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[bookmark: _Toc609110326]Introduction
Human capital has become one of the most important strategic assets for organisations operating in knowledge-intensive industries (). For innovative technology companies such as Helios Urban Mobility (HUM), employee capabilities, organisational culture and knowledge sharing are essential for maintaining competitive advantage. However, rapid organisational growth often creates challenges relating to employee integration, engagement and retention. Helios Urban Mobility has expanded rapidly across London, Berlin and Singapore, yet the organisation now experiences weak organisational socialisation, low employee engagement and high attrition among talented graduates. These issues threaten innovation, productivity and long-term organisational sustainability.
Strategic Human Capital Management (SHCM) argues that human resource practices should contribute directly to organisational strategy rather than functioning solely as administrative activities (Boxall and Purcell, 2016). Therefore, Helios requires an integrated human capital architecture that develops employee commitment from the first interaction with the organisation while simultaneously creating meaningful work that encourages innovation and long-term retention.
This report critically evaluates strategic organisational socialisation and job design theories before proposing practical solutions tailored to Helios Urban Mobility. The report also reflects on the responsible use of artificial intelligence (AI) in human resource decision-making and identifies future capability development required for strategic HR professionals.

[bookmark: _Toc814669272]Socialisation, Identity and Business Activism
[bookmark: _Toc201576838]1.1 Traditional Onboarding versus Strategic Organisational Socialisation
Many organisations consider onboarding as a short administrative process focusing on compliance, paperwork and operational orientation. Traditional onboarding normally includes introducing organisational policies, health and safety procedures, IT systems and role responsibilities during the employee's first few days. Although these activities are necessary, research suggests they are insufficient for developing long-term employee commitment and organisational performance (CIPD, 2024).
Strategic organisational socialisation extends beyond administrative induction by deliberately shaping employee attitudes, behaviours and professional identity throughout the first year of employment. Rather than asking how quickly employees can begin working, strategic socialisation considers how organisations develop individuals into committed organisational citizens who actively contribute to strategic objectives (Van Maanen and Schein, 1979).
Helios Urban Mobility currently requires approximately eight months for new employees to become fully productive. Such an extended adjustment period indicates that new recruits receive limited support in understanding organisational culture, building professional relationships and developing confidence within their roles. Consequently, employees may experience uncertainty, reduced motivation and weaker organisational attachment, increasing the likelihood of early resignation.
Van Maanen and Schein (1979) proposed six organisational socialisation tactics that continue to influence modern HR practice. These include collective versus individual socialisation, formal versus informal learning, sequential versus random progression, fixed versus variable timetables, serial versus disjunctive mentoring and investiture versus divestiture approaches. Organisations using structured collective programmes, experienced mentors and positive reinforcement generally achieve faster employee adjustment and stronger organisational commitment than organisations relying on informal learning alone.
For Helios, a combination of collective and individual socialisation would be most appropriate. Collective learning activities would introduce organisational values, sustainability goals and collaborative innovation practices to all new recruits, while personalised coaching would accommodate diverse technical specialisations across AI engineering, software development and smart infrastructure analytics.
Another significant limitation of traditional onboarding concerns the psychological contract between employer and employee. Rousseau (1995) argues that employees develop unwritten expectations regarding fairness, career opportunities, organisational support and mutual commitment. When organisations fail to meet these expectations, employees often experience psychological contract breach, leading to lower engagement, organisational distrust and increased turnover intentions.
This theory is highly relevant to Helios because high-potential graduates generally enter innovative technology companies expecting continuous learning, career progression and meaningful work. If employees instead encounter unclear expectations, limited feedback and weak managerial support, the psychological contract becomes damaged, reducing both motivation and organisational commitment.
The relationship between psychological contract fulfilment and employee engagement is supported by social exchange theory, which suggests that employees reciprocate organisational investment through greater commitment and discretionary effort (Blau, 1964). Employees who perceive organisational support are more willing to exceed minimum performance expectations, collaborate with colleagues and contribute innovative ideas. Conversely, employees who perceive organisational neglect often restrict their effort to contractual obligations.
Identity construction theory further demonstrates why strategic socialisation is essential within knowledge-based organisations. Organisational identity develops through ongoing interaction between employees, colleagues and organisational culture rather than through formal training alone (Alvesson and Willmott, 2002). Employees gradually answer the question, "Who am I within this organisation?" through shared experiences, leadership behaviour and social relationships.
Ashforth and Mael (1989) explain this process using Social Identity Theory, arguing that employees derive part of their personal identity from organisational membership. Strong organisational identification encourages loyalty, collaboration and organisational citizenship behaviours because employees perceive organisational success as personally meaningful. This becomes particularly important in innovative organisations where collaboration across multiple disciplines determines project success.
Helios operates across three culturally diverse international locations. Without a coherent organisational identity, employees may identify more strongly with local offices or functional teams than with the organisation itself. Such fragmentation can reduce knowledge sharing and weaken strategic alignment across international operations.
Modern strategic socialisation therefore combines structured onboarding with continuous identity development, mentoring, leadership communication and collaborative learning. Instead of viewing onboarding as an event lasting several days, organisations increasingly treat socialisation as an ongoing developmental journey extending throughout the employee's first year (Bauer, 2010).
Research consistently demonstrates that organisations investing in comprehensive socialisation programmes achieve higher employee engagement, stronger organisational commitment, improved performance and lower turnover compared with organisations relying solely on traditional induction activities (Klein and Polin, 2012). Given Helios Urban Mobility's declining engagement score of 54% and significant graduate attrition, adopting strategic organisational socialisation represents both a human resource initiative and a strategic business necessity.
The evidence therefore indicates that Helios should replace its transactional onboarding approach with a comprehensive socialisation strategy that develops organisational identity, fulfils psychological contracts and accelerates employee integration. Such an approach will reduce the current eight-month productivity period while strengthening employee commitment, innovation and organisational resilience.

