of HUM, which is spread over three geographically distributed cities, this is a structural weakness that is not completely taken care of by traditional onboarding.
[bookmark: _Toc235186434]2.2 Structured Socialisation Framework for Helios
Based on the analysis above, a three-stage strategic socialisation framework is suggested, including pre-boarding up to year one.
Phase 1 — Pre-boarding (Offer Acceptance to Day One).  In their systematic review of the effectiveness of onboarding, Frögéli, Jenner and Gustavsson (2023) affirm that structured engagement before formal start dates enhances the effectiveness of early socialisation. HUM needs to implement a digital pre-boarding platform that offers new employees the company narrative on its mission, team overview, and a briefing on its AI-enabled transport portfolio. It should be assigned a culture buddy, an existing employee who embodies HUM values, at the offer stage to create relational anchors before Day One. This stage deals with the psychological contract in advance, harmonising the expectations of the newcomers with the organisational reality, before dissonance may develop (Baruch and Rousseau, 2019). 
Phase 2 — First 90 Days (Structured Integration). This is the critical period of social acceptance that is defined by Bauer et al. (2025a). HUM needs to adopt cohort-based onboarding, which entails grouping new employees in the three offices together for virtual and physical learning. Such a collective strategy leads to peer networks that cross site boundaries - right on point with the dispersed structure of HUM (Caligiuri et al., 2020). The weekly formal meetings of new employees with line managers should aim at clarifying roles, initial contributions, and socialisation as opposed to performance appraisal. The existing non-specific ramp-up curve should be replaced with a 30-60-90-day milestone framework, which will give visible milestones of progress and decrease the uncertainty that leads to early attrition.
Phase 3 — Year One (Identity Deepening). Socialisation beyond the first 90 days would have to shift to identity formation. Graduates should be exposed to the full value chain of HUM mobility systems, infrastructure analytics and city-government alliances, in cross-functional project assignments to develop systemic knowledge of organisational purpose. Mentoring relationships with senior leaders must be institutionalised, offering guidance and conspicuous organisational investment (Knight, Patterson and Dawson, 2017). Integration progress should be monitored with regular engagement pulse surveys, which, in turn, need to be benchmarked against the framework of meaningful work, voice, and line manager support by Bailey et al. (2017).
Table 1: Three-Phase Socialisation Framework for Helios Urban Mobility
Task A — Section 2.2   |   Source: Author's own, informed by Bauer et al. (2025a), Baruch & Rousseau (2019), Caligiuri et al. (2020) and Bailey et al. (2017)
	Phase
	Timeframe
	Key Activities
	Theory
	HUM Challenge

	Phase 1
Pre-Boarding
	Offer
Acceptance
→ Day One
	Digital pre-boarding portal; culture buddy assigned; mission narrative delivered; employer value proposition reinforced.
	Baruch and
Rousseau
(2019)
	Psychological contract alignment before dissonance develops.

	Phase 2
First 90 Days
	Days
1–90
	Cohort-based onboarding across three sites; 30-60-90 milestone framework; weekly structured line manager check-ins focused on social integration.
	Bauer et al.
(2025a);
Caligiuri et al.
(2020)
	Social acceptance; ramp-up reduction; cross-site peer network formation.

	Phase 3
Year One
	Months
4–12
	Cross-functional project assignments; formalised senior mentoring; engagement pulse surveys benchmarked against meaning, voice, and manager support.
	Knight et al.
(2017);
Bailey et al.
(2017)
	Identity deepening; graduate retention; sustained engagement above 54%.



[bookmark: _Toc235186435]2.3 Cultivating Organisational Identification, Ethical Professionalism, and the Business Activist Mindset
According to identity construction theory, employees incorporate organisational membership into their self-concept through an active, value-laden engagement over time, which has to be carefully designed, not assumed (Bailey et al., 2017). In the case of HUM, this requires internalising mission-focused stories at each of the three socialisation stages, articulating graduate roles to organisational purpose: empowering city governments around the world to provide cleaner, smarter urban mobility. Identification cannot be produced by a single induction episode; rather, it must be reinforced.
Ethical professionalism needs institutionalisation at the structural level in a rapidly scaling technology company. As Leicht-Deobald et al. (2019) show, data-driven environments undermine the moral imagination of practitioners unless an ethical deliberative practice is introduced via the transparent modelling of leadership and ordered team reflection. HUM needs to institutionalise these mechanisms as practice and not values.
Business activist mindset evokes the HR business partner role, which went from functional expert to strategic partner and societal value creator (Kim et al., 2025) to one that actively advocates for employees, communities and the environment, in addition to shareholders. Hambrick and Wowak (2021) affirm that stakeholder-alignment positions lead to higher identification and pride among purpose-driven graduates. The leadership of HUM should promote its urban sustainability mission as a core part of employer identity, which will provide the employees with an energising story to internalise and promote.

