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Introduction 

The people problem of Helios Urban Mobility is not an administrative issue but a strategic one. Its 

eight-month ramp-up period, a 54% engagement rating, and high-potential graduate turnover 

imply that its fast global expansion has surpassed the human capital structure of the firm. In the 

case of a 450-person AI-driven smart transport start-up that is going to serve city governments in 

London, Berlin and Singapore, staff members will need to learn to do more than just possess 

technical competency: ethical responsibility, understanding of stakeholders and ownership of 

innovations have to become part of the staff. This report claims that the renewal of HUM requires 

the replacement of the disjointed onboarding and job placement with a unified structure of strategic 

socialisation, organisational identification, business activism, motivational job design and skills-

based mobility. 

 

Figure 1: HUM Human Capital Architecture for Strategic Renewal 
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Task A: Socialisation, Identity and Business Activism 

A1. From traditional onboarding to strategic organisational socialisation 

Traditional on boarding would not be sufficient for HUM due to its current symptoms of a deeper 

failure of newcomer adjustment, belonging and identity formation. Evidence of formal onboarding 

demonstrates that on-the-job training is most fundamental to the socialisation process, but not 

initial orientation or administrative induction (Frögéli, Jenner and Gustavsson, 2023). In the case 

of HUM, it implies that new AI engineers, infrastructure analysts and graduates must learn through 

situated work on actual mobility problems, as opposed to isolated, top-down presentations about 

policies and systems. 

The process of strategic organisational socialisation must be considered as a one-year 

transformation process in the context of which novices acquire knowledge of how to belong, 

contribute and exercise judgement within the particular context of HUM. The classic socialisation 

strategies are applicable since they demonstrate how organisations organise newcomers' 

experiences in collective, formal, sequential and role-model-based ways. Nonetheless, HUM must 

not institutionalise socialisation excessively, as too much conformity will undermine 

experimentation in a start-up whose value proposition relies on AI-enabled innovation. 

The psychological contract is also core. Within HUM, graduates with high potential will probably 

demand fast learning, valuable work, responsible use of technology and career growth. Breach of 

the psychological contract is linked to adverse attitudinal and behavioural consequences, such as 

decreased commitment and increased withdrawal reactions (Topa, Aranda-Carmena and De-

Maria, 2022). As such, the socialisation system at HUM needs to be clear on what is expected 

before entry and then provide believable development experiences post-entry. 

Identity construction is the third mechanism. New hires are not to be socialised as mere software 

engineers, data analysts or graduates, but as contributors to sustainable, safe and inclusive urban 

mobility. Emotional connection, recognition and employee attitudes have been associated with 

organisational identification (S and Christopher, 2024). Socialisation should then be employed by 

HUM to enable the employees to relate their technical work to the public value, city results and 

ethical implementation of AI 
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Table 1: Traditional onboarding versus strategic socialisation for HUM 

Dimension Traditional onboarding Strategic organisational socialisation for 

HUM 

Core purpose Administrative induction and 

compliance 

Identity formation, productivity acceleration 

and commitment 

Time horizon First week or first month Pre-boarding to year one 

Employee 

role 

Passive recipient of 

information 

Active contributor to HUM’s mobility mission 

Main content Policies, systems and role 

basics 

Stakeholder awareness, ethical AI, project 

immersion and innovation 

Strategic 

effect 

Reduces confusion Reduces ramp-up time, strengthens 

engagement and improves retention 

Main risk Superficial integration Bureaucracy if over-designed 

 

A2. Structured socialisation architecture for HUM 

HUM ought to adopt a systematic yet adaptive socialisation framework. Recent studies on 

onboarding show that onboarding is able to facilitate retention by means of organisational 

identification and well-being (Mosquera and Soares, 2025). This is directly applicable to HUM 

since the rate of graduate turnover at the firm is an indication that the firm is not establishing an 

adequately strong connection with the talented employees in the initial employment term. 
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Table 2: Strategic socialisation architecture for Helios Urban Mobility 

