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[bookmark: _Toc234431389]1. Introduction
Helios Urban Mobility (HUM) has grown quickly, but that growth has exposed real cracks in how it manages its people. New hires take around eight months to become fully productive, the latest engagement score sits at 54%, and the company keeps losing its most promising graduates. These are not three separate issues but symptoms of one underlying cause: a people system built for a small start-up that has not kept pace with a 450-person business across London, Berlin and Singapore. Writing as an external Strategic Human Capital Advisor, this report sets out how Helios can rebuild that system. Task A designs a socialisation and identity framework that turns new joiners into committed members of the organisation. Task B proposes a job design strategy that keeps people motivated and encourages innovation. Task C reflects on the responsible use of AI and my own development as a practitioner. The wider context matters too: Gallup (2025) reports that global engagement fell to 21% in 2024, so Helios’s challenge is shared across the economy but it is fixable. It should be noted that Helios’s 54% survey score and Gallup’s global 21% figure come from different surveys and measurement methods, so the comparison is indicative only.
[bookmark: _Toc234431390]2. Task A: Socialisation, Identity and Business Activism
[bookmark: _Toc234431391]2.1 From traditional onboarding to strategic socialisation
Onboarding and socialisation are often treated as the same thing, but they are not. Traditional onboarding tends to be an administrative event: paperwork, IT set-up, a welcome talk and an office tour. Bauer (2010) describes this as the lowest of her four levels compliance followed by clarification, culture and connection. Most companies handle compliance well but stop there, which leaves the deeper work of belonging to chance. Organisational socialisation is broader. Van Maanen and Schein (1979) define it as the process through which a person learns the values, expected behaviours and social knowledge needed to take part in an organisation, and they argue that the way people are socialised shapes the kind of members they become.
Their framework sets out six tactics, which Jones (1986) later grouped into two types. Institutionalised tactics (collective, formal, sequential, fixed, serial and investiture) give newcomers a structured, shared and guided experience. Individualised tactics, at the opposite ends, leave people to work things out alone. For Helios, the evidence favours structure. Saks, Uggerslev and Fassina’s (2007) meta-analysis of more than 30 studies found that institutionalised tactics are linked to higher role clarity, stronger commitment and lower turnover, and that recent graduates benefit most from them. Given that Helios is losing graduates and takes eight months to ramp people up, a mostly “sink or swim” approach is almost certainly part of the problem.
Psychological contract theory explains why this hurts so much. Rousseau (1995) describes the psychological contract as the set of unwritten beliefs an employee holds about what they owe the organisation and what it owes them, and early experiences set those expectations. When a graduate is promised growth and purpose at interview but then feels abandoned in their first months, that gap is read as a breach. Zhao et al. (2007) show that breaches are strongly linked to lower commitment and higher intention to quit. Strong socialisation, then, is not a nicety; it protects the very promises that made people join in the first place.
Structure should not mean forcing everyone into the same mould, however. In a field experiment, Cable, Gino and Staats (2013) found that onboarding which lets newcomers express their authentic selves improved retention more than pure enculturation did. Helios’s framework accommodates this mainly through its pre-boarding and investiture stages, which welcome people as they are rather than trying to remake them.
[bookmark: _Toc234431392]2.2 A structured socialisation framework for Helios
I propose a three-stage framework that runs from before the start date to the end of year one. It deliberately uses mostly institutionalised tactics in the early stages, then softens into individual freedom so that Helios does not lose the questioning, creative mindset a technology company needs. Table 1 summarises the design.
	Stage
	Main focus
	Key activities
	Theory link

	Pre-boarding (offer → day one)
	Reduce early uncertainty and start the relationship early
	Welcome pack; add to team chat; personal note from manager; clear picture of the first weeks
	Investiture tactic (Van Maanen & Schein, 1979); early Connection (Bauer, 2010)

	First 90 days
	Structured, shared learning and fast role clarity
	Cohort start; set learning sequence; buddy and mentor; 30/60/90-day goals; mix of online and in-person meet-ups across the three cities
	Institutionalised tactics (Jones, 1986); role clarity and faster adjustment (Saks et al., 2007)

	Year one
	Loosen structure and build ownership
	Stretch projects; cross-city exposure; regular check-ins that revisit the promises made at hiring
	Guards against passive role-copying (Jones, 1986); protects the psychological contract (Rousseau, 1995)


Table 1: Structured socialisation framework for Helios Urban Mobility (author’s own, drawing on Van Maanen and Schein, 1979; Bauer, 2010; and Saks et al., 2007).