[bookmark: _Toc477843837]Designing an Innovative Job Design Strategy for Helios Urban Mobility
Helios Urban Mobility operates in a highly competitive and knowledge-intensive industry where innovation depends on employees' creativity, technical expertise and collaboration. However, the organisation's declining engagement score (54%) and high attrition among talented graduates suggest that current job design practices are not fully supporting employee motivation or long-term commitment. Traditional job designs that focus on narrowly defined responsibilities may improve operational efficiency, but they often limit autonomy, learning opportunities and innovation. To achieve strategic renewal, Helios should redesign jobs using the Job Characteristics Model (JCM), Job Crafting Theory, and a skills-based architecture supported by an internal talent marketplace. Together, these approaches create more meaningful work, increase intrinsic motivation and improve organisational agility.
[bookmark: _Toc491097902]2.1 Applying the Job Characteristics Model
The Job Characteristics Model developed by Hackman and Oldham (1976) argues that five core job characteristics influence employees' psychological states and ultimately improve motivation, performance and job satisfaction. These characteristics include skill variety, task identity, task significance, autonomy and feedback.





Table, Job Characteristics Model
	Core Job Characteristics
	Psychological State
	Expected Outcome at Helios


	Skill Variety
	Experienced Meaningfulness
	Greater creativity and learning

	Task Identity
	Experienced Meaningfulness
	Higher ownership of projects

	Task Significance
	Experienced Meaningfulness
	Stronger sense of purpose

	Autonomy
	Experienced Meaningfulness
	Higher innovation and motivation

	Feedback
	Knowledge of Results
	Continuous improvement and performance


	Overall Result
	Intrinsic Motivation
	Higher engagement, innovation and employee retention



