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[bookmark: _Toc234536089]1. Strategic Diagnosis and Design Principles
HUM is a geographically distributed start-up that depends on the combination of technical expertise, responsible innovation and public-sector credibility. Current indicators suggest growth is outpacing institution-building. Socialisation research differentiates adjustment (role clarity, task mastery, social acceptance and fit) from longer-term outcomes such as commitment, performance, wellbeing and turnover. The 8-month ramp-up time is a proximal measure of failure, while engagement and attrition are distal but cannot be assumed to be causal based on only three metrics of HUM (Bauer et al., 2007; Bauer et al., 2025).
[bookmark: _Toc234536090]2. Task A: Socialisation, Identity and Business Activism
[bookmark: _Toc234536091]2.1 Critical evaluation: traditional onboarding versus strategic socialisation
Traditional onboarding is typically short, compliance-led and information-intensive: contracts, policies, systems access, benefits and immediate task instructions. It is essential as omissions lead to legal, security and operational risk. However, it is frequently assumed that adjustments are a unidirectional flow of information from the organisation to the newcomer. This equates orientation with socialisation. Van Maanen and Schein demonstrate how organisations shape what newcomers know, as well as the identities and behavioural repertoire that they consider legitimate (Van Maanen and Schein, 1979; Klein and Polin, 2012).
There is no evidence to demonstrate that formal induction always yields better results. Interventions range from good to bad in terms of context; structured, supported on-the-job learning is more defensible than generic courses, and HUM should make investments in guided practice, not more information sessions.
A recent review and meta-analysis confirm that adjustment is interactionist: formal strategies must combine with newcomer proactivity, insider support, social acceptance and fit. HUM should standardise the architecture of experiences, not duplicate identical activities for engineers, analysts and client-facing personnel (Frögéli, Jenner and Gustavsson, 2023; Bauer et al., 2025). This approach is stronger for HUM because it connects organisational support with newcomer agency.
The psychological contract theory is used to strengthen the critique. Newcomers make inferences about the reciprocal obligations from recruitment messages, managers' actions, and initial resource decisions. The promise of "autonomy, rapid growth and public purpose" may be unfulfilled if graduates receive routine tasks, inaccessible managers or unclear career paths. Breach is not only a lack of satisfaction, but it also alters trust and the motivation to reciprocate.
Psychological contract formation is a personal creation, and culturally shaped, which means HR should not expect that expectations are understood the same way in London, Berlin and Singapore. Local sensemaking sessions should identify the differences in hierarchy, voice, feedback and work-life boundaries, and one HUM-wide standard is maintained in one mutual commitments canvas (Rousseau, 1989; Rousseau, 1995; Woodrow and Guest, 2020).
Citizenship can be encouraged by organisational identification, but a strong sense of identification can squelch dissent or make unsafe rule-breaking acceptable. HUM therefore needs to encourage ‘critical identification ’-pride in the mission and permission to ask how it is being carried out, particularly in relation to the use of AI, surveillance, infrastructure security and public value in decisions (Ashforth and Mael, 1989; Bednar et al., 2020). 
[bookmark: _Toc234536092]2.2 The Helios Citizenship Journey
The system operates from the date of the offer until month 12. HUM should develop and standardise the basic sequence for purpose, safety and ethics, with local People teams developing examples and social activities. It is a blend of collective experiences, individual role learning, managers and mentors, and fixed review points and flexible development routes. This offers uniformity of approach throughout sites while retaining specialist autonomy (Van Maanen and Schein, 1979; Saks, Uggerslev and Fassina, 2007; Bauer et al., 2025).
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The line manager is still the key figure, with others filling in the responsibilities: a local buddy will ensure that people feel a part of the group; a cross-city sponsor will help the group to remain linked to work and strategy; and the ethics lead will ensure that there is protection for challenge. This creates a sense of community identity without disregarding local values. This will improve the onboarding process by supporting the measurement of proficiency, voice and stakeholder impact, not attendance, but not solely based on manager opinion (Bauer et al., 2007; Klein and Polin, 2012; Bauer et al., 2025). 
[bookmark: _Toc234536093]2.3 Identification, ethical professionalism and the business activist
Identification is more a matter of credible experience than corporate storytelling alone. HUM should link the technical work to safer, cleaner and more inclusive mobility through immersions in the city system, end-user narratives and cross-location missions. Leaders also need to explain compromises around speed, model assurance, privacy, client requirements and accessibility. A contradiction-free identity is fragile. A recent digital start-up study connects ethical leadership, employee voice and organisational identity, but its cross-sectional, single-country design means HUM should use it as a hypothesis, not proof (Hosseini and Ferreira, 2023; Bednar et al., 2020). Broader reviews and regulations are more reliable for HUM’s multi-city risk context.
HUM should codify professional practices in a Responsible Mobility Charter covering safety, privacy, cybersecurity, algorithmic bias, accessibility, evidence integrity and environmental claims. Ethical competence requires more than awareness of the code: scenario rehearsals, pre-mortems, escalation routes, decision logs and protection for good-faith challenge are essential. Brown, Treviño and Harrison's social-learning theory warns that formal rules fail if leaders reward unsafe shortcuts. Conduct and outcomes should therefore be assessed in performance reviews (Brown, Treviño and Harrison, 2005; European Union, 2024). A likely challenge is target pressure, so escalation must be protected and safe conduct rewarded.
