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Designing a Human Capital Architecture for Strategic Renewal at Helios Urban Mobility
Introduction
In today’s knowledge-driven economy, human capital is a key source of competitive advantage. Organisations operating in fast-changing and technology-focused industries must ensure that their people's management practices support innovation, adaptability, and long-term success. Effective human capital management is therefore not simply an operational activity but a strategic priority that influences organisational performance, employee engagement and business sustainability (Deloitte, 2024; Ulrich and Dulebohn, 2015).
Helios Urban Mobility (HUM) is a European smart-transport start-up with approximately 450 employees located across London, Berlin and Singapore. The company develops AI-enabled electric mobility solutions and smart infrastructure analytics for city governments. Although HUM has achieved rapid growth during its first five years, expansion has created several workforce challenges. These include weak organisational socialisation processes, employee engagement levels of only 54%, and high turnover among talented graduate recruits.
Such issues are particularly significant because HUM operates in a sector where innovation, collaboration and employee commitment are essential. Research shows that ineffective onboarding, poor organisational identification and limited development opportunities can reduce engagement, weaken innovation and increase employee turnover (Saks and Gruman, 2018; CIPD, 2024). This report evaluates traditional onboarding and strategic organisational socialisation approaches and proposes a framework to strengthen employee integration, organisational identification, ethical professionalism and business activism within HUM.

Task A: Socialisation, Identity and Business Activism
Traditional Onboarding versus Strategic Organisational Socialisation
Traditional onboarding is primarily concerned with helping new employees become operationally effective. It typically includes induction sessions, policy briefings, compliance training and introductions to organisational systems. While these activities provide essential information, they often focus on administrative requirements rather than long-term employee integration (Bauer, 2010).
Many organisations still view onboarding as a short-term event that occurs during the first few days or weeks of employment. However, contemporary research suggests that successful onboarding should be treated as an ongoing process that extends throughout the first year (Klein, Polin and Sutton, 2021). This is particularly relevant for HUM, where employees currently take around eight months to reach full productivity. Such lengthy adjustment periods indicate weaknesses in knowledge transfer, relationship building and cultural integration.
Van Maanen and Schein’s (1979) organisational socialisation framework provides a useful foundation for understanding how organisations shape employee attitudes and behaviours. Their model identifies several socialisation tactics, including formal and informal approaches, collective and individual experiences, and structured or flexible pathways. Although the framework remains influential, modern workplaces have changed significantly due to hybrid working, global teams and digital collaboration. As a result, organisations must balance structured socialisation with flexibility and employee autonomy.
For HUM, the problem appears to be insufficient structure rather than excessive control. Rapid growth may have resulted in inconsistent onboarding experiences across locations, leaving employees uncertain about organisational expectations and career opportunities. A more strategic approach is therefore required.
Psychological contract theory further explains why socialisation influences engagement and retention. Rousseau (1995) describes the psychological contract as the unwritten expectations that exist between employees and employers. When employees believe that promises regarding development, support or career progression have not been fulfilled, they may experience a psychological contract breach, leading to lower commitment and increased turnover intentions (Conway and Briner, 2005).
This issue is particularly relevant to HUM’s graduate recruits. Many graduates expect meaningful work, learning opportunities and career development. If these expectations are not met, they may seek opportunities elsewhere. Modern employees increasingly value employability, continuous learning and purpose-driven work rather than long-term job security alone (De Vos and Rousseau, 2022). Consequently, HUM must ensure that socialisation processes clearly communicate development opportunities and organisational values.
Identity construction theory also highlights the importance of socialisation. Employees develop professional identities through workplace interactions and organisational experiences (Alvesson and Willmott, 2002). In knowledge-intensive organisations, individuals often identify more strongly with their profession than with their employer. Engineers, data scientists and software developers may therefore prioritise professional communities over organisational loyalty.
Strategic organisational socialisation helps address this challenge by linking professional identities to organisational goals. Rather than simply teaching employees how to perform tasks, it encourages them to understand their role within the broader mission of the organisation. For HUM, this means connecting technical work to sustainable urban mobility, responsible AI and positive societal impact.
