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[bookmark: _heading=h.nelqgudxe8n8]Introduction
The European smart-transport start-up of 450 employees based in London, Berlin, and Singapore, Helios Urban Mobility, is suffering from critical human capital issues after 5 years of explosive growth. Ram-up process will take eight months, decrease in engagement at 54 percent and high rate of graduate attrition are jeopardising the sustainability of the organisation. This report develops a holistic human capital architecture that would take care of three interrelated areas such as strategic organisational socialisation and identity building, job design and intrinsic motivation and innovation, and AI enhanced decision-making and professional development planning.  
[bookmark: _heading=h.vt91gwhkv7gl]

TASK A: Socialisation, Identity & Business Activism
[bookmark: _heading=h.553wpzud0ao2]1.1 From Traditional Onboarding to Strategic Organisational Socialisation
Traditional Onboarding versus Strategic Socialisation
Traditional onboarding is mostly administrative and focuses on compliance documents, orientation at work, and policy briefs over the initial days. Though mandatory, these activities do not add up to retention or culture building. Strategic organisational socialisation, in its turn, is an ongoing, premeditated process which acquires the sense of role identity, organisational knowledge, social relations and belonging with time (Frögéli, Jenner and Gustavsson, 2023). In the case of Helios which is an operation based on multidisciplinary groups based in London, Berlin, and Singapore, strategic socialisation is an imperative in the establishment of coherent cultural identification over geographical and functional lines.
Van Maanen and Schein's Organisational Socialisation Tactics
[image: Newcomer and Organizational Socialization Tactics: An Interactionist  Perspective - ScienceDirect]
Figure 1: Organisational Socialisation Tactics
(Source: Griffin et al. 2000)
The organisational socialisation theory by Van Maanen and Schein (1977) is applied to explain the organisational strategies of using different tactics to affect the process of newcomer adjustment in organisations. Institutionalised tactics reduce uncertainty and integration state of collectives, formal, sequential, fixed, and serial as well as investiture and individualisation reduce them and facilitate creativity and role innovation, respectively. Helios must find a balance between the formation of structured induction programmes, on cohort basis and the one-on-one mentoring of new engineers and project leaders by more established engineers and project leaders to provide consistency in culture and innovation (Süveges and Kurucz, 2024).
Psychological Contract Theory
[image: Overview of psychological contract phases and their interrelations |  Download Scientific Diagram]
Figure 2: Psychological Contract Theory
(Source: Rousseau et al. 2018)
The second item that the Psychological Contract Theory unveils that is supposed to be mentioned is that by means of which the new employees create an implicit set of expectations in relation to job development, support and organisational commitment. By meeting these expectations, through good communication, development, and meaningful working then the employees will develop a psychological contract that will contribute to strengthening their trust, their interest and commitment to the organisation. However, in the case that the expectations are not met, they result in disengagement and an exit response (Woodrow, Erdem and Guest, 2024). Since the graduate loss rate in Helios is already high, psychological contracting before boarding is the main topic of the commitment of graduates, and the decrease of the number of voluntary departures and the improvement of long-term organisational performance.
[bookmark: _heading=h.9hurk9j6zh5h]1.2 A Strategic Socialisation Framework for Helios
Pre-boarding (Offer Acceptance to Day One)
The virtual welcome portal should be offered to all new employees by Helios as a team leader with the founding story of this company, strategic priorities, and individual welcome message. It is better to take an informal nature, but it is the work-colleague that initiates the discussion and poses questions regarding work and culture. Reading about urban-mobility projects at Helios prior to boarding the plane has put the role into context and has alleviated the stress associated with the first day, accelerating cognitive orientation (Dorothee Lütjens and Jörg Felfe, 2025).  
First 90 Days
The initial semester will consist of a virtual cohort programme with cross office issue and team immersion at a local level. In week one, the formal cultural induction will occur; it will be organised through senior leaders who will share the values, ethics and strategic direction of Helios. Weeks 2-12 will be completed as phased project assignments which will become more complex as weeks progress, with a weekly check in with mentors. A 30-60-90 milestone framework sets clear expectations of performance and can help identify and remediate competence gaps at an early stage, helping newcomers and managers. Shadowing provides enterprise-wide understanding by cross-functionally (Qooper.io, 2026).
Year One
This process of innovation sprints, pairing up with senior executives as reverse mentees, and being included in the annual Urban-mobility Summit of Helios continue the process of socialisation after the first quarter. Placing career conversations quarterly as an alternative to annual appraisals, keeping psychological contract abreast as it is. To meet the need of the graduates for “real world” projects to work on, stretch assignments are given to them on live city government projects that alleviate attrition risk. Formal review of 12 months after, performance and cultural integration are also measured and good students are working in a leadership-potential pipeline (Charles, Sharif and Ratti, 2022).
[bookmark: _heading=h.31slg33bjuly]1.3 Building Organisational Identity, Ethical Professionalism and Business Activism
Developing Organisational Identification
The process of organisational identification occurs when the employees believe that the values they possess are linked with the organisation values. Helios can reinforce this bond by ensuring that sustainability mission becomes part of daily life in the office, logos and graphics in the entire work place, and by promoting sustainability in the manner that leaders do in the entire organization. This mission can become reality through town halls where representatives of the city government suggest their experience of Helios mobility solutions. Self perceptions in the purpose of an organisation also result in a decrease in turnover intention and a boost in discretionary effort (Julius Samuel Opolot, Lagat and Kipsang, 2023).
Promoting Ethical Professionalism
Helios occupies the intersection of AI and public infrastructure and government data, and must confront ethical issues on the bias of its algorithms, data privacy and fair access on a daily basis. A living code of conduct should ensure ethical professionalism; it would be co-developed with staff members; it would be mandatory to do ethics workshops by scenario; and a separate ethics advisory board should be created (GoodCorporation, 2025).  
Developing the Business Activist Mindset
Business activism goes beyond corporate social responsibility (CSR): it makes the organisation a participant in bringing about change in the system. This is about giving staff the freedom to speak out on issues of inclusive transport policy, to attend public transport consultation meetings and to rebut client briefs which can undermine sustainable policy objectives at Helios. When activism is not included in the job description, then it is not a job.The phrase of not putting activism in the job description as a sort of side job is a way to convey to Helios that commercial success and development of the society do not work in opposite ways (Singh and Singh, 2023). This is particularly the case with the Generation Z graduates who make their choices on career based on the purpose.
[bookmark: _heading=h.5tb7888qc661]