The ‘Business Activist' is someone who has an outside-in perspective: They know the business model and have a credible interpretation of external change and challenge decisions. In addition to the voices of the responsible customers, citizens, employees, regulators, partners and investors, HUM requires commercial evidence. This approach is better than a purely commercial approach as it is based on public legitimacy (Cayrat and Boxall, 2023).
Quarterly strategy challenge forums, commercial-literacy modules, stakeholder impact canvases and rotating council membership of an AI and Mobility Ethics Council should be incorporated into mechanisms. Owners should be assigned during the 90-day design phase, facilitators trained, and one forum piloted in each city during design; participation, escalated issues, and completed actions should be reported quarterly by the People Director (Ulrich and Dulebohn, 2015; Cayrat and Boxall, 2023).
[bookmark: _Toc234536094]2.4 Governance and evaluation
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[bookmark: _Toc234536095]3. Task B: Innovative Job Design
[bookmark: _Toc234536096]3.1 Critical synthesis of the design problem
The job design issue is a real problem – HUM must have a reliable delivery without being so constrained that specialists can't innovate. The Job Characteristics Model suggests that work motivates when employees employ different skills, feel a total contribution, perceive the importance of the work, have bounded autonomy and are provided with feedback. This could be done by using simple core objectives and allowing managers some autonomy with respect to the approach. Bounded job crafting enables innovation, but JCM stabilises the home role.
The Work Design Questionnaire includes social, knowledge and contextual factors. Managers should thus shape the whole work system (handoffs, information access, workload and collaboration) rather than just expand individual job descriptions (Hackman and Oldham, 1976; Morgeson and Humphrey, 2006; Parker, Morgeson and Johns, 2017).
Job crafting reverses this top-down approach and acknowledges workers as active shapers of task, relational and cognitive boundaries. Recent long-run meta-analyses find positive associations for promotion-oriented crafting with engagement, performance and satisfaction, but weaker or negative effects for reducing hindering demands; reverse causality also remains possible.
The unchecked crafting might externalise unattractive work, make it difficult to be accountable, and benefit the confident few. So, in the case of HUM, we need bounded, team-visible crafting (Wrzesniewski and Dutton, 2001; Tims and Bakker, 2010; Silapurem, Slemp and Jarden, 2024).
The evidence on skills architectures and talent marketplaces indicating an improvement in matching and mobility is still fragmented, and causal questions have yet to be answered. Challenges involve unclear skill signals, bias, obsolescence, and a lower level of worker protection. It should therefore not be HUM's job to be a matching engine in the marketplace, but to be institutional infrastructure (Ray, 2024; OECD, 2025; World Economic Forum, 2024).
[bookmark: _Toc234536097]3.2 Helios Adaptive Work Architecture
All staff to have a home role with a manager, or a professional community, and work split up into core outcomes, missions and learning. The default portfolio is 70% core accountability, 20% missions and 10% learning and ethical-professional contribution, with clearly defined deviation for operational roles. When describing a mission post, the following should be included: problem, outcome, time commitment, skills, sponsor and assessment. London, Berlin and Singapore employees should be tested to determine their definitions of autonomy, voice, feedback and availability for employees, and manager guidance and mission timing should be adapted, but common standards should not be (Parker, Morgeson and Johns, 2017; Deci, Olafsen and Ryan, 2017; Ray, 2024).
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[bookmark: _Toc234536098]3.3 The Helios Missions marketplace
Work products, peer validation, accredited learning and reflective evidence, etc., are maintained as evidence-based profiles by employees. While AI can suggest opportunities, every opportunity recommended by AI needs to be accompanied by matched skills and confidence levels; employees should be able to search on their own and have their profile corrected or set to not be used for unnecessary inferences  (OECD, 2025; Parent-Rocheleau and Parker, 2022; European Union, 2024).
Managerial talent hoarding is predictable as managers lose good players and benefits come down the pike later. The release of mission capacity should be done quarterly as part of workforce planning at HUM. Core service, safety and client milestones would be maintained, and managers would determine protected delivery periods, cover and approve missions. The normal allowance would be as much as 20%; during peaks, it can be deferred for up to 8 weeks, with a written reason and review by People-partner. Released capacity and repeated refusals should be displayed on the dashboard, and manager objectives should acknowledge the talent distributed across HUM. Evidence should be used in structured selection panels, and access and success should be audited by city, function, contract type and demographic group (Ray, 2024; OECD, 2025). Clear criteria, appeals and equity audits remain essential.
[bookmark: _Toc234536099]3.4 Intrinsic motivation and innovation
The architecture fosters intrinsic motivation through meeting needs of autonomy, competence and relatedness (SDT). Autonomy must not become abandonment, competence must not mean easy work, and relatedness must come from real mission and community. This combines work-content mechanisms, crafting agency and marketplace opportunity. But the theories are not mutually exclusive; a weak core role cannot be fixed through a marketplace, and an individual crafter cannot overcome chronic understaffing (Deci, Olafsen and Ryan, 2017; Hackman and Oldham, 1976; Wrzesniewski and Dutton, 2001; Ray, 2024). SDT is most useful because it shows that choice without support can become pressure.