Pre-boarding reduces early uncertainty and begins the relationship before day one; in Van Maanen and Schein’s (1979) terms this is an investiture tactic, and it builds connection, the fourth of Bauer’s (2010) Cs, early. The first 90 days form the core institutionalised phase, delivered partly online and partly through in-person meet-ups so the cross-city cohort actually bonds; clear 30-, 60- and 90-day goals give the role clarity that Saks et al. (2007) link to faster adjustment. The specific aim here is to cut average ramp-up time from eight months to around five within twelve months. In year one the structure loosens so people can shape their own path through stretch projects and cross-city exposure, with check-ins that keep the psychological contract honest. This shift from structure to autonomy avoids the main risk of heavy institutionalised socialisation that it produces passive people who copy the status quo (Jones, 1986), which would be fatal in an innovation-driven firm.
The framework should also flex across Helios’s three offices. Because Singapore has a higher power-distance and more collectivist culture than the UK or Germany (Hofstede, Hofstede and Minkov, 2010), group-based, mentor-led delivery is likely to work best there, while the flatter, more individualist settings in Berlin and London suit more direct feedback and individual formats.
[bookmark: _Toc234431393]2.3 Building identification, ethics and a business activist mindset
Structure alone does not create committed citizens; three further mechanisms are needed. The first is organisational identification. Ashforth and Mael (1989) argue that people identify with an organisation when belonging to it becomes part of how they see themselves, and that this is stronger when the organisation feels distinctive and prestigious. Helios has a natural advantage here, because its mission of cleaner, smarter city transport is genuinely distinctive. Making that mission visible during socialisation turns a job into a source of identity, and that emotional commitment is what keeps graduates from leaving.
The second is ethical professionalism. Because Helios builds AI systems for city governments, ethics is not optional. New joiners should be socialised into clear standards on data use, fairness and safety from day one, through case discussions rather than a signed policy that nobody reads. These discussions only work if people feel safe to speak up, so they should rest on the kind of psychological safety that Edmondson (1999) links to open, learning-focused teams. Linking ethics to identity means that acting responsibly becomes simply “how we do things here”.
The third is the business activist mindset. Ulrich (1997) reshaped HR into a strategic partner, and later work named the “credible activist” someone trusted enough to challenge and push for what is right (Ulrich et al., 2012). Helios can extend this idea to all employees, encouraging them to speak up, question decisions and think about wider impact. This fits stakeholder capitalism, where a company creates long-term value for employees, customers and society, not only shareholders (Schwab and Vanham, 2021). For a firm selling to public bodies, employees who think like responsible stakeholders are a genuine commercial asset.
[bookmark: _Toc234431394]3. Task B: Job Design
[bookmark: _Toc234431395]3.1 An innovative job design strategy
The engagement score of 54% and the loss of graduates suggest that the problem is not only how people join Helios, but what they do once they are inside. Well-designed work is one of the strongest levers for engagement, so Helios’s job design should combine three ideas: the Job Characteristics Model, job crafting, and a skills-based architecture with an internal talent marketplace.
The starting point is the Job Characteristics Model. Hackman and Oldham (1976) argue that five features of a job skill variety, task identity, task significance, autonomy and feedback drive three psychological states (experienced meaningfulness, responsibility for outcomes, and knowledge of results), which in turn produce motivation and satisfaction. Applied to Helios, this points to some clear moves:
1. Skill variety and task identity: instead of narrow, repetitive roles, engineers and analysts should own a meaningful slice of a project from start to finish, so they can see the whole picture.
1. Task significance: connecting daily work to its effect on real cities makes its importance obvious and motivating.
1. Autonomy and feedback: Hackman and Oldham (1976) weight these two most heavily, so giving teams real decision rights and fast, visible feedback from live data and from users matters most of all.
Top-down design is only half the picture, though. Job crafting adds the bottom-up half. Wrzesniewski and Dutton (2001) show that employees actively reshape their own roles by changing tasks (what they do), relationships (who they work with) and how they think about their work (its meaning). Tims and Bakker (2010) later reframed this around balancing job demands and resources. Helios should make crafting official for example, by letting people spend a set portion of their time on self-chosen problems so that motivation is not only designed for people but partly built by them. This suits an ambitious graduate workforce that wants ownership.
The third layer is a skills-based architecture with an internal talent marketplace. Rather than locking people into fixed job titles, a skills-based organisation deploys people to work based on their skills and interests (Cantrell et al., 2022). An internal talent marketplace uses a digital platform to match employees to short projects, gigs and stretch assignments across the business (Gantcheva et al., 2020). Unilever, for instance, used its FLEX Experiences marketplace to redeploy thousands of employees when business needs changed (Gantcheva et al., 2020). For Helios, spread across three cities, a marketplace would let a Berlin analyst contribute to a London project, surface skills that would otherwise stay hidden, and give graduates the variety and growth they currently have to leave the company to find.