TASK B: Job Design
[bookmark: _heading=h.xvvvffniedeb]2.1 A Strategic Job Design Architecture
Job Characteristics Model
[image: Hackman and Oldham's Job Characteristics Model (1980).]
Figure 3: Job Characteristic Model
(Source: Mayrowetz et al. 2007)
According to the Job Characteristics Model, a job has five fundamental dimensions that define its motivating potential: the skill variety, identity of the task, task significance, and autonomy, and feedback. With the high levels, employees develop a sense of meaningfulness, responsibility and knowledge of outcomes, which leads to intrinsic motivation and performance (Tarik Raihan, 2020). At Helios, these technical jobs have high risk of low task identification, as engineers insert single pieces of code into larger AI-mobility systems with no more insight into how their work advances the development of an overall city transportation system. Refocusing job descriptions to enhance every dimension is a straight forward way of turning around the 54% engagement score. 


Job Crafting Theory
[image: ]
Figure 4: Job Crafting Theory
(Source: Liu et al. 2025)
Although the Job Characteristics Model works in a top-down managerial redesign manner, job crafting acknowledges that employees will take an active role in redesigning their jobs by modifying the tasks, locations of interrelations as well as the cognitive explanation of work (Wrzesniewski and Dutton, 2001). The data engineer who volunteers to attend a stakeholder meeting in the city-government is creating relationally; the developer who views bug-fixing as one way to protect the lives of the people in the transport system is creating cognitively. Helios ought to justify such crafting by quarterly role-reflective discussions that involve a combination of employee-managers co-identifying crafting opportunities enabling bottom-up innovations to supplement top-down design (Jha, 2025). This will especially be relevant in retaining high-potential graduates who desire ownership and agency to be creative at an early stage of their careers.
Skills-Based Architecture
Conventional job design pegs jobs on the titles and grades of hierarchy. A skills-based structure instead structures work around competency groupings, making talent fluidly deployable to projects based on project demand. In the case of Helios, it involves mapping its workforce to core areas of skills like machine-learning engineering, urban-planning analytics, stakeholder engagement, and regulatory compliance and tagging the levels of proficiency of people in each area (Griffiths, Cantrell and Jones, 2022). This practice facilitates cross-office teamwork where a Berlin data scientist and Singapore transport modeller can be paired with a London project due to confirmed competencies as opposed to location or title.  
Internal Talent Marketplace
An architectural framework based on skills can realize its full potential when using an internal talent market place, where project sponsors publish assignments and employees volunteer to work according to their interests and skills. The market places developmental opportunities on a democratic basis and minimizes the managerial gate-keeping and brings out concealed talent (Scott and Manning, 2022). At Helios, it enables engineers to work on policy advisory initiatives, and analysts to work on prototyping sprints directly counteracting the stagnation that encourages attrition among graduates through making ambitious employees persistently exposed to stretch opportunities without going through formal promotion periods.
Proposed Integrated Job Design for Helios
A combination of these four aspects should be applied to Helios by a layered model. Existing jobs are benchmarked to the five job characteristics and enrichment is made where motivation potential is low. The institutionalisation of job crafting is carried out in quarterly co-design discussions. The taxonomy of skills is used in place of the legacy job-title hierarchy, and every worker has a dynamic skills passport (Bloomberg, 2024). Lastly, an in-house talent marketplace is introduced over the three offices, and project heads must make at least 30 percent of non-routine tasks transparent.  
[bookmark: _heading=h.njpo7t5bow8o]