Compared with traditional onboarding, strategic socialisation offers several benefits. It strengthens organisational commitment, improves retention, accelerates integration and aligns employee purpose with organisational objectives.
A Strategic Socialisation Framework for HUM
To overcome its current challenges, HUM should implement a three-stage socialisation framework consisting of pre-boarding, the first 90 days and year-one integration.
Phase One: Pre-Boarding
Socialisation begins before an employee’s first day at work (Saks and Gruman, 2018). HUM should therefore introduce a structured pre-boarding programme that reduces uncertainty and builds early engagement.
New employees should receive access to a digital onboarding platform containing information about the organisation’s mission, culture and sustainability goals. Interactive content such as leadership messages, employee stories and project examples can help create an early connection with the organisation.
Each employee should also be assigned a mentor before joining. Mentoring supports social integration, provides informal guidance and reduces newcomer anxiety (Allen et al., 2017). Managers should additionally hold expectation-setting discussions to clarify responsibilities, development opportunities and performance expectations, helping to establish realistic psychological contracts.
Phase Two: First 90 Days
The first three months are critical because employees form lasting impressions about organisational culture and leadership during this period (Bauer, 2010).
HUM should provide structured learning programmes covering technical skills, organisational systems, ethical AI principles and stakeholder engagement. Learning should be delivered through workshops, digital resources and practical project work.
Cross-functional rotations should also be introduced, allowing employees to interact with engineering, analytics, sustainability and customer-facing teams. This broader exposure encourages collaboration and helps employees understand how different functions contribute to organisational success.
Participation in innovation projects linked to sustainable mobility challenges would further strengthen engagement and organisational commitment. Regular coaching conversations should replace traditional performance reviews, ensuring employees receive continuous feedback and support.
Phase Three: Year-One Integration
Socialisation continues well beyond the initial onboarding period. During the first year, HUM should focus on career development, internal mobility and long-term engagement.
An internal talent marketplace would allow employees to access projects, assignments and learning opportunities aligned with their skills and interests (Gartner, 2024). Such systems improve career visibility and encourage retention.
The organisation should also establish innovation incubators where employees can dedicate time to developing new ideas. International project opportunities across London, Berlin and Singapore would further strengthen organisational identity while enhancing cultural awareness and leadership capability.
Together, these initiatives would create a more engaging and strategically aligned employee experience.

Developing Organisational Identification, Ethical Professionalism and Business Activism
Organisational Identification
Organisational identification refers to the extent to which employees define themselves through their membership of an organisation (Ashforth and Mael, 1989). Strong identification is associated with higher engagement, commitment and organisational citizenship behaviours.
HUM can strengthen identification by communicating a clear organisational purpose centred on sustainable urban mobility and responsible innovation. Leadership storytelling, employee involvement in strategic initiatives and visible demonstrations of organisational values can help employees connect their personal beliefs with the company’s mission.
However, organisations must avoid excessive identification, which can discourage critical thinking and constructive challenge (Alvesson and Willmott, 2002). HUM should therefore encourage employee voice alongside organisational commitment.
Ethical Professionalism
As a developer of AI-enabled mobility solutions, HUM operates in an environment where ethical considerations are increasingly important. Issues such as algorithmic bias, data privacy and responsible AI governance require careful attention (World Economic Forum, 2025).
Ethical professionalism should be embedded within the socialisation process through workshops, case studies and discussions of real-world ethical dilemmas. Employees should be encouraged to consider the wider consequences of their decisions rather than simply complying with organisational rules.
Performance management systems should also recognise ethical behaviour alongside innovation and commercial outcomes. Rewarding integrity, transparency and stakeholder responsibility will help reinforce ethical standards across the organisation.
Business Activism
Business activism reflects the growing expectation that organisations contribute positively to social and environmental challenges rather than focusing solely on financial performance (Henderson, 2021). While some critics argue that businesses should prioritise shareholder interests, others believe organisations have a responsibility to address broader societal concerns (Freeman, 1984).