[bookmark: _Toc235186436]3. Task B: Job Design
[bookmark: _Toc235186437]3.1 Innovative Job Design Strategy
The traditional job design, with a defined role description and limited task assignment, is a core strategy mismatch at HUM, a tech-based start-up with decreasing levels of engagement and high turnover rates. The organisation needs the dynamic, evidence-based approach that deals not only with the structural job architecture but also with the agency of the employees in that structure. It suggests a three-pillar approach that combines the Job Characteristics Model, job crafting theory, and a skills-based architecture to develop a motivating environment that attracts and retains high-potential talent and maintains the capacity to innovate.
Pillar 1 — Job Characteristics Model. In the Job Characteristics Model (JCM), the theory recognises five fundamental dimensions that lead to intrinsic motivation: skill variety, task identity, task significance, autonomy, and feedback. They are operationalised by Bakker and Demerouti (2017) in their authoritative review of the Job Demands-Resources (JD-R) theory, which reveals that these job resources are the key to work engagement and intrinsic motivation. At HUM, graduate roles are probably defined by small task scopes in large technology delivery programmes - restricting skill range and diminishing task identity and meaning. Redesigning roles to add end-to-end project ownership, which holds engineers and analysts responsible for delivering identifiable outputs between the initial design and the live deployment, restores all five dimensions directly. Structured feedback systems, such as data dashboards to monitor project impact and citizen outcomes, serve to counteract the feedback deficit that Bakker and Demerouti (2017) note as the key to long-term continued engagement in knowledge-intensive jobs.
Pillar 2 — Job Crafting Theory. Whereas the JCM deals with job design that is initiated by the organisation, the job crafting theory appreciates workers as the creators of their jobs. In a cross-cultural meta-analysis, Boehnlein and Baum (2022) establish that job crafting (task, relational, and cognitive) can reliably enhance well-being and performance, although with significant cultural moderations, especially concerning the HUM workforce in London, Berlin, and Singapore. In particular, promotion-oriented crafting, by increasing the task scope and social resources, yields the most positive effects, and prevention-oriented crafting, by decreasing hindering demands, can paradoxically enhance burnout when inadequately handled. In the case of HUM, this fact justifies the introduction of orchestrated conversations into routine performance dialogues, allowing employees to broaden their roles to those areas of personal interest, develop cross-site collaborative relationships, and redefine their cognitive relationship to the urban sustainability mission of the company. Most importantly, Boehnlein and Baum (2022) warn that cultural context is a moderating factor in designing outcomes, and a global strategy should not be applied to all three HUM sites but should be differentiated. This subtlety is mostly missing in traditional job design interventions and is a significant competitive edge when well operationalised.
Pillar 3 — Skills-Based Architecture. The third pillar deals with a structural constraint of fixed roles of jobs in a rapidly changing AI-enabled industry. According to Kim et al. (2025), the algorithmic era of strategic HRM demands a paradigm shift -from workforce planning by roles to skills-based talent structures, whereby individuals are assigned work according to validated competency portraits and not job titles. In the case of HUM, this would involve creating a skills taxonomy to encompass not only technical areas such as AI systems, mobility analytics, and smart infrastructure, but also cross-functional skills such as stakeholder management, data literacy, and systems thinking. This taxonomy supports an internal talent marketplace so that employees can self-nominate for projects based on their developmental objectives, and graduate attrition can be mitigated by developing visible internal career paths and lessening the sense that meaningful advancement must be through external mobility (Caligiuri et al., 2020).
[bookmark: _Toc235186438]3.2 Stimulating Intrinsic Motivation and Supporting Innovation
The suggested three-pillar architecture explicitly aims at achieving the psychological states required for intrinsic motivation. In their extensive review of Self-Determination Theory (SDT) in work organisations, Deci, Olafsen and Ryan (2017) single out three fundamental psychological needs, autonomy, competence, and relatedness, as the universal requirements of autonomous motivation, well-being, and high sustained performance. All the pillars of the HUM proposed design respond to these needs: JCM-based role redesign enhances competence by meaningful task ownership; job crafting supports autonomy by employee-led role shaping; and skills-based marketplace fosters relatedness by cross-functional project work and cross-site network building.
Knight, Patterson and Dawson (2017) give meta-analytic support that job-crafting-based interventions yield reliable, but modest, increases in engagement - increases that are magnified when incorporated in a psychologically safe and supportive organisational climate. In the case of HUM, this highlights the significance of arming line managers with the ability to enable and not inhibit the design of behaviours in all three office sites. Bailey et al. (2017) also single out meaningful work and employee voice as the strongest antecedents of engagement - both facilitated by the suggested architecture through mission-linked role design and employee self-nomination in the internal talent marketplace.
The implications of the innovation are also important. The ability to create, test, and scale new solutions is a source of competitive advantage in an AI-enabled transport company. The psychological underpinning of creative risk-taking and exploratory behaviour is autonomous motivation that is promoted by the SDT-consistent job design (Deci, Olafsen and Ryan, 2017). The organisation facilitates the conditions in which high-potential graduates are not just retained but proactively fuelled by redesigning the job architecture of HUM to maximise autonomy, task significance and competency development to drive the urban mobility innovation mission.
[bookmark: _Toc235186439]4. Task C: Reflective Report
[bookmark: _Toc235186440]4.1 Using AI as a Decision-Support Tool Without Eroding Critical Human Judgement
Being an MBA student trying to build my practice as a future HR professional, I understand that artificial intelligence has great potential to improve the quality and speed of people-related decisions. I am, however, all too conscious of the fact that this potential has a lot of risk when AI is implemented blindly. As Bandara et al. (2025) illustrate, AI-based HRM systems often introduce historical biases into the algorithmic results, making them deliver decisions that disfavour certain demographic groups but appear to be data-driven and objective. This danger is found especially in high-stakes HR practices such as recruitment, performance evaluation, and succession planning, where algorithmic outcomes may supplant the situational, ethical, and relational rationale involved in making good human decisions.
Leicht-Deobald et al. (2019) present a strong argument, stating that algorithm-based HR decision-making jeopardises personal integrity by simplifying complex human situations to measurable variables and sidelining the moral imagination of HR practitioners. This argument will resonate with me. I am thus determined to have AI as an augmentation tool -one that reveals patterns, points out anomalies, and speeds up analysis- but one that leaves final decision-making in human hands. Practically, this implies questioning AI-generated suggestions sceptically, trying to determine the data inputs and the model assumptions underlying these suggestions, and proactively finding instances of cases where algorithmic outputs disagree with contextual knowledge or ethical standards. This view is supported by Bar-Gil, Ron and Czerniak (2024), who propose that ethical review processes should be integrated into the people-analytics workflows, which I would promote in my practice.
[bookmark: _Toc235186441]4.2 Personal Capability Development Plan
Considering the skills that will be needed to work successfully as a strategic HR professional in an AI-enabled, globally dispersed organisation like HUM, I have found four areas of development priority.
Data literacy is my most urgent developmental need. Abuzaid (2024) empirically shows that data literacy moderates the presence of meaningful organisational outcomes of HR analytics; when absent, practitioners may misinterpret dashboards and make incorrect conclusions. During the next 12 months, I will seek formal training in people analytics interpretation and data visualisation tools.
AI augmentation in HR involves my building working knowledge of the use of machine learning models in talent acquisition, monitoring engagement, and workforce planning. I will engage with practitioner programmes and emerging academic literature and critically assess capabilities and limitations (Kim et al., 2025).
Evidence-based HR recommendations require strategic influencing skills that convert them into board-level decisions. I will improve them by means of the established practice of stakeholder engagement, training as executives, and involvement in cross-functional projects.
The issue of global mobility awareness is becoming a non-negotiable aspect for HR professionals who serve multinational organisations. Caligiuri et al. (2020) list the following competencies of IHRM practitioners: cultural intelligence, international assignment management, and cross-border legal literacy. These capabilities will be developed systematically by engaging in targeted reading, international networking and exposure to cross-cultural projects.
Table 2: Personal Capability Development Plan
Task C — Section 4.2   |   Source: Author's own, informed by Abuzaid (2024), Kim et al. (2025) and Caligiuri et al. (2020)
	Capability
	Current Gap
	Development Action
	Timeline

