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1. Introduction
[bookmark: _Toc234916281]1.1 Company Background
Helios Urban Mobility (HUM) is a European smart mobility start-up employing approximately 450 employees across London, Berlin and Singapore. The organisation develops AI-enabled electric mobility systems and smart infrastructure analytics for city governments. Despite five years of rapid growth, Helios is experiencing declining employee engagement (54%), inconsistent onboarding practices and high turnover among graduate employees. These challenges indicate weaknesses within the organisation's current human capital practices and present a risk to future innovation, workforce stability and organisational performance.
[bookmark: _Toc234916282]1.2 Report Overview
This report recommends a strategic human capital architecture to support Helios long-term organisational renewal. It first evaluates how organisational socialisation can strengthen employee integration, organisational identification and ethical professionalism. It then proposes an innovative job design strategy that enhances motivation, collaboration and workforce agility. The report concludes with a reflective discussion on the responsible use of Artificial Intelligence (AI) as a decision-support tool and outlines a personal capability development plan to strengthen future employability.
[bookmark: _Toc234916283]2. Task A – Socialisation, Identity and Business Activism
[bookmark: _Toc234916284]2.1 Why Organisational Socialisation Matters
Helios high graduate turnover and inconsistent onboarding suggest that new employees are not fully integrating into the organisation. Although onboarding is often viewed as an administrative process, organisational socialisation is a longer-term strategy that enables employees to understand organisational values, build workplace relationships and become productive organisational members (Van Maanen and Schein, 1979). Contemporary research further suggests that effective socialisation enhances employee adjustment, organisational commitment and retention by creating a sense of belonging and reducing uncertainty during organisational entry (Van Maanen and Schein, 1979, Klein, Polin and Leigh Sutton, 2021). Strengthening this process is essential if Helios is to improve employee engagement and retain talented graduates.
[bookmark: _Toc234916285]Traditional Onboarding vs Organisational Socialisation
	Traditional Onboarding
	Organisational Socialisation

	Administrative and compliance focused
	Focuses on long-term integration and commitment

	Short-term activity
	Continuous employee development

	Introduces organisational procedures
	Develops organisational identity and relationships