Innovation depends on knowledge recombination, customer proximity and psychological safety, but diverse expertise only adds value when teams can use differences. HUM should use mission briefs, decision protocols, after-action reviews and trained facilitation. Psychological safety is not about comfort or lack of standards; it's about allowing people to take interpersonal risks and remaining accountable at the same time. Recent reviews show the field’s relevance but show conceptual overlap and methodological fragmentation, so HUM needs clear local measures rather than a generic score (Edmondson, 1999; Dong, Li and Roxas Hernan, 2024).
There is also a design risk with AI. Algorithmic systems can increase autonomy, but also reduce it through monitoring, task allocation and metric pressure.
Algorithms can thus serve as work designers, and research by the European Parliament suggests that algorithmic management might lead to greater work intensity even in cases where there is nominal human management. HUM should examine the AI at the task level, such as what tasks are automated, what tasks are augmented, what additional verification tasks are created, and who will have more or less discretion. Any productivity improvement that undermines the learning pathways for graduates would be a strategic loss (Parent-Rocheleau and Parker, 2022; Giering et al., 2025; European Parliament Research Service, 2025).
[bookmark: _Toc234536100]3.5 Implementation and experimental evaluation
A six-month pilot is to include two functions and one cross-city graduate cohort, plus matched comparison cohorts if feasible. HUM should prepare outcome definitions ahead of time and measure engagement, autonomy, learning, workload, network diversity, innovation cycle time and internal applications. Small sample sizes and non-random participation will restrict causal inferences, as the application of difference-in-differences analysis can further bolster inference. Unintended consequences and mechanisms must be identified through qualitative interviews and work diaries. Scale only when benefits are evident and no material equity or workload harms appear (Frögéli, Jenner and Gustavsson, 2023; Ray, 2024). Success should also be reviewed after 12 and 24 months through retention, mobility, client trust and ethics indicators.
[bookmark: _Toc234536101]4. Task C: Reflective Report and Capability Development Plan
[bookmark: _Toc234536102]4.1 Using AI as decision support without eroding judgement
I will extend, not outsource, professional judgement through AI. AI tools can be used for literature discovery, generating scenarios, coding of anonymised qualitative data, data quality review, skills adjacency suggestions, alternative explanations, etc. I won't use the results of a probability as a verified fact about an employee, and I won't have the model make any hiring, promotion, performance, disciplinary or termination decision without review. Epistemic assistance - seeing more possibilities - is not the same as moral or legal agency; human responsibility remains (OECD, 2024; European Union, 2024).
My seven-step decision protocol will ask: legitimate purpose; affected stakeholders; need for AI; data provenance and limitations; and performance or error differences across groups. Documenting the non-AI baseline and counterarguments requires meaningful human review by someone with authority and time to disagree, and providing explanation, correction and appeal.
Labelling a system 'human in the loop' is not enough when under pressure to approve the system. Using the evidence to reject the recommendation will be a direct challenge to automation bias and create a clear record of what evidence would make me reject the recommendation. (European Union, 2024; OECD, 2024).
In this assignment, I first used the output of AI as good summaries, but I found there were omissions and confident language that would reduce my judgment when I checked against the primary sources. The most difficult task was not giving in to polished outputs when deadlines made the verification seem to be a slower affair; it was a lesson that critical judgement is a practice and not a statement of policy. I also had some trouble turning around general concepts into decisions that managers could realistically make. The marketplace paradigm had a profound impact on my thinking, moving from ‘is this an innovative idea?’ to ‘who has the operational risk?’, ‘Who might be left out?’ and ‘What evidence is there to expand it?' I will be aware of AI usage, will keep confidentiality, will cite sources and will keep a decision journal for assumptions, rejected options, uncertainty and results(OECD, 2024; European Union, 2024).
[bookmark: _Toc234536103]4.2 Personal capability development plan
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SMART milestones are: month 3 – first outside-in brief submitted; month 6 – AI impact assessment and one reproducible pilot analysis completed; month 9 – two stakeholder workshops with at least 80% positive feedback; and month 12 – cross-city policy brief with at least 90% on a compliance checklist, reviewed by a mentor. Quarterly progress and corrective action will be recorded.
[bookmark: _Toc234536104]5. Conclusion and Implementation Priorities
A 90-day design period and 6-month pilot should be approved by the Board. During days 1-30, the People Director should verify the requirement for roles and decision rights; days 31-60, managers should complete training and the Responsible Mobility Charter; and days 61-90, HUM should publish the skills taxonomy and the pilot rules. Workload, equity and operational exceptions are reviewed every month with the steering group. The value should grow, shift or halt based on evidence of attainment in a pre-defined manner; it should be a credible model where talent, ethics and innovation are reinforcing each other (Frögéli, Jenner and Gustavsson, 2023; Ray, 2024; OECD, 2025; European Union, 2024). 
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[bookmark: _Toc234536106]Appendix: Evidence-to-Action Assurance
	Distinction criterion
	How the report addresses it
	Assurance built into implementation