Phase HUM intervention Theory base Strategic 

justification 

Success 

measure 

Pre-

boarding 

Realistic role 

preview, digital 

welcome hub, 

manager contact, 

mission briefing on 

AI-enabled smart 

mobility 

Psychological 

contract; identity 

construction 

Reduces uncertainty 

and prevents 

unrealistic 

expectations among 

graduates and 

specialist hires 

Pre-start pulse 

survey; offer-

to-start 

retention 

First 30 

days 

Structured induction, 

ethical AI training, 

public-sector 

stakeholder briefing, 

cross-location buddy 

Socialisation 

tactics; 

organisational 

identification 

Builds belonging 

across London, Berlin 

and Singapore while 

embedding 

responsible 

innovation norms 

Belonging 

score; ethics 

completion 

Days 

31–90 

Role clarity meeting, 

project immersion, 

stakeholder mapping 

and fortnightly 

manager feedback 

Psychological 

contract 

fulfilment; 

socialisation 

resources 

Accelerates 

productivity and 

directly addresses the 

eight-month ramp-up 

problem 

Time-to-

productivity; 

90-day review 

Months 

4–12 

Mentoring, graduate 

innovation 

challenge, cross-

functional rotation 

and career pathway 

review 

Identity 

construction; 

business partner 

logic 

Converts new 

entrants from 

technical task 

performers into 

organisational 

citizens and business 

contributors 

Year-one 

retention; 

engagement; 

internal 

mobility 
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This architecture is suitable since the operating model of HUM is both international and technically 

complex and publicly consequential. The research on newcomer adjustment demonstrates that 

resources of socialisation can keep work engagement intact, which is important to the 54% work 

engagement issue at HUM (Saks and Gruman, 2018). The design thus integrates planned 

milestones with interpersonal support and project-based learning. 

The acute threat is that structured socialisation might get bureaucratic and slow down HUM's 

agility. To prevent this, HUM needs to use a minimum viable structure: definite criteria, moral 

anchors and feedback loops, but enough of a free hand to allow new members to create networks, 

learning objectives and project contributions. This would maintain the element of innovation but 

minimise uncertainty. 

A3. Identification, ethical professionalism and business activism 

Mission exposure should be used to develop organisational identification. HUM needs to enable 

new employees to listen to the voices of clients in the city, implementation teams and users who 

have been impacted by mobility systems. Interpersonal processes have been found to play a role 

in the construction of organisational identity (Sun, Song and Yu, 2021). In the case of HUM, this 

implies that identity is to be developed on a relational basis by the managers, peers and 

stakeholders and not by way of a corporate statement of values. 

Professional ethics should be integrated since HUM’s technologies affect public infrastructure, 

data application, safety and trust of citizens. AI in smart cities creates concerns about human rights 

and long-term responsibility, especially when the systems designed by private actors are 

implemented in the public sphere (Lane, 2023). The socialisation of HUM should thus comprise 

awareness of bias, privacy, explainability, safety, sustainability and public accountability. 

The business activist mentality cannot be construed as limited commercialism. The thinking of HR 

business partners underlines that people practices must generate value, linking human capability 

to business performance (H et al., 2006). In the case of HUM, this implies that employees are 

supposed to know the impact of technical decisions on the city governments, citizens, regulators, 

investors and employees. 

This logic is reinforced by a stakeholder capitalism view. The current HRM studies are 

increasingly defining the concept of employee engagement in the framework of multi-stakeholder 
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value creation and not shareholder value (Bozhinovska, Eftimov and Nakov, 2023). The 

socialisation at HUM should thus be a creation of employees with the ability to combine 

commercial viability, societal legitimacy and artificial intelligence utilisation. 