The first characteristic, skill variety, refers to the extent to which employees use multiple skills and abilities in their work. Employees at Helios frequently specialise in areas such as AI development, software engineering or data analytics. While technical expertise is essential, excessive specialisation can reduce creativity and increase boredom. Helios should therefore encourage employees to participate in multidisciplinary innovation projects where engineers, data scientists and sustainability specialists collaborate to solve complex transport challenges. Greater skill variety not only enhances learning but also improves organisational flexibility.
The second characteristic, task identity, concerns employees completing identifiable pieces of work rather than isolated activities. Instead of assigning individuals to small components of a project, Helios should allow teams to manage entire innovation cycles, from concept development to implementation for city government clients. Employees who observe the complete impact of their work are more likely to experience ownership and commitment (Hackman and Oldham, 1976).
The third element, task significance, is particularly relevant to Helios because its products contribute directly to sustainable urban mobility and environmental improvement. Managers should regularly communicate how employees' work reduces traffic congestion, lowers carbon emissions and improves public transport systems. Connecting everyday work to wider social outcomes strengthens employees' sense of purpose, which is increasingly important for younger professionals seeking meaningful careers (Deloitte, 2024).
The fourth characteristic, autonomy, refers to employees having discretion over how work is completed. Research consistently demonstrates that autonomy increases intrinsic motivation, creativity and innovation (Deci and Ryan, 2000). Rather than relying on close managerial supervision, Helios should empower project teams to determine technical approaches, allocate responsibilities and experiment with innovative solutions. Flexible working arrangements and outcome-based performance management would further reinforce employee autonomy.
Finally, feedback enables employees to understand the effectiveness of their performance and identify areas for improvement. Helios should replace annual performance reviews with continuous feedback supported by quarterly development conversations, peer evaluations and real-time project reviews. Continuous feedback encourages learning while reducing uncertainty, particularly among graduate employees adapting to complex technical roles.
Collectively, these five job characteristics strengthen the three critical psychological states identified by Hackman and Oldham (1976): experienced meaningfulness, experienced responsibility and knowledge of results. Employees who experience these psychological conditions demonstrate higher motivation, stronger performance and greater organisational commitment.
[bookmark: _Toc717041261]2.2 Encouraging Job Crafting
While organisations traditionally design jobs from the top down, Job Crafting Theory recognises employees as active participants in shaping their own work experiences (Wrzesniewski and Dutton, 2001). Job crafting involves employees modifying aspects of their roles to improve motivation, engagement and personal fulfilment while continuing to support organisational objectives.
Helios should encourage three forms of job crafting.
Firstly, task crafting allows employees to undertake projects aligned with their personal interests and strengths. For example, a software engineer interested in sustainability analytics could contribute voluntarily to environmental data projects outside their primary responsibilities. Such flexibility encourages continuous learning while broadening organisational capabilities.
Secondly, relational crafting focuses on developing new workplace relationships. Cross-functional collaboration between engineering, product development and customer engagement teams would increase knowledge sharing and strengthen innovation. Since Helios operates across London, Berlin and Singapore, virtual communities of practice could also facilitate international collaboration and reduce organisational silos.
Thirdly, cognitive crafting encourages employees to reinterpret the purpose of their work by recognising its broader contribution to society. Rather than viewing themselves solely as software developers or analysts, employees can perceive themselves as contributors to sustainable cities and improved public services. Research suggests that cognitive crafting enhances resilience, engagement and organisational identification (Berg, Dutton and Wrzesniewski, 2013).
Managers play a crucial role in supporting job crafting by encouraging experimentation rather than enforcing rigid job boundaries. Leadership behaviours promoting trust, coaching and psychological safety enable employees to take ownership of their development without fear of failure (Edmondson, 1999). Such an environment is particularly valuable in technology organisations where innovation depends on continuous experimentation.
[bookmark: _Toc1820524550]2.3 Skills-Based Architecture and Internal Talent Marketplace
Rapid technological change has exposed the limitations of traditional organisational structures based primarily on job titles and hierarchical promotion. Increasingly, organisations are adopting skills-based architectures, where workforce planning focuses on employees' capabilities rather than fixed roles (CIPD, 2024).
For Helios, this approach would involve identifying employees' technical, analytical and leadership skills through a central digital skills database. Rather than recruiting externally whenever new projects emerge, managers could identify internal employees whose capabilities match project requirements. This enables the organisation to deploy talent more effectively while providing employees with diverse career opportunities.