	Extensive, current and credible literature
	Integrates foundational theory with 2023-2025 systematic reviews, meta-analyses, peer-reviewed studies and authoritative regulatory/policy sources.
	Annual evidence refresh; source hierarchy privileges systematic reviews, primary research and official texts.

	Critical awareness and nuanced judgement
	Identifies contradictory findings, causal limitations, context dependence, dark sides of identification, job crafting and internal mobility.
	Pilot and comparison design; qualitative mechanism testing; distributional reporting.

	Original application
	Proposes critical identification, mutual-commitments canvas, Helios Missions, anti-hoarding governance and task-level AI augmentation review.
	Predefined hypotheses and stop/scale criteria.

	Professional communication
	Board-focused report presentation, phased framework, governance tables, metrics, targets and Harvard references.
	The quarterly dashboard presents outcomes, equity, uncertainty, and learning.

	Source: Author-developed synthesis based on Bauer et al. (2025), Ray (2024), OECD (2024, 2025), and European Union (2024).
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Table 1. Helios Citizenship Journey

Pre-boarding:

acceptance to day

1

Days 1-30:
connection and
clarity

Days 31-90:
contribution and
voice

Months 4-6:
mobility and
contract review

Months 7-12:
citizenship and
impact

Realistic job and culture preview; digital
ethics and security primer; role sponsor
plus cross-city buddy; two-way
expectations canvas; work equipment
ready before arrival.

Two-day Helios Foundations cohort;
city-system immersion with users or
transport authority; stakeholder map;
30-60-90 contribution contract; weekly
manager check-ins.

Cross-functional Mobility Challenge Sprint
on a live problem; ethics scenario
laboratory; customer/citizen feedback;
day-60 and day-90 reviews.

First marketplace assignment or
shadowing; community of practice;
six-month psychological-contract
conversation; career options map.

Cross-city mission; peer mentoring;
strategy challenge forum; year-one Helios
Impact Narrative presented to stakeholders.

Recruiting manager
and People team

Line manager, ethics
lead and buddy

Sprint sponsor and
manager

Manager and career
coach

Business sponsor and
People partner

Signed
mutual-commitments
canvas; initial skills
profile; individual
adjustment needs.