Task B: Job Design 

B1. Diagnosing HUM’s job design problem 

Social activities and salary increases are unlikely to resolve the HUM engagement and attrition 

issues. The high rate of scaling can have resulted in a disaggregated set of roles, poor feedback 

and subpar career progress, particularly among high-potential graduates who want to be 

challenged, developed and have an impact. The root of the problem is the ineffective motivational 

architecture: employees might be performing work that requires technical challenge without 

enough autonomy, task identity, task significance or observable progress. 

B2. Job Characteristics Model applied to HUM 

 

Figure 2: Job Characteristics Model applied to HUM 

The Job Characteristics Model is beneficial to HUM as it connects the work design to intrinsic 

motivation via skill variety, task identity, task significance, autonomy and feedback. Recent 

findings based on this model affirm the significance of job characteristics in intrinsic motivation 

and performance results (Zhao et al., 2024). HUM should then reengineer jobs based on whole 

mobility issues as opposed to functional-specific tasks. 
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Table 3: HUM job design strategy 

Design 

mechanism 

HUM-specific application Motivation and innovation 

effect 

Skill variety Cross-functional smart-city squads 

combining AI, engineering, analytics, policy 

and client-facing expertise 

Broadens learning and enables 

knowledge recombination 

Task identity End-to-end ownership of a mobility solution 

from diagnosis to post-implementation 

review 

Employees see complete 

outcomes rather than 

fragmented tasks. 

Task 

significance 

Link roles to cleaner transport, accessibility, 

safety and public value 

Converts technical work into 

meaningful mission 

contribution 

Autonomy Team discretion over sprint design, 

experimentation and technical problem-

solving 

Strengthens ownership, 

creativity and intrinsic 

motivation 

Feedback Real-time infrastructure analytics, client 

feedback and peer review 

Provides fast learning loops 

and performance visibility 

Skills 

marketplace 

Internal gigs, skills passports and cross-

location projects 

Improves retention by making 

development visible inside 

HUM 

Of importance is task significance. In the case of HUM, AI modelling or infrastructure analytics 

should not be framed as some abstract technical activity: it must be related to safer junctions, lower 

emissions, higher reliability of public transport, and better city planning. Job-crafting behaviour 

has also been linked to job autonomy and meaningful work (Nie et al., 2023). This understanding 

can be leveraged by HUM by providing employees with flexibility when it comes to resolving 

stipulated mobility issues. 
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The drawback of the Job Characteristics Model is that it might look over-role-oriented in an agile, 

project-focused setting of HUM. Creative work behaviour is contingent upon job feature 

configurations and not a single factor (Cangialosi, Battistelli and Odoardi, 2023). JCM should thus 

be integrated with job crafting and skills-based architecture at HUM. 

B3. Bounded job crafting 

Controlled empowerment should be through job crafting. The employees are to be allowed to 

create tasks by participating in innovation sprints, building relationships through cross-location 

networks, and creating cognition by re-interpreting their work as sustainable urban problem-

solving. Job crafting has also been associated with work engagement and job performance in terms 

of enhanced person-task fit and meaning (Moreira et al., 2022). In the case of HUM, this will be 

useful, as graduates and experts will be more inclined to stay in a place where they have the 

opportunity to grow, contribute and personalise development. 

Nevertheless, job crafting is not necessarily good. Uncontrolled crafting in HUM may result in 

role ambiguity, workload inequality or lack of congruency with client commitments. Bounded job 

crafting is thus the approach recommended: the workforce can design projects, relationships and 

learning objectives under manager-approved parameters that include workload, ethics, client 

deadlines and strategic priorities. 

B4. Skills-based architecture and internal talent marketplace 

HUM needs to establish a marketplace of internal talent that is skills-based. This must consist of a 

skills passport for each employee, transparent project demands, AI-assisted matching of internal 

gigs and cross-location opportunities between London, Berlin and Singapore. A skills-based model 

of organisation can facilitate the movement of talent to projects and tasks in a more fluid manner 

(Cantrell Sue et al., 2022). In the case of HUM, it would lead to a decrease in the number of 

graduates who leave because it would demonstrate to talented employees that they can grow within 

the company and not necessarily in the external labour markets. 