	Measures completion
	Measures engagement, performance and retention


Adapted from Van Maanen and Schein (1979) and Armstrong and Taylor (2023).
Rather than viewing onboarding as a one-off event, Helios should implement an organisation-wide socialisation strategy that combines mentoring, continuous learning and regular manager support throughout employees first year. This would strengthen organisational commitment while reducing the uncertainty often experienced by new graduates (Marchington et al., 2021).
Industry Example
[bookmark: _Toc234916286]Microsoft has adapted its onboarding approach for hybrid work by combining structured onboarding with continuous manager support, relationship building and learning opportunities throughout an employee's first year. This recognises that successful organisational socialisation extends beyond induction and requires ongoing development and social connection (Klinghoffer, Kocher and Luna, 2024).
2.2 Strengthening Organisational Socialisation at Helios
Improving organisational socialisation should be a strategic priority for Helios rather than an extension of its onboarding programme. Van Maanen and Schein (1979) argue that employees adapt more effectively when organisations deliberately structure how knowledge, values and workplace behaviours are transferred. For Helios, adopting a consistent approach across its London, Berlin and Singapore offices would help reduce uncertainty, accelerate employee integration and support organisational renewal.
Rather than relying on informal learning, Helios should introduce a structured socialisation journey that extends beyond an employee's first few weeks. This could include scheduled manager check-ins, mentoring relationships and cross-functional learning opportunities that reinforce organisational values while helping employees establish professional networks.
Consultant Recommendation
Helios should strengthen organisational socialisation by:
· implementing a standardised onboarding programme across all three locations 
· assigning experienced mentors to all graduate recruits during their first year
· scheduling structured development conversations at 30, 60 and 90 days 
· encouraging cross-functional project participation to strengthen collaboration and organisational learning. 
These initiatives would help employees integrate more quickly while supporting consistency across international teams. They would also contribute to stronger organisational commitment by demonstrating that employee development continues beyond initial induction.
Although Van Maanen and Schein's (1979) socialisation tactics remain highly influential, they were developed within more traditional organisational settings. Modern organisations increasingly operate through hybrid working, virtual collaboration and geographically dispersed teams. Consequently, Helios should complement these established principles with continuous learning, digital collaboration platforms and regular developmental feedback to ensure employees remain connected throughout their employment (Marchington et al., 2021).
Example within the industry
[bookmark: _Toc234916287]Unilever invests in structured early career programmes that combine leadership development, mentoring and continuous learning to help employees build capability and prepare for future leadership roles. This demonstrates how organisations can integrate learning and development into the employee experience to strengthen engagement and long-term talent development (Unilever, 2025).
2.3 Strengthening Organisational Identification
For Helios, successful socialisation should lead to more than employees understanding their job role it should encourage them to identify with the organisation's purpose and values. According to Social Identity Theory, individuals are more committed to organisations when they perceive themselves as part of a meaningful collective rather than simply as employees (Tajfel and Turner, 1979). This is particularly relevant for Helios, where low engagement and graduate turnover suggest that employees may not be developing a strong sense of belonging.
Organisational culture plays an equally important role in shaping employee identity. Schein (2017) argues that employees are more likely to adopt organisational values when they observe leaders consistently demonstrating those behaviours in practice. Therefore, Helios should ensure that its values innovation, collaboration and sustainability are reflected through leadership actions, recognition schemes and everyday decision-making rather than being confined to mission statements or induction materials.
Building Organisational Identification
To strengthen employees connection with the organisation, Helios should:
· communicate a clear organisational purpose linked to sustainable urban mobility
· involve senior leaders in onboarding and development activities
· recognise behaviours that reflect organisational values
· encourage collaboration through cross-functional projects and employee networks
· promote internal career opportunities to demonstrate long-term investment in employees. 
These initiatives would reinforce employees sense of belonging while creating stronger alignment between individual and organisational objectives.
Industry Example
Following Satya Nadella's appointment as CEO, Microsoft introduced a cultural transformation centred on a growth mindset, collaboration, empathy and continuous learning. This shift encouraged employees to move from a "know-it-all" to a "learn-it-all" culture, strengthening organisational learning and supporting innovation across the business (Huy and Duke, 2022)
[bookmark: _Toc234916288]While organisational identification can improve commitment and reduce turnover, it should not be viewed as a solution in isolation. Employees are unlikely to develop lasting attachment if career progression, leadership support and learning opportunities remain limited. As Guest (1987) argues, positive organisational outcomes are more likely when human resource practices operate as an integrated system rather than as isolated initiatives. More recent research similarly highlights that strategically aligned HR practices reinforce employee commitment, organisational capability and sustainable performance by ensuring people management activities support wider business objectives (Guest, 1987, Marchington et al., 2021). For Helios, organisational identification should therefore complement wider investments in employee development, performance management and job design to create a coherent human capital architecture capable of supporting long-term strategic renewal.
2.4 Promoting Ethical Professionalism and a Business Activist Mindset
As Helios expands within the smart mobility sector, employees will increasingly make decisions that affect customers, public infrastructure and organisational reputation. Developing technical expertise alone is therefore insufficient. To support strategic renewal, Helios should embed ethical professionalism throughout its human capital practices, ensuring employees consistently demonstrate integrity, accountability and responsible decision-making (Armstrong and Taylor, 2023).
Ethical behaviour should not be introduced solely during induction or compliance training. Instead, it should be reinforced throughout recruitment, leadership development, performance management and reward systems. This integrated approach is more likely to influence everyday behaviours and strengthen trust across the organisation.
Practical Recommendations for Helios
To embed ethical professionalism, Helios should:
· include ethical decision-making and responsible AI within employee development programmes
· assess organisational values alongside technical competence during recruitment
· recognise ethical behaviour as part of the performance management process
· provide managers with training on inclusive leadership and ethical decision-making. 
Encouraging ethical professionalism also creates a stronger foundation for developing a business activist mindset. Ulrich and Yeung (2019) argue that modern organisations benefit from employees who understand wider business challenges, identify opportunities for improvement and actively contribute to organisational success. Rather than viewing employees as task performers, Helios should encourage them to become active contributors to innovation and continuous improvement.
Developing this mindset requires a workplace where employees feel confident sharing ideas and constructively challenging existing practices. Edmondson (2019) highlights that psychological safety enables employees to voice concerns, learn from mistakes and contribute more effectively to organisational innovation. For Helios, creating this environment will be essential if it wishes to remain competitive within a rapidly changing industry.
Consultant's Insight
Patagonia has embedded ethical values into its organisational purpose by integrating sustainability into its governance, leadership and business practices. This values-led approach demonstrates how aligning organisational culture with a clear social purpose can strengthen employee commitment and support long-term organisational sustainability. Although Helios operates in a different sector, adopting a similar culture of openness, accountability and shared purpose could strengthen employee engagement while supporting sustainable innovation (Patagonia, 2025. B Lab, 2025).
Ultimately, ethical professionalism and business activism should not be viewed as separate initiatives. Together, they encourage employees to make responsible decisions while actively supporting organisational change. Embedding both within Helios human capital architecture would strengthen employee commitment, improve organisational resilience and create a culture capable of sustaining long-term strategic renewal.
3. Task B – Designing an Innovative Job Strategy for Helios Urban Mobility
3.1 Redesigning Jobs to Support Strategic Renewal
While improving organisational socialisation strengthens employee commitment, Helios must also redesign work to sustain motivation and innovation. The organisation operates in a highly competitive technology sector where employees are expected to solve complex problems, collaborate across international teams and respond quickly to changing customer needs. However, declining engagement and graduate turnover indicate that existing job roles may not provide sufficient autonomy, variety or opportunities for development.
Traditional job designs typically emphasise clearly defined responsibilities and operational efficiency. Although effective in stable environments, these approaches can restrict creativity and reduce employee involvement in knowledge-intensive organisations (Dessler, 2024). To support strategic renewal, Helios should adopt a more flexible job design strategy that empowers employees while encouraging continuous learning and collaboration.
[bookmark: _Toc234916289]3.2 Applying the Job Characteristics Model
Hackman and Oldham's (1976) Job Characteristics Model (JCM) remains one of the most recognised approaches to designing motivating jobs. The model proposes that five core job characteristics increase intrinsic motivation by making work more meaningful and giving employees greater ownership of their responsibilities.