Role scorecard; network
map; first pulse survey;
learning plan.

Demonstrated work
product; ethical
reasoning note; network
and capability review.

Updated skills evidence;
mobility plan; inclusion
and workload check.

Impact portfolio;
stakeholder feedback;
year-one review.

Expectation accuracy,
readiness and early
trust.

Role clarity, social
acceptance, task
significance and
psychological safety.

Task mastery, perceived
fit, credible contribution
and voice.

Development visibility,
competence and
retention.

Identification, business
activism, internal
employability and
citizenship.

Source: Author-developed, informed by Van Maanen and Schein (1979), Rousseau (1995), Saks, Uggerslev and Fassina (2007), and Bauer et al. (2025).
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Median time to validated role
proficiency

8 months

5 months

Use role-specific evidence; do not substitute
manager confidence for competence.

Engagement

At least 68% overall; 72%
among year-one entrants

Report distribution by city, function, gender and
career stage, not only the mean.

High-potential graduate
regretted attrition

Establish verified
cohort baseline

30% relative reduction

Separate voluntary, involuntary and unavoidable
exits; conduct structured stay and exit interviews.

Day-90 social acceptance and
role clarity

New measure

80% favourable

Triangulate survey with network and milestone data.

Responsible voice

New measure

Rising speak-up and
resolution rates

A higher number of concerns may initially indicate
greater trust, not deteriorating ethics.
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Mission-based core
roles

Nork Arcl

Organise work around end-to-end city
outcomes, with multidisciplinary teams
owning discovery, design, deployment
and learning.

Task identity and significance;
recombination of technical, commercial
and user knowledge.

Named accountable owner; safety and
data-governance gates; explicit
interdependencies.

JCM enrichment

Increase coherent skill variety, outcome
autonomy, multi-source feedback and
direct stakeholder contact.

Meaningfulness, responsibility and
knowledge of results support autonomy
and competence needs.

Avoid indiscriminate task loading;
quarterly workload and cognitive-load
review.

Bounded job crafting

Quarterly role-canvas conversation
covering tasks, relationships, cognitive
framing and skills, with team visibility.

Person-job fit, agency and proactive
improvement.

Protect essential and undesirable
work; the manager is trained to support
lower-power employees.

Helios Missions
marketplace

Advertise 6-16 week projects, shadowing,
mentoring and vacancies by required and
learnable skills.

Choice, development visibility,
cross-boundary networks and faster skill
deployment.

Protected capacity; transparent
selection; appeal route; equity audit;
anti-hoarding rule.

Living skills
architecture

Four domains: technical, business,
human and responsible-innovation skills;
evidence-based proficiency levels.

Makes growth legible and permits
adjacent-skill matching.

No inference solely from digital
exhaust; expiry dates and employee
correction rights.
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Table 4. Personal Capability Development Plan

Capability

Data and causal literacy

Al augmentation and
governance

Strategic and
commercial acumen

Strategic influencing
skills

Global mobility
awareness

12-month action

Complete advanced modules in
statistics, experimental design,
data visualisation and workforce
analytics.

Develop competence in
prompting, model evaluation, bias
testing, privacy, procurement and
impact assessment.

Study mobility economics, public
procurement, finance, strategy
and platform business models.

Practise stakeholder mapping,
facilitation, negotiation and
evidence-based storytelling.

Compare employment, cultural,
data-protection and mobility
requirements across the UK,
Germany and Singapore.

Application project

Evaluate the HUM pilot using a
defined theory of change and
sensitivity analysis.

Create an HR Al assessment
template and test it on a
skills-matching prototype.

Produce a quarterly outside-in
people-risk briefing for a
simulated board.

Lead two workshops where
participants hold conflicting
interests.

Produce a cross-city
mobility-risk and onboarding
brief for a hypothetical Helios
assignment.

Evidence/metric

Reproducible analysis; data
dictionary; ability to explain
uncertainty to non-specialists.

Documented red-team tests,
model card and human-oversight
workflow.

Clear link between workforce
choices, stakeholder value and
commercial outcomes.

Participant feedback and
observed ability to challenge
without polarising.

Accurate comparison of legal and
cultural risks; practical mobility
checklist reviewed by a mentor.

Review
point

Quarterly
peer review.

Six and 12
months.

Quarterly.

After each
workshop.

Six and 12
months.

Source: Author-developed, informed by OECD (2024), European Union (2024), OECD (2025), and World Economic Forum (2025).
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