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The problem of Helios Urban Mobility, however, is strategic – eight-months newcomer ramp-up, engagement at fifty-four per cent and the loss of its most promising graduates. The blueprint, developed by an outside Strategic Human Capital Advisor the firm's human capital architecture and centers it around three interconnected levers. Task A re-constructs organisational entry as a kind of identity work that generates committed organisational citizens. Task B re-imagines work to unleash intrinsic motivation and innovation by offering enhanced roles and job crafting, plus a skills-based talent marketplace. The Task C is a critical reflection on how to enhance, not replace, human judgement with artificial intelligence, as well as the author's own development plan.

	


Table of Contents
1. Introduction	1
2. Task A: Socialisation, Identity and Business Activism	1
2.1 Why transactional onboarding is failing Helios	1
2.2 A socialisation blueprint as identity work	2
2.3 Identification, ethical professionalism and the activist HR mindset	3
3. Task B: Job Design for Motivation and Innovation	4
3.1 A motivational core: self-determination and job characteristics	4
3.2 Job crafting and the limits of top-down design	4
3.3 Skills-based architecture and an internal talent marketplace	5
3.4 From motivation to innovation	6
3.5 Measuring the architecture	6
4. Task C: Reflective Report	7
4.1 Augmenting, not outsourcing, human judgement	7
4.2 A personal capability development plan	8
5. Conclusion	9
6. References	10


[bookmark: _Toc232514240]1. Introduction
The European smart-transport start-up, elios Urban Mobility, with its head office in London, works in 2 cities – Berlin and Singapore – with a team of 450 people creating AI-powered electric mobility solutions for cities. Some of its biggest issues include a lengthy ramp-up period for new hires (8 months), 54% employee engagement, and the high number of high-potential graduates that are leaving. This report suggests a human capital architecture that connects socialisation, job design, and responsible use of AI using theory-based measurable interventions.
[bookmark: _Toc232428853][bookmark: _Toc232428895][bookmark: _Toc232514241]2. Task A: Socialisation, Identity and Business Activism
[bookmark: _Toc232428854][bookmark: _Toc232428896][bookmark: _Toc232514242]2.1 Why transactional onboarding is failing Helios
Helios's eight-month ramp-up is a hallmark of transactional onboarding, wherein orientation, paperwork and system access are done once and done (Frögéli, Jenner and Gustavsson, 2023). Strategic socialisation, on the other hand, is the way newcomers alleviate uncertainty and learn the attitudes, relationships, meaning and so on that make them effective, however, and recent research on newcomer socialisation emphasizes that structured support, consistent mentoring, feedback loops, which are now often supplemented by AI onboarding platforms, are what reduce ambiguity and fasten adjustment (Bauer et al., 2025). van Maanen and Schein's tactics are placed in the choice, and Saks et al.'s meta-analysis confirms that institutionalised tactics lower role ambiguity, role conflict, and the intention to quit, but they also might cause a newcomer to become “custodial” in orientation, a state that accepts the status quo (Gruman, Saks and Zweig, 2006). For an innovation-led company, it's a real dichotomy because what helps them adjust, also helps them to conform the graduates, and the question is not whether to institutionalise or not, but how to structure and free them over time. To sum up: Institutionalised socialisation increases role clarity while decreasing role innovation, as measured on the same level of evidence; and a business which sells novelty cannot afford to stifle it. The stakes are clarified by the psychological contract, as the relational and balanced contracts, as proposed by Rousseau, positively influence engagement, while a breach in the contract during an entry period negatively influences engagement (Soares and Mosquera, 2019). Gallup reports that engagement is lowest in Europe and Helios' fifty-four per cent indicates that the promises of development and belonging are only partially being fulfilled (Gallup, 2026). It is therefore one problem, rather than three: an entry experience that doesn't turn good hires into dedicated employees rapidly enough.
[bookmark: _Toc232428855][bookmark: _Toc232428897][bookmark: _Toc232514243]2.2 A socialisation blueprint as identity work
The blueprint in Table 1 assumes that the first year is devoted to identity work, not induction (Didion et al., 2024). A realistic role preview, a civic mission and a buddy, pre-boarding shares Helios's civic mission with newcomers, which kickstarts the development of a self-concept that is connected to the firm, even before day one. The first 90 days are also characterised by a 30/60/90 feedback cadence, and making visible contributions on days 1-30 because identification occurs when people make meaning of their role and enact it; evidence indicates that a meaningful self-definition in relation to the organisation enhances commitment (Afshari, 2023). The entry is then deliberately opened up to individual tactics with rotation and mentoring in Year one which re-licenses graduates to question and reshape their roles, countering the custodial drift that entry can cause. Explicit ownership through each phase includes talent acquisition pre-boarding, line manager during first 90 days, and a reverse-mentoring between the graduate and a mentor with an executive sponsor in year one, signaling that their perspective is valued and helping to identify graduates earlier. For new hires, they should also be given a set of learning milestones tailored to their new roles and a map of peers and early project tasks connected with Helios's civic work. This would eliminate the passivity and make the first year more developmental. Progress should be monitored at each point of the checklist, not just to measure performance, but also to uncover areas of unmet expectations or weak belonging/support gaps at an early stage, before they become the reason for a person to leave the organisation. This is a justified design as it is a sequenced arc, belonging is constructed at the moment of greatest risk of newcomer turnover and linked to a measurable signal, allowing for socialisation to be managed against evidence not assumption.
	Phase
	Core mechanisms
	Theory anchor
	Success signal