The talent marketplace cannot be discussed as a technology platform by itself. It is supposed to be 

a strategic labour allocation system linking the limited AI, engineering, analytics and stakeholder-

management skills to business-critical city mobility projects. Ethical governance is required due 
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to the fact that AI-aided matching may reproduce the phenomenon of visibility bias or prefer those 

employees who are already close to the influential managers. 

The suggested job design facilitates innovation in the sense that employees get the freedom to 

experiment, get real-world mobility systems feedback, see visible public impact and develop cross-

functional skills. This establishes the grounds of intrinsic motivation, knowledge recombination 

and retention. 

Task C: Reflective Report 

C1. Using AI without eroding human judgement 

I would not replace professional judgement with AI in my future HR practice because I would be 

using it as a decision-support tool. HR can also use AI to analyse engagement data, identify 

employee attrition trends, summarise employee feedback, visualise skills gaps and devise 

workforce solutions. More recent HRM studies indicate that AI can enhance performance 

management and workforce planning, as well as recruitment, yet it must be fair, transparent and 

under human control. I would then consider AI outputs as a hypothesis to be tested and not as a 

decision to be made. 

 

Figure 3: Human-in-the-Loop AI Judgement Model 

Particularly, this is crucial when similar cases like HUM arise, where algorithmic attrition forecasts 

might recognise the risks of graduate flight but were unable to provide a complete description of 

the breach of psychological contract, lack of belonging or ethical issues with AI-enabled 

employment. The new international principles of AI focus on responsible AI that does not violate 

human rights and democratic principles (Oecd, 2026). Triangulation of AI results against employee 

voice, managerial intuition, legal requirements and moral logic would thus be part of my 

professional judgement. 
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The European AI regulation is the other policy as well, since AI frameworks about employment-

related matters can be subject to risk-based governance (European Commission, 2026). As a future 

HR practitioner, I would need audit trails, bias checks, explainability and meaningful review prior 

to the AI-informed recommendations influencing the hiring, promotion, performance or retention 

decisions. 

Human oversight should be substantive rather than symbolic. According to the EU AI Act, human 

oversight should be used to avoid or reduce risks to health, safety and fundamental rights 

(Artificialintelligenceact, 2026). This practically implies that HR professionals should possess the 

skill and power to challenge, override or dismiss AI outputs. 

C2. Personal capability development plan 

Data literacy is my initial development need. I have to develop my skills in critically interpreting 

engagement, attrition and workforce data instead of taking dashboards at face value. To ensure 

fairness, reliability and accountability, human intervention is essential in the effective management 

of automated decision-making (Edps, 2024). This will enable me to make evidence-based HR 

suggestions without turning people into metrics. 

AI augmentation in HR is my second priority. I will become competent in prompt design, model 

constraints, bias detection and responsible AI governance. This will enable me to apply AI to 

enhance the speed of analysis without losing human responsibility. 

Strategic influencing is my third priority. I have to train on how to translate HR evidence into 

Board-level arguments that connect people systems to productivity, retention, innovation and risk 

management. In the case of HUM-type firms, this will imply demonstrating how socialisation and 

job design bring about strategic value as opposed to portraying HR as an administrative activity. 

My fourth priority is global mobility awareness. Smart mobility firms are based on AI and operate 

across legal, cultural, and institutional borders. AI in smart cities varies according to the local 

priorities, resources and cultures of governance (Oecd, 2025). So, I require better knowledge of 

international HR, cross-cultural stakeholder management, as well as employment expectations. 
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Conclusion 

The weaknesses of HUM are self-reinforcing: the inadequacy of socialisation postpones the onset 

of productivity, the lack of job design makes work less engaging, and the lack of career mobility 

enhances the turnover of graduates. Strategic renewal thus necessitates a comprehensive human 

capital structure that develops identity, ethical professionalism, business activism, intrinsic 

motivation and skill mobility along the International operating model of HUM. 
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