[bookmark: _Toc234431396]3.2 How the design stimulates intrinsic motivation and innovation
The reason for combining these three approaches is that they reinforce one another. The Job Characteristics Model builds meaningful, autonomous roles; job crafting lets people tune those roles to their own strengths; and the talent marketplace keeps supplying fresh, varied challenges. Together they create the psychological states that Hackman and Oldham (1976) describe as the source of intrinsic motivation people work hard because the work itself is rewarding, not just for the pay. This speaks directly to the 54% engagement figure, because engagement rises when people find their work meaningful, feel in control, and can see the results of their effort. On this basis, a reasonable goal would be to lift the engagement score from 54% towards a target of 70% within eighteen months.
The design also supports innovation, which needs autonomy, variety and the safety to experiment. Self-directed crafting gives people the freedom to try things and to reframe problems in new ways (Wrzesniewski and Dutton, 2001). The talent marketplace mixes people and ideas across cities and specialisms, and this kind of cross-pollination is usually where new thinking comes from. A skills-based approach also keeps the company agile, moving talent quickly onto new problems as the market shifts (Cantrell et al., 2022)  which is vital in a fast-moving smart-mobility sector.
Crucially, the strategy tackles graduate attrition head-on. Talented graduates usually leave when they feel stuck or under-used. Crafting and the marketplace give them a visible way to grow without leaving the company, which is exactly what a skills-based model is designed to provide (Cantrell et al., 2022). Deloitte’s research suggests that organisations giving people more agency and choice over how they apply their skills retain their best people far more effectively. A realistic target would be to reach around 85% retention of high-potential graduates across their first two years.
This design is not risk-free. Too much crafting can pull effort away from what the business needs, and a talent marketplace only works if managers release people rather than hoarding their best staff. Autonomy must also come with clear goals, or it turns into confusion. Helios should therefore introduce the changes gradually, with light guard-rails, and track their effect on engagement and retention. Used carefully, this combined design turns the work itself into a reason to stay and to innovate.
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[bookmark: _Toc234431398]4.1 Using AI as a decision-support tool without eroding human judgement
AI is quickly becoming part of HR decisions, from screening applicants to workforce planning. My own view is that AI should augment human judgement, not replace it. Research on human AI decision-making suggests the best results come when the person makes the final call and AI supports the thinking behind it, rather than the machine deciding alone (SHRM, 2026). I would treat AI as a well-informed assistant: useful for spotting patterns, summarising data and suggesting options, but always checked by a human.
To protect judgement, I would keep a “human in the loop” for any decision that affects someone’s job or pay, because these need empathy and context that a model does not have. I would also stay alert to automation bias the habit of trusting a confident system too easily and to bias built into the data itself, which can quietly repeat past unfairness. In practice, that means asking why the AI reached a conclusion, testing it against my own reasoning, and being ready to overrule it. Used this way, AI frees up time for the human parts of HR listening, coaching and ethical judgement instead of hollowing them out.
[bookmark: _Toc234431399]4.2 Personal capability development plan
To stay employable and keep adding value, I need to grow in four areas.
1. Data literacy. I want to move from reading basic HR reports to confidently working with people analytics understanding metrics, spotting flawed data, and telling a clear story with evidence. I plan to take a short analytics course and practise on real workforce data.
1. AI augmentation in HR. I will learn how HR AI tools actually work, along with their limits and their ethics, so that I can use them well and question them properly. Following sources such as SHRM and Deloitte’s human capital research will help me keep up.
1. Strategic influencing skills. Following Ulrich’s “credible activist” idea (Ulrich et al., 2012), I want to become someone who is trusted and can challenge senior people with evidence. I will build this by seeking feedback, practising presenting to leaders, and learning to frame HR issues in business terms.
1. Global mobility awareness. Because modern firms like Helios operate across countries, I need to understand different labour markets, cultures and employment rules. I will develop this through cross-cultural learning and, where possible, international project experience.
I will review this plan every six months, set specific goals for each area, and treat development as continuous rather than a one-off. Overall, I want to become an HR professional who blends human judgement with data and technology and can influence strategy responsibly.
[bookmark: _Toc234431400]5. Conclusion
Helios’s three problems slow ramp-up, weak engagement and graduate attrition share a single root: a people system that has not grown up with the company. This report has argued that the fix is an integrated human capital architecture. Strong, structured socialisation turns new joiners into committed, ethical members who identify with Helios’s mission. Job design that combines the Job Characteristics Model, job crafting and a skills-based talent marketplace makes the work itself motivating and keeps talented people growing inside the company rather than leaving it. A responsible approach to AI, backed by continuous personal development, keeps human judgement at the centre of HR. None of these parts works alone, but together they give Helios a realistic path from rapid growth to genuine strategic renewal.
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