For HUM, business activism should align closely with its mission. Areas such as sustainable transportation, ethical AI and urban accessibility provide natural opportunities for meaningful engagement. Employees could participate in sustainability projects, stakeholder forums and city-level mobility initiatives that contribute to positive social outcomes.
By integrating activism into its core strategy rather than treating it as a separate corporate responsibility activity, HUM can strengthen its reputation, enhance employee engagement and differentiate itself within the smart mobility sector.
Conclusion
HUM’s workforce challenges demonstrate the importance of adopting a strategic approach to human capital management. Traditional onboarding alone is insufficient for supporting employee engagement, retention and organisational commitment in a rapidly growing technology organisation. Strategic organisational socialisation offers a more comprehensive solution by strengthening integration, managing psychological contracts and fostering organisational identification.
The proposed three-phase framework provides a structured approach to employee development from pre-boarding through the first year of employment. Combined with initiatives that promote ethical professionalism and business activism, the framework can help HUM build a more engaged, innovative and purpose-driven workforce. Ultimately, investing in strategic socialisation will support organisational renewal and strengthen HUM’s ability to achieve sustainable long-term success.
Task B: Designing an Innovative Job Architecture for Strategic Renewal
Critically Evaluating Contemporary Approaches to Job Design
Job design has moved beyond traditional approaches focused on efficiency and standardisation. In knowledge-intensive organisations such as Helios Urban Mobility (HUM), jobs must also promote innovation, adaptability and employee engagement. This is particularly important given HUM’s declining engagement levels and high graduate attrition.
The Job Characteristics Model (JCM) developed by Hackman and Oldham (1976) remains one of the most influential job design theories. It argues that five characteristics—skill variety, task identity, task significance, autonomy and feedback—enhance motivation, satisfaction and performance. However, critics argue that the model was developed for more stable work environments and does not fully reflect modern project-based and technology-driven workplaces (Parker, Morgeson and Johns, 2017). In addition, employees differ in what motivates them, with younger workers often valuing learning and career mobility more strongly (CIPD, 2024).
Therefore, HUM should adopt a hybrid approach that combines the JCM, Job Crafting Theory and a skills-based talent architecture.
Applying the Job Characteristics Model at HUM
Skill Variety
Many HUM employees work in highly specialised roles. While expertise is important, excessive specialisation can reduce engagement and creativity. Employees should therefore participate in cross-functional projects involving engineering, AI, sustainability and customer engagement. This would broaden skills, encourage learning and increase motivation.
Task Identity
Employees are often assigned fragmented tasks that limit their understanding of project outcomes. HUM should redesign work so employees contribute across the project lifecycle, from planning to implementation. This would strengthen ownership and help employees see the impact of their work.
Task Significance
Employees are more motivated when they understand how their work benefits others (Grant, 2008). HUM should regularly communicate how its mobility solutions reduce emissions, improve accessibility and support sustainable cities. Linking work to social impact can strengthen commitment and purpose.
Autonomy
Autonomy encourages creativity and innovation (Pink, 2009). Managers should provide employees with greater flexibility over how they complete tasks, solve problems and organise their work. This is particularly important for highly skilled knowledge workers.
Feedback
Traditional annual appraisals are often ineffective because they provide limited developmental support. HUM should introduce continuous feedback through coaching, peer reviews and project evaluations. Regular feedback helps employees improve performance and remain engaged.

Job Crafting as a Mechanism for Employee Empowerment
Job Crafting Theory views employees as active participants in shaping their jobs (Wrzesniewski and Dutton, 2001). This approach is valuable in dynamic organisations because employees often know how work can be improved.
Task Crafting
Employees should be encouraged to align aspects of their work with their strengths and interests. For example, an engineer interested in sustainability could contribute to environmental projects alongside technical responsibilities. This can increase engagement and job satisfaction.
Relational Crafting
Employees should be encouraged to build relationships across departments through mentoring, communities of practice and collaborative projects. Strong networks improve knowledge sharing and innovation while reducing silo working (Edmondson, 2019).
