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The transition to sustainable growth and development requires more than technological breakthrough. It implies conscious investment in infusion systems. With 450 employees in operation throughout London, Berlin, Singapore, Helios Urban Mobility now faces labor issues that are threatening to bring down its competitive edge: an eight-month average time to ramp-up, the engagement scores dropped to 54, and the attrition of the top potential employees is increasing uncontrollably. The report builds a strategic human capital framework that cuts across three pillars namely embedding the newcomers based on the purposeful socialisation and identity development.
[bookmark: _Toc235134603]TASK A: Socialisation, Identity & Business Activism
[bookmark: _Toc235134604]1.1 From Transactional Onboarding to Strategic Socialisation  
Van Maanen and Schein's tactical framework
[image: Six socialisation tactics (Van Maanen & Schein 1979) | Download Table]
Figure 1: Van Maanen and Schein's tactical framework
(Source: Houghton 2014)
According to Van Maanen and Schein (1979), there are six institutionalised and individualised socialisation tactics (sorted in a continuum). The methods of minimising ambiguity and promoting custodial reactions role include Formal, Collective, sequential, fixed, serial and investiture strategies. But the 1979 roots of the framework pre-digitised cohorts pre-suppose the physical location of cohorts and its applicability to the London-Berlin-Singapore structure of Helios with synchrony rituals and pre-determined sequencing means a logistical burden.Rather than that, individualised strategies accelerate innovation at the cost of uniformity and a chaotic start-up does not tend to demand more variance (Dwivedi et al. 2021).
Psychological contract theory 
[image: The Psychological Contract – Scouting Matters]
Figure 2: Psychological contract theory
(Source: Scouting Matters 2021)
The theory of psychological contract suggested by Rousseau (1989) illustrates that even during the early years, unwritten expectations that pertain to effort, reciprocity and fairness are crystallised. In the event of violation of these expectations in the initial weeks, breach is closely followed by disengagement, thus plausibly understanding the 54 per cent engagement score. Each insinuation of any recruiter undertaking, indicator of workload and the reply of the manager on this indicator leads to either binding or scaring away the new recruit.
Identity construction in high-growth contexts
Novices do not simply get acquainted with the tasks, but negotiate whom they are turning into within the firm. The social identity lens by Ashforth and Mael (1989) reveals that effort, advocacy and citizenship are the results that follow self-defining organisational membership. Strategic socialisation thus makes strategies, tactic, contract and identity all parts of the same design task in that entry is the basis of retention instead of a pre:formal step before the actual work.
[bookmark: _Toc235134605]1.2 A Structured Socialisation Framework for Helios  
Pre-boarding (offer acceptance to day one)
The offer-to-start window is just being wasted at the moment by Helios. The redesign reduces confusion and initiates the formation of psychological contracts through a Cornerstone LMS portal, which will provide realistic previews of the job offered, Videos of teamwork recorded, as well as a site-manager welcome and mobility industry pre-reads (Lynn et al., 2023). A named buddy makes contact within 72 hours after completing eight hours of structured buddy training; the People Experience team owns the content library and refreshes it quarterly.
The first ninety days
This stage puts into action in its entirety the institutionalised bundle provided by Van Maanen and Schein. The cohorts enter on set start dates and are mentored in series and have a sequence of milestones that are completed in equal stages, including technical skills, stakeholder mapping and exposure to city-government clients. Investiture is directed in terms of the ceremony of proclaiming the previous expertise of the newcomer as opposed to its dismantling (Ehwi et al. 2023). The scheduled feedback during appointment number thirty, sixty and ninety enables early revision of the psychological contract when expectations regarding the behaviour are still being established. The design addresses head-on the eight-month ramp-up issue by loading the role clarity, network density and confidence up front (Frögéli et al. 2023).
Year one
After four months, new workers begin to rotate cross cities between London, Berlin and Singapore, and they will be assigned client work, followed by becoming buddies themselves in month twelve.  The cycle is created with reciprocity: who received, became who gave. The hypothesis is justifiable in that it takes into account all three of the presenting problems at the same time: slow ramp-up occurring under structure, disengaging happening under the psychological contract fulfilment and the graduate attrition happening under identity anchoring at the point where quit decisions are most frequently made (Gunnesch-Luca 2025).


12-Month Implementation Roadmap
	Phase
	Months
	Actions
	Owner
	Monitoring

	Foundation
	1–3
	LMS build; buddy training
	People Experience Lead
	Monthly steer