	Pre-boarding
	Civic-mission framing; realistic preview; buddy
	Uncertainty reduction; psychological contract
	Day-1 readiness; early identification

	First 90 days
	Cohort induction; 30/60/90 feedback; early contribution; reverse mentoring
	Institutionalised tactics; identity enactment
	Ramp-up to 4–5 months; feedback ≥4/5

	Year one
	Rotation; mentor and sponsor; shift to individualised tactics
	Role innovation; organisational identification
	12-month retention ≥90%; engagement ≥65%


Table 1: A phased socialisation blueprint for Helios.
[bookmark: _Toc232428856][bookmark: _Toc232428898][bookmark: _Toc232514244]2.3 Identification, ethical professionalism and the activist HR mindset
A warm welcome isn't enough to sustain identification. A decadal review is supported by organisational backing and effective communication, which foster identification and reduce turnover, and Helios should rely on a blueprint coupled with clear leadership and tangible recognition (S and Christopher, 2024). In a firm that uses the data of the city, ethical professionalism needs to be designed in: If roles include data-ethics and responsible-AI expectations, then the ethics of integrity becomes a norm of the profession, and the literature on analytics warns against privacy, integrity, and algorithmic bias being risks that can and will occur unless they are deliberately addressed (Cho, Choi and Choi, 2023). The “business activist” mindset mirrors HR's transition from an administrative to a strategic function, and research about the HR business-partner function indicates that HRBPs are often responsible for championing internal corporate social responsibility, treating employees with responsibility (Stankevičiūtė and Kalvaitienė, 2023). This is in line with stakeholder thinking, as the Business Roundtable's re-stated purpose is to create opportunities for communities and employees and not just shareholders (BR, 2024). But, as Harrison, Phillips and Freeman warn, it is important that the idea of accountability must be backed by action, otherwise, such statements can be empty promises (Harrison, Phillips and Freeman, 2020). Helios should therefore provide graduates with stakeholder impact goals, and a real voice, measured not simply announced – if these are included in socialisation, then the new graduates will be committed citizens whose ethical and civic values are embedded in them, rather than being bolted on later, as capable citizens who are critical are quickly disaffirmative of the latter. This means activism becomes a habit, rather than just one of the values that organisations say they have.
[bookmark: _Toc232428857][bookmark: _Toc232428899][bookmark: _Toc232514245]3. Task B: Job Design for Motivation and Innovation
[bookmark: _Toc232428858][bookmark: _Toc232428900][bookmark: _Toc232514246]3.1 A motivational core: self-determination and job characteristics
Helios graduate attrition is partially a problem of motivation and job design can help. The spine comes from self-determination theory, and a recent meta-analysis by Deci et al. (2025) demonstrates that meeting autonomy, competence and relatedness leads to engagement, performance and satisfaction, whereas meeting needs frustration leads to burnout and turnover (McAnally and Hagger, 2024). The Job Characteristics Model by Hackman and Oldham translates this to the dimensions of job design: skill variety, task identity, task significance, autonomy and feedback increase meaning, responsibility and knowledge of results, a 2025 study confirms that these dimensions contribute to work engagement (Cotič et al., 2025). The model is put into practice for Helios's engineers and analysts with autonomy over technical approach, end-to-end ownership of city deployments and feedback with live dashboards, as detailed in Table 2.
[bookmark: _Toc232428859][bookmark: _Toc232428901][bookmark: _Toc232514247]3.2 Job crafting and the limits of top-down design
Designed-in characteristics are important but fixed. Job crafting fills this by providing agency to employees in the following ways: Tims and Bakker's model describes the process of finding structural resources and challenges and the social resources as a way to engage employees in their jobs, which is reducing any impediments to effectiveness; and a time-lagged study found that engagement and job crafting were linked in a reinforcing gain spiral, increasing performance and well-being (Robledo, Zappalà and Topa, 2019). Helios needs to be able to create through workshops and flexible goals but with an added bit of "but" to that, if the difficulty is only lowered to "friendly" levels, user engagement and motivation will be reduced, and managers need to make sure they push towards resource acquisition and challenge acquisition. Job crafting therefore enhances autonomy and person–job fit, but if it is not managed and coordinated with other team members – and led by team‐capable goals and coaching – it can lead to role fragmentation and inconsistencies within teams (Güçlü Nergiz and Unsal-Akbiyik, 2024).
[bookmark: _Toc232428860][bookmark: _Toc232428902][bookmark: _Toc232514248]3.3 Skills-based architecture and an internal talent marketplace
Helios needs to reengineer its job-based structure to a skills-based structure (Eaton et al., 2023). By replacing degrees and titles with skills, the field of internal mobility, retention and customised development becomes possible, and graduates often lack the skills needed on arrival — a problem directly addressed by Helios' ramp-up solution (McKinsey And Company, 2022). Adopted by an increasing percentage of companies, an in-house talent marketplace can help connect employees to live projects and opportunities that align with their skills and career goals, helping to foster mobility and retention. Three risks that need to be addressed instead of ignored — managers being reluctant to let go of talent, and skills data that "decay," is confirmed by research, which found employees are often unaware of internal projects that managers think may be available (University of Phoenix, 2023). So the marketplace only increases mobility when managers are motivated to let go of people who have talent and when the skills data is up-to-date, it fails quietly when managers cannot, or do not want to, release the best people or when data gets stale. Helios should therefore ensure that manager rewards are linked to sharing talent, that key but unsexy jobs are rotated and that the taxonomy of skills is updated regularly. 
	Design lever
	Motivational basis
	Helios application

