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[bookmark: _Toc234923993]Executive Summary
A smart-transport start-up with 450 employees in London, Berlin and Singapore, Helios Urban Mobility (HUM) is outgrown by its human capital structure. Five years of rapid growth have led to an 8-month ramp-up for new hires, 54% employee engagement and disproportionate attrition of high-potential graduates. These three symptoms are addressed as a single design problem, rather than three separate ones, as an external Strategic Human Capital Advisor. Task A asserts that HUM's transactional onboarding is inconsistent with organisational socialisation theory (Van Maanen and Schein, 1979) and the psychological contract (Rousseau, 1995) suggesting an onboarding process that unfolds over a period of time, and incorporates an Ulrich-style “business activist” mindset appropriate to HUM's public-sector client base. Task B redesigns job architecture utilizing the Job Characteristics Model (Hackman and Oldham, 1976), Job Crafting theory and an internal talent marketplace to bring intrinsic motivation and innovation capacity back. Task C is a reflection of the use of AI in this report, including the disciplined and judgement-preserving usage of this technology, and outlines a personal capability development plan.
[bookmark: _Toc234923994]1. Introduction
Helios Urban Mobility is the developer of electric mobility systems and smart-infrastructure analytics based on AI for city governments. It has 450 employees across three different locations, in different labour markets, languages and regulatory frameworks. The baseline indicators are summarised in Figure 1, and have been generated by five years of rapid scaling, which has exceeded the organisation's human capital systems. The Board has asked this report to identify and reset the organisation's human capital architecture – from the point of view of induction of new employees (Task A)  once they have been hired, how they are designed (Task B)  and how HR can apply AI responsibly in doing so (Task C).
[image: ]
Figure 1: Helios Urban Mobility  current-state indicators (baseline)

[bookmark: _Toc234923995]2. Task A: Socialisation, Identity and Business Activism
[bookmark: _Toc234923996]2.1 Traditional Onboarding versus Strategic Organisational Socialisation
Traditional onboarding sees the first months of a new employee's life as an administrative event paperwork, access to systems, and a compliance-based induction, separate from the development of a sense of role. Organisational socialisation theory redefines this process as the extended one in which new employees learn the social knowledge and skills needed to take on an organisational role (Van Maanen and Schein, 1979). Van Maanen and Schein's six tactics collective/individual, formal/informal, sequential/random, fixed/variable, serial/disjunctive, investiture/divestiture offer a lens for HUM's eight month ramp up. An onboarding process that has no socialisation agent and no sequence of experiences is effectively informal, random, and disjunctive  newcomers are left to their own devices to determine what it means to the role, and they will usually learn this at a different pace and in a less consistent manner than a structured process. The lack of implementation is not a minor one, as a recent bibliometric review of 452 socialisation studies found that psychological contracts and newcomer-supervisor interaction as well as the shift toward digital and virtual onboarding are the current dominant research fronts in the field (Didion et al., 2024), and HUM has largely manual and site-by-site approach, which is in fact already behind where the evidence base has moved.
The psychological contract  an employee's implicit beliefs about the mutual obligations between themselves and their employer (Rousseau, 1995)  is where traditional onboarding's weaknesses become measurable. If early role expectations are ambiguous, then new hires develop partial expectations based on incomplete signals, thereby increasing the likelihood of a later perceived breach of contract. The direct, evidenced pathway to HUM's attrition problem from onboarding is supported by the findings of Mosquera and Soares (2025) who found that the effects of onboarding on turnover intention are mediated by organisational identification and workplace well-being, accounting for more than 65% of the variance in turnover intention  and Snyman et al. (2023) found that organisational justice and trust mediate the relationship between the perceptions of psychological contracts and the outcomes of retention. Taken together, these studies indicate that HUM's high potential attrition is not likely to be addressed through pay or perks—it appears more likely to stem from onboarding that offers a newcomer a "clear and credible" narrative about their role in the organization.