	Launch
	4–6
	First cohort onboarding
	Site HR Managers
	30/60/90 reviews

	Scale
	7–9
	Cross-city rotations begin
	Talent Director
	Quarterly pulse

	Embed
	10–12
	Buddy handover cycle
	Chief People Officer
	Dashboard review
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Organisational identification
[image: The Nexus between Organisational Identification and Employees' Behavioural  Outcomes: Evidence from Ecotourism Businesses]
Figure 3: Organisational identification
(Source: Tayo Onijigin et al. 2023)
According to Ashforth and Mael (1989) identification grows stronger when membership is associated with distinctiveness, inter-group contrast, prestige and inter-group contrast. Helios is able to design these conditions and not wait until they happen. It has a common story that is created through the aim of decarbonising urban movement, making it unique. Cities partnerships are visible and provide prestige. Cross-site rituals (quarterly all-hands, shared design sprints, common visual language of internal artefacts) give the impression of an at least semblance of a coherent community even though space and time are torn apart (Soares et al. 2025).  
Ethical professionalism
Since Helios is the processing of data of citizens and the public infrastructure, the ethics cannot be assigned to a compliance role. All engineers, analysts and front office managers are expected to make ethical decisions as a part of their work. Introduction of a code of professional behavior occurs within the first ninety days, which is repurposed on a regular basis using rehearsals of dilemmas by use of cases akin to medical and legal training (Reale et al. 2023).  
The business-activist mindset
[image: HR role model by Dave Ulrich (Ulrich 1997)]
Figure 4: HR role by Ulrich
(Source: Long 2023)
The progressive development of the HR role, as proposed by Ulrich (1997) into a strategic and, more recently, an activist should serve as an example to the rest of the workforce. Some employees are supposed to be critical, not just to obey. The culture is developed in an organized module of stakeholder-capitalism, in the first year, which includes the clients of the city, citizens, regulators, investors and communities. Novices are given a stakeholder-mapping game whereby they spot an outcome in an ongoing project and suggest a caseable stand. Speaking up is handled as a skill and psychological security is secured by using clear norms and training of managers (Silva et al. 2025). 
Combined, belonging, ethics disciplines drive conduct, and activism outward energy. The three processes transformation of the socialised newcomers, into committed citizens who can represent Helios, and not just work there.
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The Job Characteristics Model.
[image: Hackman & Oldham's Job Characteristics model]
Figure 5: The Job Characteristics Model.
(Source: Zanini 2020)
The five dimensions are differentiated as skill variety, task identity, task significance, autonomy and feedback (Hackman and Oldham, 1976). the combination of these dimensions result in experienced meaningfulness, responsibility and awareness of results. Helios roles have been re-evaluated on these dimensions and redesigned at the point of weaknesses: the isolated dashboard workers are re-merged into small cells that deliver end-to-end to the named customer, and the task identity is restored, autonomy is expanded by team-level results-based deals that replace the micro-sprints, and the feedback is provided through periodic client demonstrations in place of annual reviews (Hadi El-Farr 2023). But the model was constructed based on 1970s production, as opposed to expertise work, and their meta-analyses indicate inconsistent contributions by the Growth Need Strength moderator, undermining the predictive validity in relation to the mixed-grade graduate and specialist employees of Helios.
Job crafting
According to Wrzesniewski and Dutton (2001), employees engage in boundary crossings such as crafting task, relational and cognitive boundaries, as a way of fitting well with their strengths and identities. Job crafting is a bottom-up complementary activity to the top-down redesign of Job Characteristics. Helios allows designing via quarterly one-on-one discussions during which employees suggest minor modifications to the process- such as assigning a task, forming a new relationship, reshaping purpose- and that raise engagement, and do not interfere with delivery. Managers are socialized to either approve or reject some proposals openly (Roczniewska et al. 2023). Nevertheless, risks manager resistance to independence where independence is threatening, and equity considerations where sure employees design more than quieter employees an effective way to increase the work and development gap.
Skills-based architecture and the internal talent marketplace
The third layer lies in structural. In the work of Helios, work is defined as bundles of skills and results and not given job titles. The profiles of employees skills are visible across the organisation and short assignments, stretch projects and gigs are made visible on an internal exchange across all three locations (Betty et al. 2026). A data scientist in Berlin can spend one-fifth of his or her time on a Singapore urban-planning proposal; a graduate in London can prototype an infrastructure project in Berlin (Christou and Piller 2024).
Implementation Challenges
The development of a skills-based market place in London, Berlin and Singapore is impeded. Technology infrastructure requires a huge investment in systems like Gloat or Fuel50, as well as incorporating them into the current HRIS systems. Only the line managers might object to giving out their own people in the name of stretching since they are exposed to the risk of not delivering on time and losing control of their teams (OCED, 2025). It is technically challenging to scale skills taxonomies across three locations in a consistent manner, because the role titles and definitions of competencies differ between countries and depending on local labour laws. The problem of time-zone difference makes it difficult to engage in synchronous work, and cultural diversity determines the desire to be nominated to work on oneself (Lauring and Jonasson, 2024). The privacy laws, especially the GDPR in Berlin, confine even more the manner and extent to which skills profiles may be saved, disseminated and advertised in public.
[bookmark: _Toc235134609]2.2 Stimulating Intrinsic Motivation and Innovation
Motivation
The proposed architecture is sensitive to the self-determination theory of Deci and Ryan (2000) that postulates that the highly intrinsic motivation flourishes when three psychological needs are met: autonomy, competence and relatedness. Autonomy is offered in work agreements that are outcome-based as well as an ability to design tasks within the limits agreed to. The skills-based marketplace that reveals stretch opportunities in line with the development goals and the inherent feedback mechanisms of the Job Characteristics redesign ensure competence creation because employees can note competence developing immediately, as opposed to waiting to check it at the end of the year. This cultivation of relatedness occurs via cohort based socialisation, cross-location rotation and small delivery cells with constant membership wherein a sense of belonging is an intention deed by work organisation (Chen et al., 2023). However, SDT has a Western cultural bias where the autonomy is perceived as a universally motivational aspect but collectivist culture like Singapore can be more motivated by relational concordance and group-approved end points and thus Helios needs to tune sensitively to the local culture by adjusting autonomy-based interventions in accordance with local cultural tendencies.
Extrinsic levers are not disposed but rearranged. Salaries are kept competitive and progressive pay scales are skills-based with capability development, as opposed to title inflation. Its shift in recognition to citizenship, the ethical rationale and sharing of knowledge strengthens the socialisation processes through Task A (Al-Suwaidi et al. 2025). The net effect is to have a system of unified motivation to the current mishmash of incentive programs being superimposed onto a broken system.
Innovation 
Innovation does not require an extra programme at Helios but results out of the same construction under two conditions. To begin with, psychological safety has to be ensured. Managers are taught how to accept constructive dissent and how to endure intelligent failure and do away with blame-focused post-mortems (Dong, Li and Hernan, 2024). In the absence of this, then autonomy will be a trap as the employees will do whatever they want but will talk in a tone of fear. Such safety will, however, require managers to believe that they are not vulnerable to punishment in the event of unsuccessful experimentation of a team, and that the top leadership must lead by example, and not attach promotional decisions to short-term failure indicators. Second workload cushions should be developed by means of guarded experimentation time, but it conflicts with utilisation objectives in terms of billable hours. Helios needs to explicitly waive experimentation time off of productivity scorecard and establish social-wide standards justifying their practice instead of managers trying to justify it on a case-by-case basis.
The internal talent marketplace is a faster method of enhancing innovation as it multiplies combinations. One traffic-modelling method investigated in London is unexpectedly tested in Singapore; a customer-engagement model developed in Berlin succeeds in other cities (Faqihi and Miah 2023).
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Figure 6: Experiential learning cycle by Kolbe
(Source: Kang and Martin 2018)
Concrete Experience
Upon reading, at the start of the article, the 54% engagement score of the member of the Helios group, I noticed a pattern that I had previously read of being new and just fall quiet in a couple of months and I was genuinely bad. This experience quantified my interest in ways AI could assist, not make decisions, dependent on human capital. The literature affirmed that AI accesses multitudes of data to determine the risk of attrition, talent shortage, suitability and ability trend of applicants. AI could also be used to identify that employees at Helios were becoming disengaged early, match them to opportunities inside the company and preempt strategy changes (Rodgers et al., 2022).