	Enriched role design
	JCM: variety, identity, significance, autonomy, feedback
	End-to-end ownership of city deployments; live dashboards

	Need satisfaction
	SDT: autonomy, competence, relatedness
	Choice over method; mastery pathways; cross-site teams

	Job crafting
	Proactive resource- and challenge-seeking
	Crafting workshops; flexible objective-setting

	Skills marketplace
	Mobility, growth and skill recombination
	Project matching across London, Berlin and Singapore


Table 2: Translating motivation theory into Helios job design
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[bookmark: _Toc232428862][bookmark: _Toc232428904]These decisions make motivation into innovation. Helios' product has made its way into the world of exploration through need-satisfying, crafted and mobile roles, roles that grant the autonomy and mastery that motivate exploration, as does a study of autonomy and feedback, both of which are linked to everyday idea generation, on which Helios' product relies (Suhandiah et al., 2023). It's not additive, it's cumulative: an enriched design boosts the natural motivation, personalises it, and the marketplace expands this level of engagement throughout London, Berlin and Singapore. The central take for Helios is that job design is a strategic capability to be governed and measured, not an administrative tidying up; and Table 3 provides the indicators used to track the impact of job design. The architecture is a way to support Helios in exploiting existing systems in a fast moving mobility market while simultaneously exploring new ones, the organisational ambidexterity required in such a market (Saleh, Durugbo and Almahamid, 2023).
[bookmark: _Toc232514250]3.5 Measuring the architecture
Each lever is anchored to a measurable outcome in Table 3 on the outcome dashboard to maintain the accountability of the blueprint. These clues enable the Board to assess progress at known checkpoints against Helios' three presenting issues, and to take action at an early stage if targets are not being met.
	Indicator
	Baseline
	12-month target
	Cadence