[bookmark: _Toc234923997]2.2 A Structured Socialisation Framework for Helios
Table 1 summarises the shift proposed for HUM, and Figure 2 sets out the resulting three-phase framework.
	Dimension
	Traditional Onboarding (Current State)
	Strategic Socialisation (Proposed)

	Duration and focus
	Single induction week  compliance and systems access
	Continuous process, pre-boarding to month 12

	Van Maanen and Schein (1979) tactics
	Informal, random, disjunctive
	Formal, serial, investiture

	Ownership
	HR administration only
	Buddy, line manager and HR jointly

	Primary outcome tracked
	Induction completion
	Role clarity, identification, job embeddedness


Table 1: Traditional onboarding versus strategic organisational socialisation at HUM
[image: ]
Figure 2: Helios Urban Mobility socialisation framework (pre-boarding → first 90 days → year one)

Pre-boarding starts two weeks before the start date, when role clarity documents, portal access and a named buddy are given to the students, thus filling the informal/random gap before day one – this type of digital pre-boarding is independently associated with more role clarity on arrival (Bauer et al., 2025). The first 90 days is an intentional application of serial and investiture tactics a mentor is assigned (rather than newcomers being “sorted out” on their own) and there are deliberate 30/60/90-day check-ins that affirm rather than remove the identity the newcomer brings (investiture, rather than divestiture). However, given that HUM is a multi-location project taking place in three different cities, this phase also calls for intentional cross-site immersion, such as a brief virtual placement with a peer team in another city, to avoid the usual phenomenon of site-specific socialisation which otherwise would occur in a purely local process. Year one moves from induction to embeddedness, with a continued mentoring relationship, and with the addition of a proposal to become embedded through the internal talent marketplace (Task B). Each phase is explained by the specific gap it aims to address, which is what traditional onboarding does not address at all..
[bookmark: _Toc234923998]2.3 Mechanisms for Identification, Ethical Professionalism and the Business Activist Mindset
Socialisation alone is a measure of adjustment, but not of identification, ethics or strategic contribution. Three additional mechanisms are suggested.
· Organisational identification:   HUM's triple site system may create three separate identities instead of one. The “One Helios” story is woven throughout all onboarding touchpoints, reinforced by the cross-site rotation described above and provides a shared anchor for new hires beyond their own office.

· Ethical professionalism: The staff at HUM are also making public-interest decisions, such as how to share mobility data, earlier in their career than most start-up staff. Onboarding should contain a clear, scenario-based ethical-decision making process for public sector data usage – it should be taught in the first 90 days of work, and not through informal learning.

· Business activist mindset: While internal efficiency is important, Ulrich's changing HR business partner model posits that HR, as well as the entire organisation, needs to be a service for a variety of stakeholders - not just efficiency (Ulrich, 2024). A 'credible activist' is a business, data-literate, and challenging one' (Ulrich, 1997). This competency does not belong just in the HR department for HUM.


 it belongs with new hires to turn a city government's needs for its stakeholders into decisions on product and process. This is a link to stakeholder capitalism, which suggests the idea that organisations are responsible to a network of stakeholders – not just shareholders (Freeman, 1984) – and that there is intrinsic value in multiple forms of capital  human, social and environmental (Biancone et al., 2024).
Stated in this perspective, the graduate attrition, which HUM experiences is potentially a purpose problem, or one that relates to socialisation speed, namely graduate students who have not yet been able to understand how their work is connected to a broader mission of a stakeholder. It is not an add-on to the socialisation 'structure' outlined in section 2.2 but a deliberate design choice to incorporate this thinking into that structure.
[bookmark: _Toc234923999]3. Task B: Job Design
[bookmark: _Toc234924000]3.1 A Job Design Strategy for Helios
The five dimensions of the Job Characteristics Model (skill variety, task identity, task significance, autonomy and feedback) create three psychological states (experienced meaningfulness, experienced responsibility and knowledge of results) that lead to internal work motivation and performance (Hackman and Oldham, 1976). Yet for HUM, the model suggests that the narrow definition of job roles assigned during the onboarding process – especially in a rapidly growing start-up – may, unsurprisingly, be structurally incompatible with task significance and autonomy. Table 2 identifies the current level of fit between HUM's work design and each of the dimensions of JCM, and the redesign recommended in the following section.
	JCM Dimension
	Current State at HUM
	Redesigned State