Cognitive Crafting
Employees should be encouraged to view their roles as contributing to sustainable urban transformation rather than simply performing technical tasks. This broader perspective can increase purpose and organisational commitment.
Although job crafting offers benefits, excessive flexibility may create role ambiguity. HUM should therefore provide clear objectives while allowing employees freedom in how they achieve them.

Implementing a Skills-Based Architecture and Internal Talent Marketplace
Traditional job structures often rely on fixed job descriptions and hierarchical career paths. These systems can limit agility and fail to utilise employee capabilities effectively.
A skills-based architecture focuses on employee capabilities rather than job titles (Deloitte, 2024). Employees are deployed according to their skills and potential contributions rather than their formal position.
For HUM, this approach would improve workforce agility, support employee development and increase retention. Employees could move between projects, gain new experiences and pursue personalised career pathways.
To support this strategy, HUM should introduce an internal talent marketplace. AI-enabled platforms could match employees with projects, mentoring opportunities and development assignments based on their skills and interests. This would create both horizontal and vertical career opportunities, helping to reduce graduate attrition and improve engagement.
Supporting Motivation and Innovation
The proposed job architecture supports intrinsic motivation by increasing autonomy, competence and purpose. Employees gain greater control over their work, access to learning opportunities and a stronger connection to HUM’s sustainability mission.
Innovation is also strengthened through cross-functional collaboration, knowledge sharing and internal mobility. Combined with a culture of feedback and psychological safety, these practices encourage experimentation and continuous improvement. As a result, HUM can improve engagement, retention and long-term organisational performance.
Task C: Reflective Report
Using Artificial Intelligence Without Eroding Human Judgement
Using Gibbs’ (1988) Reflective Cycle, I reflected on the growing role of artificial intelligence (AI) in HR and organisational decision-making.
Description and Feelings
Initially, I viewed AI as a highly beneficial tool that could improve efficiency through automation, data analysis and workforce insights. However, further study highlighted ethical concerns, including bias, lack of transparency and accountability issues (De Stefano et al., 2024). This made me more cautious about relying heavily on AI systems.
Evaluation and Analysis
AI offers significant advantages. It can identify workforce trends, predict turnover risks and process recruitment applications quickly. These capabilities support evidence-based decision-making and improve efficiency.
However, AI systems depend on the quality of the data used to train them. If historical data contains bias, algorithms may reinforce discrimination while appearing objective. In addition, many HR decisions involve ethical, emotional and contextual factors that technology cannot fully understand.
Therefore, AI should support rather than replace human judgement. HR professionals must critically evaluate AI-generated recommendations and consider wider organisational and ethical implications before making decisions.
Conclusion and Action Plan
This reflection reinforced the importance of balancing technological innovation with critical thinking. In future practice, I will use AI as a decision-support tool while ensuring transparency, fairness and human oversight in decision-making processes.
Personal Capability Development Plan
To remain effective in the future workplace, I have identified four key areas for development.
Data Literacy
I aim to improve my ability to analyse workforce data, interpret HR metrics and use people analytics to support evidence-based decisions.
AI in HR
I plan to develop knowledge of AI-enabled recruitment, workforce planning and ethical AI governance to contribute effectively to digital HR initiatives.
Strategic Influencing Skills
I will strengthen my communication, leadership and stakeholder management skills to operate as a strategic HR partner rather than an administrative specialist.
Global Mobility Awareness
I also intend to develop greater understanding of cross-cultural management and international employment practices to support work in global organisations.
These priorities reflect my commitment to continuous professional development and lifelong learning.
Conclusion
Helios Urban Mobility faces significant challenges relating to engagement, retention and organisational renewal. To address these issues, the organisation should adopt a hybrid job design approach that combines the Job Characteristics Model, Job Crafting Theory and a skills-based talent architecture. This strategy would increase autonomy, meaningful work, career mobility and employee development opportunities, helping to improve engagement and reduce graduate attrition. The reflective analysis also highlights the importance of using AI responsibly, ensuring that technological tools complement rather than replace human judgement. Overall, these recommendations provide a practical framework for strengthening employee commitment, organisational agility and long-term competitive advantage.
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