[bookmark: _Toc234916290]Figure 1. The Job Characteristics Model
Skill Variety
 ↓
Task Identity
 ↓
Task Significance
 ↓
Autonomy
 ↓
Feedback
 ↓
Higher Intrinsic Motivation
 ↓
Improved Performance & Innovation
Adapted from Hackman and Oldham (1976).
Applying this model would allow Helios to redesign jobs that encourage employees to contribute beyond narrowly defined responsibilities. For example, software engineers could participate throughout the full product development cycle rather than focusing solely on coding, while data analysts could work directly with customer insight and product teams. Increasing autonomy and continuous feedback would also encourage employees to take greater ownership of their work, strengthening both engagement and innovation.
Despite its continued relevance, the Job Characteristics Model has limitations. It was developed before agile working, hybrid teams and rapid technological change became common organisational features. Parker (2014) therefore argues that modern job design should provide greater flexibility and enable employees to adapt their roles as organisational priorities evolve. Consequently, Helios should use the model as a foundation while incorporating more contemporary approaches.
[bookmark: _Toc234916291]3.3 Combining Traditional and Contemporary Job Design
Rather than relying on a single model, Helios should integrate traditional job design principles with modern workforce practices to create a more agile organisation.
Consultant's Recommendation
Alongside redesigning jobs, Helios should introduce:
· Job crafting, allowing employees to shape aspects of their work according to their strengths and interests (Wrzesniewski and Dutton, 2001). 
· Cross-functional project teams to improve collaboration between engineering, analytics and commercial functions. 
· Skills-based workforce planning, enabling employees to move between projects based on capability rather than job title. 
· Continuous coaching instead of relying solely on annual performance reviews. 
· Internal mobility opportunities that encourage career progression across international offices. 
These initiatives would create a more adaptable workforce while supporting employee development and knowledge sharing across the organisation.
Industry Example
[bookmark: _Toc234916292]IBM has adopted a skills-first talent strategy that places greater emphasis on employee capabilities than traditional job titles or qualifications. Through skill-based hiring, continuous learning and internal career development, IBM aims to improve workforce agility and create greater opportunities for internal career mobility, enabling employees to adapt to evolving business needs (IBM, 2025).
3.4 Recommended Job Design Strategy
No single job design approach is sufficient to meet Helios future workforce requirements. While the Job Characteristics Model provides a strong foundation for increasing intrinsic motivation, combining it with job crafting and skills-based workforce planning creates greater flexibility and supports continuous innovation. This integrated approach aligns with Helios objective of building a human capital architecture capable of adapting to technological change while retaining talented employees.
To maximise the impact of this strategy, implementation should focus on three priorities:
1. Redesign roles - to increase autonomy, task variety and meaningful feedback. 
2. Develop employee capabilities - through job crafting, mentoring and cross-functional collaboration. 
3. Strengthen workforce agility - by introducing skills-based career pathways and internal mobility opportunities. 
Collectively, these recommendations would improve employee motivation, encourage innovation and support Helios long-term strategic renewal by creating a workforce that is both highly engaged and adaptable.
[bookmark: _Toc234916293]4. Task C - Reflective Report
[bookmark: _Toc234916294]4.1 Using AI as a Decision-Support Tool
Artificial Intelligence (AI) is becoming an increasingly valuable tool within Human Resource Management, supporting activities such as workforce planning, recruitment, people analytics and performance management. As I progress into my professional career, I intend to use AI to improve the quality and efficiency of HR decision-making rather than relying on it to make decisions on my behalf.
For example, I would use AI to analyse workforce trends, identify potential skills gaps and support recruitment by reviewing large volumes of applicant data more efficiently. This would enable me to make evidence-informed decisions while reducing the time spent on administrative tasks. However, I recognise that AI should not replace professional judgement, particularly when decisions affect people's careers, wellbeing or development.
One of the main limitations of AI is that it can only make recommendations based on the quality of the data it receives. Bias within historical data, incomplete information or a lack of organisational context may result in recommendations that are technically accurate but inappropriate in practice (Stone et al., 2020). Therefore, I will always question AI-generated outputs, compare them with organisational objectives and consider ethical, legal and human implications before making a final decision.
Ultimately, I see AI as a tool that strengthens my decision-making rather than replacing it. Maintaining critical thinking, professional judgement and ethical responsibility will remain essential when making strategic HR decisions.
[bookmark: _Toc234916295]4.2 Personal Capability Development Plan
To become an effective HR professional, I recognise that continuous learning will be essential. The rapid development of AI, workforce analytics and global employment practices means that technical knowledge alone will no longer be sufficient. I therefore intend to develop a combination of analytical, strategic and interpersonal capabilities that will enhance my future employability.