2.2 Enhancing Intrinsic Motivation and Innovation
Self-Determination Theory
[image: Self-Determination Theory and Workplace Outcomes: A Conceptual Review and  Future Research Directions]
Figure 5: Self-Determination Theory
(Source: McAnally and Hagger 2024)
Self-Determination Theory assumes that the intrinsic motivation thrives in the presence of three psychological needs: autonomy, competence, and relatedness. The term autonomy means volition/ choice in the performance of work. Competence is a sense of effectiveness and mastering challenges (McAnally and Hagger, 2024). Relatedness is an expression of desire for meaningful social attachment and belonging. Motivation is worsened when there is frustration in any of these needs because of organisational conditions. The engagement data of Helios shows that one or two needs, most probably the autonomy and relatedness, are systematically not fulfilled, as the decision-making patterns are centralised and offices geographically dispersed in three (Vo, Tuliao and Chen, 2022).


Intrinsic Motivation through Redesigned Jobs
These three needs are linked to the integrated job design. The autonomy need is met based on enriching roles with increased autonomy over methods and timing, whereas skills based architecture and marketplace constantly challenge competence by way of increasingly complex tasks. The process of relatedness is enhanced by the use of cross-functional project teams, cohort-based crafting conversations, as well as mentoring structures formed in socialisation. Employees are more creative, persistent and wellbeing when all of the three needs are satisfied at once.
Innovation through Autonomy, Collaboration and Continuous Learning
There are three reinforcing conditions of the innovation at Helios. Employees are given psychological safety and time to explore by autonomy, conducive to exploratory thought, out of which breakthrough ideas are born. The development of this through structured collaboration in the form of talent marketplace and cross-office team, is such that varying views collide fruitfully to give solutions that will be richer than what any single office could give alone (Johnson, 2026). The skills passport guarantees continual education to maintain the personnel in the lead of AI, and smart-city technologies. Helios needs to institutionalise innovation time by allocating a percentage on weekly hours of self-directed exploration projects, a proven practice in top technology organisations (European Education Area, 2025).
Expected Organisational Outcomes
This combination ought to produce quantitative gains in the three key areas of pain that Helios issues. The period of ramping up reduces since skills based role Clarity and market place engagement are faster in acquiring the newcomer to contribute more than the current average of eight months (SHL, 2024). Intrinsic motivation increases the employee engagement level as employees no longer work with a sense of compliance but their work is directed by genuine desire to improve their state of affairs which raises the 54 percent rate up to a higher level.  
[bookmark: _heading=h.2g3vj9q0o62o]

TASK C: Reflective Report
Reflection Using the ERA Cycle (Jasper, 2013)
[image: Stages of ERA reflective cycle]
Figure 6: ERA Cycle
(Source: Robinson 2022)
Experience
This learning exercise helped me to explore how artificial intelligence can empower human resource decision-making and enable me to see that the role of human judgement and ethical duty remains increasingly relevant. I understood that AI cannot substitute HR but rather serve as an enhancement mechanism that will enhance quality, speed, and uniformity of the workforce decisions. People analytics dashboards powered by AI have the potential to offer meaningful information on staff engagement, skills growth, talent mobility, and attrition risk, which the HR department can use to create more informed decisions based on evidence obtained in real-time instead of assumptions (People Managing People, 2026). I learned that this experience helped to expand my perception of AI as a technological solution to a strategic decision-support mechanism.
Reflection
When contemplating this learning, I realised that the idea of utilising AI-generated recommendations and only that is quite dangerous. Algorithms are trained on historical data and can unwittingly re-enforce historical trends of bias, such as when used to match employees to internal opportunities or to find high-potential talent. This made me realise that ethical HR practice needs to be a continuous human practice, particularly where organisations that exist in various legal and cultural contexts are run. In my opinion, AI recommendations need to be followed by qualified HR workers who put into account organisational values, employee ambitions, team relations, and legal demands and make ultimate decisions (Chen, 2023; Prager, 2025). I am also glad that the role of minimizing automation bias via getting managers to learn the advantages and disadvantages of AI systems as opposed to blindly accepting the work of algorithms is important.
Action
Owing to this prospective, I have outlined some of the abilities I require equipping myself with in order to be a successful HR practitioner in an AI-driven working environment. First, I am planning to become more data-literate by enroling in accredited people analytics courses to ensure that I am comfortable with my ability to interpret workforce dashboards, analyse engagement trends, and turn HR data into strategic hypotheses. Second, I wish to develop practical skills in AI-driven talent markets and pre-emptive workforce analytics, which would help me track down possible algorithmic bias and assist ethically responsible AI-system application (Tusquellas, Palau and Santiago, 2024). Thirdly, I am aware that I need to work towards greater strategic influencing capabilities in order to convey workforce insights to top-level managers more effectively and illustrating how decisions in human capital could enhance organisational performance. Lastly, I will deepen my knowledge of the employment law and the cultural differences within the United Kingdom, Germany, and Singapore in order to facilitate ethical global talent movement and workforce planning (Shankar, 2025). On the whole, this action plan supports my belief to integrate artificial intelligence with human judgement, ethical thinking and strategic leadership to drive responsible and sustainable HR decisions in my future career.
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