	Skill variety
	Fixed role scope defined at hire
	Skills-based profile  marketplace project rotation

	Task identity
	Narrow task ownership within one site
	End-to-end ownership of marketplace projects

	Task significance
	Limited visibility of city-government impact
	Direct stakeholder exposure via rotations

	Autonomy
	Assignments made by manager
	Employee-initiated moves  protected crafting time

	Feedback
	Annual review only
	30/60/90-day check-ins plus project feedback


Table 2: Job Characteristics Model (Hackman and Oldham, 1976) applied to HUM
The main idea is to move away from job-based structure to a skills-based structure with an internal talent marketplace. By considering skills, technical, human and potential, instead of jobs as the fundamental structure for work organisation, Deloitte's mass study of skills-based organisations suggests that talent can flow to where it is needed (Deloitte, 2023). In the case of HUM, this translates to a data analyst currently based in Berlin who has a proven track record in public-sector stakeholder engagement who can rotate to a Singapore project for infrastructure-analytics without having to be fully re-hired and directly gaining skill variety and task identity. Such a scenario is not hypothetical the sector has seen an increase in internal-candidate fill rates from 32% to 39% from 2023 to 2024. HUM's attrition rates are coming from their highest-potential graduates – the population that will be most likely to value visible growth and therefore make it a retention goal instead of content with generic engagement efforts.
Without a skills-based architecture it's still a top down solution. Adding the bottom-up layer to this, as posited by the job crafting theory, employees actively mold the task, relational or cognitive dimensions of their work to align with their aspirations and abilities (Wrzesniewski and Dutton, 2001). HUM was able to design a space dedicated to job crafting, which protected time for employees to pursue process-improvement projects on their own – an ideal match for a business operating in an AI-driven analytics space, where employees have a lot more autonomy to pursue their own projects.
[bookmark: _Toc234924001]3.2 Stimulating Intrinsic Motivation and Innovation
The causal chain of the JCM is relevant here autonomy leads to the experienced responsibility, and feedback leads to knowledge of results (Hackman and Oldham, 1976). The added value of the proposed skills-based marketplace is to give employees more autonomy to select project moves, as opposed to having them assigned, and the new socialisation framework's 30/60/90 day check-ins (section 2.2) provide the structured feedback loop that is currently missing. They work together to increase all three psychological states instead of working on just motivation.
Job crafting research provides a motivational mechanism in addition to the job design. According to a self-determination theory model of “need crafting” (Olafsen, Marescaux and Kujanpää, 2024), job crafting can be seen as satisfying basic psychological needs for autonomy, competence and relatedness, and over time, job crafting and self-concordant goal attainment reinforce each other. A one-off onboarding intervention would not necessarily lead to a compounding effect for HUM giving high-potential graduates space to develop their roles could help to boost their motivation, and greater motivation could then help them to develop their roles. More recently, job crafting has been directly associated with the outcome that is most important for HUM (job performance – task) Nergiz and Unsal-Akbiyik (2024) showed that job crafting had a mediation effect on job performance – task and work engagement, meaning that a graduate who is actively crafting his/her job is less likely to search for promotion from within and is more likely to perform his/her job.
Innovation is like that. The secret to HUM's competitive edge is in the knowledge and ideas it generates by bringing together existing project and site knowledge, not in one specific job. So, the skills based marketplace is not just a retainer tool, it's also an innovation tool – it broadens the scope of the problems and the solution patterns that any given employee encounters, and that's what feeds the innovation process. This design also reinforces what was proposed in Task A HUM's three markets give employees an exposure to a variety of stakeholder settings where the business-activist mentality is most relevant, which the talent marketplace is meant to deliver.
The design isn't risk free, though. Equity is crucial as sector evidence indicates that senior staff are significantly more likely to move internally compared to junior staff – a marketplace may be just further evidence of HUM's attrition issue rather than a solution. The marketplace is therefore not a refinement of transparent visibility and consistent selection criteria are a precondition. In combination, Task A's socialisation system and this job design are not two distinct interventions, but one system that is dealing with the issues of ramp-up, engagement and attrition, all of which are symptoms of HUM.
[bookmark: _Toc234924002]4. Task C: Reflective Report
[bookmark: _Toc234924003]4.1 Using AI as a Decision-Support Tool Without Eroding Judgement
I was delighted to be able to use AI to help with the preparation of this report, in particular to proofread, though my analysis. This is not to be taken for granted as the research on AI-driven decision-making in HR is far from uniformly positive. A recent experimental study of AI-supported personnel selection by Malin et al. (2024) revealed that the use of AI-generated information by decision makers did not truly enhance their selection skills, but rather influenced their search behaviour and the quality of the selected candidates. In a systematic review of AI-based HR decision making, Taslim (2025) concludes similarly, that AI's impact on decision quality is not necessarily positive, and is dependent on the level of preparedness and AI knowledge within the organization. Practitioner data is confirming this, as three-quarters of HR professionals, according to SHRM (2025), believe that AI will make the role of human judgement more important, rather than less, over the next five years, with AI being good at pattern-match, but lacking in contextual, ethical judgement required for HUM's public-sector work.
In the context of my own practice, using AI-generated content as a rough draft or second thought to be verified against original sources is a better approach than using it as a source of authority, and it's important to be explicit like this section was, about the use of AI vs not. The discipline remains the same as the one suggested for HUM's business-activist mindset, in section 2.3 judgement remains with the person responsible for the result.