	Data Literacy
	Limited ability to interpret HR analytics dashboards and draw reliable conclusions from people data.
	Formal training in people analytics interpretation and data visualisation tools over the next 12 months (Abuzaid, 2024).
	0–12 months

	AI Augmentation in HR
	No working knowledge of how ML models are applied to talent acquisition, engagement monitoring, or workforce planning.
	Engage with practitioner programmes and emerging academic literature; critically assess AI capabilities and limitations (Kim et al., 2025).
	6–18 months

	Strategic Influencing Skills
	Limited experience translating evidence-based HR recommendations into board-level decisions.
	Develop through structured stakeholder engagement practice, executive communication training, and cross-functional project contribution.
	0–12 months

	Global Mobility Awareness
	No direct IHRM experience across multi-country or cross-border legal contexts.
	Targeted reading, international networking, and cross-cultural project exposure to build cultural intelligence and IHRM competency (Caligiuri et al., 2020).
	12–24 months



[bookmark: _Toc235186442]5. Conclusion
This report has developed a tailored Human Capital Architecture to deal with the three key organisational challenges facing HUM. A strategic socialisation model (3-stage) is used to tackle the 8-month ramp-up and psychological contract violation causing graduate attrition. The motivational conditions that require lasting engagement and innovation are built through an integrated job design strategy that involves the combination of JCM principles, job crafting, and skills-based architecture. An AI reflective capability development plan places AI as a responsible augmentation tool in future HR practice. Collectively, these interventions position HUM to achieve a high-performing, committed workforce that can drive its urban mobility mission at scale.
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