[bookmark: _Toc234916296]Personal Capability Development Plan
	Capability
	Why it matters
	My development plan

	Data literacy
	Supports evidence-based HR decisions and workforce planning.
	Complete training in Excel, Power BI and HR analytics within the next 12 months.

	AI in HR
	Enables responsible use of AI within recruitment and people management.
	Attend AI and HR webinars, complete online courses and follow developments in responsible AI.

	Strategic influencing
	Strengthens communication with senior leaders and stakeholders.
	Seek opportunities to lead projects, improve presentation skills and participate in professional networking events.

	Global mobility awareness
	Supports international workforce management.
	Keep up to date with employment legislation, global labour market trends and CIPD guidance on international HR practices.


Table created by myself on word
Developing these capabilities will enable me to contribute more effectively to organisational strategy while responding confidently to future changes within the HR profession. I also intend to maintain my professional development by engaging with current research, attending industry events and working towards Chartered CIPD membership. This commitment to continuous learning will help ensure that my knowledge remains relevant as technology and organisational practices continue to evolve.
[bookmark: _Toc234916297]5. Conclusion
This report has demonstrated that Helios Urban Mobility's current human capital challenges require a strategic rather than operational response. Strengthening organisational socialisation, fostering organisational identification and embedding ethical professionalism will help improve employee engagement, retention and long-term commitment. In addition, redesigning jobs through a combination of enriched job characteristics, job crafting and skills-based workforce practices will create a more agile and innovative workforce capable of supporting organisational renewal. Finally, recognising AI as a decision-support tool while maintaining critical human judgement highlights the importance of balancing technological advancement with ethical and strategic decision-making. Collectively, these recommendations provide Helios with a practical human capital architecture that supports sustainable growth, workforce resilience and future competitiveness.
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