[bookmark: _Toc234924004]4.2 Personal Capability Development Plan
Four capability areas follow directly from the gaps this report exposed.
Data literacy: HR decisions in this report rely on interpreting engagement, attrition and retention metrics correctly, and I intend to build structured practice interpreting HR dashboards rather than relying on top-line figures alone.
AI augmentation in HR: since the World Economic Forum (2025) identifies AI and big-data literacy as the fastest-growing skill category globally, I plan to develop enough technical fluency to evaluate AI-based HR tools critically rather than adopt them uncritically, the same discipline argued for in section 4.1.
Strategic influencing skills: Ulrich's “credible activist” competency (Ulrich, 1997) requires being grounded in the business and willing to challenge, which I intend to build by seeking stakeholder-facing project exposure rather than HR-only assignments.
Global mobility awareness: HUM's three-market structure is a reminder that HR decisions rarely transfer cleanly across jurisdictions, and I plan to deepen my comparative understanding of employment practice across markets relevant to my own career, rather than assuming a single “best practice” applies everywhere.
Together, these four areas connect the analytical work of this report to my own postgraduate employability, treating the assignment as practice for the judgement it argues HUM's own new hires need to develop.
[bookmark: _Toc234924005]5. Conclusion
HUM's eight-month ramp-up, 54% engagement and high-potential attrition are presented as three separate problems  this report has argued they are one architecture problem, addressed through a phased socialisation framework, a skills-based job design, and disciplined AI-supported decision-making. None of the three is sufficient alone socialisation without redesigned jobs produces well-adjusted employees with nothing meaningful to do, and skills-based job design without socialisation produces mobile employees with no organisational identity to anchor them. Implemented together, they target the same underlying gap  an unclear, unreciprocated psychological contract  from three directions.
[bookmark: _Toc234924006]
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Figure 2: Helios Urban Mobility — current-state indicators (baseline)
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Figure 1: Helios Urban Mobility socialisation framework (pre-boarding — first 90 days — year one)