	Time-to-full-productivity (ramp-up)
	8 months
	4–5 months
	Monthly cohort

	Employee engagement
	54%
	≥65%
	Annual survey

	12-month graduate retention
	Not tracked
	≥90%
	Quarterly

	24-month graduate retention
	Not tracked
	≥80%
	Bi-annual

	Internal mobility rate
	Not tracked
	≥15% p.a.
	Annual

	Onboarding feedback (30/60/90)
	Not tracked
	≥4/5
	Quarterly


Table 3: Outcome dashboard for the human capital blueprint
The HR business partner is responsible for the dashboard, which is reported to the Board quarterly, and line managers are responsible for measures related to ramping up and onboarding feedback, as well as the people-analytics lead responsible for engagement and mobility data, and talent acquisition for the retention tracker: This division matters because evidence-based HR comes not from data collection, but from the discipline to act on them (Lee and Lee, 2024). In the event of a missed target, Helios should conduct a structured review instead of just repeating the goal, pinpointing the cause from 30/60/90 and exit interview data, test a targeted countermeasure in the impacted population or site, and re-measure at the next review date before scaling up: If one is missing or failing to engage or retain regularly, then there is a need to reconsider the fundamentals of the lever rather than making small changes.
[bookmark: _Toc232428863][bookmark: _Toc232428905][bookmark: _Toc232514251]4. Task C: Reflective Report
[bookmark: _Toc232428864][bookmark: _Toc232428906][bookmark: _Toc232514252]4.1 Augmenting, not outsourcing, human judgement
I will use AI to complement and not replace my judgment. The HR literature has a new phrase for that: automation to augmentation, whereby AI takes care of pattern finding and the human players make contextual and ethical decisions in a human-centred model of the HR model (Berg and Johnston, 2025). This is important because people often react differently to AI: some studies indicate that having humans in the loop reduces the risk of bias and promotes procedural justice when making decisions with AI systems, and others point to what has been called algorithm aversion-joy, which refers to the tendency to rely excessively on AI for difficult decisions while giving up on it once a visible mistake occurs. For myself, my downside is a lack of critical evaluation of the quantitative output of a clean AI system. So, my protection is to treat the recommendations I'm given on selecting or exiting from a human being as a hypothesis that I wish to test, have an individual in the loop for choices that involve people, and record my reasoning for each call. Another profound finding from the systematic evidence on AI in HRM is that algorithms can decrease certain biases and increase others, making oversight essential (Úbeda-García et al., 2025). A bigger hazard that I need to be aware of is automation complacency, where a convenient suggestion surreptitiously supplants investigation, and so also labeling that bias is a safeguard. In other words, while AI can assist HR decision making, it can re-create and even exacerbate bias when humans are lax in their monitoring, and an examination of the ethics of AI in HRM says that bias and privacy issues continue to plague algorithmic decision making unless firms use explainable models and incorporate human oversight (Soleimani et al., 2025). 
[bookmark: _Toc232428865][bookmark: _Toc232428907][bookmark: _Toc232514253]4.2 A personal capability development plan
I have four capabilities and I'm working from a realistic understanding of what I am incapable of. For data literacy, I will be able to read basic dashboards but feel fairly uncertain about predictive people-analytics; thus, I will be working on open datasets, doing some work with people analytics, and will look for feedback from a mentor on a monthly basis on how I am interpreting the data (World Economic Forum, 2025). In HR, I am not able to audit for bias, so I would need to wait and take part in a live audit, and go through responsible-AI training before using any tool for a selection decision. For strategic influencing I will work on presenting data and increase my time on a higher and higher level of influencing stretch presentations by ensuring an executive sponsor to get closer to the role of a strategic partner. My experience with global mobility is primarily a one-country experience, and I will work towards developing comparative employment-law and cross-cultural competencies across Helios' London, Berlin and Singapore locations via structured virtual rotation, seeing each location as a constant, ongoing, lifetime learning experience and reviewing progress with each quarter.
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Helios is not a programme that needs to be renewed, it needs an architecture that is more coherent. Reconstructing entry as identity work creates engaged, ethical and activist citizens; re-imagining work as job crafting and the skills marketplace unleashes intrinsic motivation and innovation that the firm sells; and augmenting human-judgement with carefully modified and controlled AI ensures fairness and competence. These moves need to be one unified system, with clear indicators of success, and they can help to shorten the ramp-up, speed engagement, and hold the graduates who are the future of Helios.
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