Reflective Observation
My thoughts about AI had been that most issues at the workforce can be objectively resolved, until I started thinking about variables that cannot be quantified by AI: individual experiences, culture, fairness and trustworthiness. A graduate can be considered an attrition risk by an algorithm, but it would be the manager who can make judgements related to reasons why they should be promoted or not. This was my area of blindness: I have over-valued technology and undermined contextual judgement. This reflection affirmed that automating decision-making restricts managerial discretion and results in automation bias (Jiang et al., 2023).
Abstract Conceptualisation
HR professionals in the future must be technologically literate and have the ability to reason critically. To be honest, I do not feel confident about reading the results of regression models and understanding statistical significance, which means that I could not debate AI suggestions. My negotiating behavior is to give in at the beginning rather than fight back and bring facts. I need to develop data literacy in the form of people analytics, statistical reasoning and visualisation, ethical governance, including the supply of algorithmic bias and regulation compliance (Miser and Sarioguz, 2024). It is equally important to have communication and negotiation skills to have power over executives but not to present findings.
Active Experimentation
I will also be registering for a free statistics course next week to develop an idea of regression confidence based on guided practice over a period of a week. In September 2026, I will start the CIPD People Analytics certificate which I will finish in March 2027. I will be placed to analyse actual HR datasets by December 2026. To empower influencing, I will take up some negotiation training and get mentorship under a senior HR business partner. Lastly, I will also seek to expose myself to cross-cultural projects in Singapore or Berlin where project exposure to cross-cultural aspects is applicable to distributed organisations such as Helios.



Personal Capability Development Plan
	Capability
	Current Level
	Target
	Actions
	Deadline
	Evidence

	People analytics
	Beginner
	Intermediate
	CIPD People Analytics certificate
	March 2027
	Certificate

	Statistical reasoning
	Limited
	Competent
	Online modules; HR dataset practice
	December 2026
	Portfolio

	Data visualisation
	Basic
	Proficient
	Power BI self-study; workplace use
	June 2027
	Dashboard prototype

	Negotiation
	Developing
	Confident
	Training; HRBP mentoring
	September 2027
	Mentor feedback

	Ethical AI governance
	Awareness
	Applied
	CPD workshops on bias, regulation
	March 2027
	Reflective journal

	Cross-cultural competence
	Limited
	Practised
	International project placement
	December 2027
	Project report
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