Supporting this architecture, Helios should establish an internal talent marketplace, where employees can apply for short-term projects, innovation initiatives and international assignments. Such marketplaces increase workforce agility while reducing career stagnation, a common factor contributing to graduate turnover.
For example, an AI engineer based in London could temporarily join a smart infrastructure analytics project in Singapore without permanently changing positions. Employees would gain valuable international experience while expanding professional networks and acquiring new technical skills.
Internal mobility also strengthens employee retention because individuals perceive greater long-term career opportunities within the organisation rather than seeking advancement elsewhere. According to the World Economic Forum (2023), organisations investing in continuous reskilling and internal mobility demonstrate greater resilience in rapidly changing labour markets.
[bookmark: _Toc1398921497]2.4 Supporting Intrinsic Motivation and Innovation
The proposed job design strategy integrates complementary theories that collectively strengthen intrinsic motivation and organisational innovation.
The Job Characteristics Model increases meaningfulness, autonomy and performance through enriched work design (Hackman and Oldham, 1976). Job Crafting Theory empowers employees to personalise their work experiences, increasing engagement and psychological ownership (Wrzesniewski and Dutton, 2001). Skills-based architecture and internal talent marketplaces ensure employees continuously develop new capabilities while accessing diverse career opportunities.
Together, these approaches align closely with Self-Determination Theory, which argues that intrinsic motivation depends upon satisfying three fundamental psychological needs: autonomy, competence and relatedness (Deci and Ryan, 2000). The proposed strategy addresses all three requirements by empowering employees, encouraging continuous learning and strengthening collaborative relationships across international teams.
For Helios Urban Mobility, the anticipated outcomes include reduced employee turnover, shorter learning curves, stronger engagement, increased innovation and improved organisational adaptability. Employees are more likely to remain committed when they experience meaningful work, career development opportunities and organisational trust. Simultaneously, the organisation benefits from greater knowledge sharing, enhanced creativity and improved responsiveness to changing customer and technological demands.
Consequently, redesigning jobs should not be viewed as an operational HR initiative but as a strategic investment supporting Helios' long-term competitive advantage and sustainable organisational renewal.
[bookmark: _Toc1607451805]Reflective Report
[bookmark: _Toc511928479]Using AI as a Decision-Support Tool and Personal Capability Development
Artificial intelligence (AI) is increasingly transforming human resource management by supporting recruitment, workforce planning and employee development. Throughout this module, I have learned that AI should be used to enhance decision-making rather than replace human judgement. AI can quickly analyse workforce data, identify trends and provide evidence-based recommendations, enabling HR professionals to make more informed strategic decisions (CIPD, 2024). However, AI systems may produce biased or inaccurate outcomes if they rely on poor-quality data or lack appropriate human oversight (Raisch and Krakowski, 2021). Therefore, I believe HR professionals must critically evaluate AI-generated insights while considering ethical, organisational and human factors before making final decisions.
To improve my future employability, I intend to develop four key capabilities. Firstly, I will strengthen my data literacy by improving my ability to analyse HR metrics and use workforce analytics to support strategic decision-making. Secondly, I will expand my knowledge of AI applications in HR, ensuring I understand both their opportunities and ethical limitations. Thirdly, I aim to develop strategic influencing skills, including communication and stakeholder management, to support organisational change and contribute effectively as a future HR business partner (Ulrich et al., 2013). Finally, I will increase my global mobility awareness by developing a better understanding of international HR practices and cross-cultural management, which are essential in multinational organisations such as Helios Urban Mobility.
Overall, this module has demonstrated that successful HR professionals must combine technological competence with ethical judgement, critical thinking and continuous learning. These capabilities will enable me to make responsible strategic decisions while supporting both organisational performance and employee wellbeing. 
[bookmark: _Toc1984310885]Conclusion
This report has demonstrated that Helios Urban Mobility can strengthen its human capital architecture by adopting a strategic approach to organisational socialisation and innovative job design. Replacing traditional onboarding with a structured socialisation framework will improve organisational identification, employee engagement and graduate retention, while implementing enriched job design, job crafting and a skills-based architecture will enhance intrinsic motivation and innovation. Furthermore, the reflective discussion highlights that AI should support rather than replace human judgement, reinforcing the importance of ethical leadership and continuous professional development. Collectively, these recommendations provide Helios with a practical framework to enhance organisational performance and achieve sustainable strategic renewal.
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