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[bookmark: _Toc234585460]Introduction
People are one of the most valuable resources in any organisation, especially in technology companies where innovation depends on employees' knowledge, creativity and collaboration (Armstrong and Taylor, 2023). Organisations that invest in employee development, engagement and effective people management are more likely to achieve sustainable performance and retain talented employees (CIPD, 2024). Helios Urban Mobility (HUM), which develops AI-enabled electric mobility systems and smart infrastructure solutions across London, Berlin and Singapore, has experienced rapid growth but now faces several human capital challenges, including an eight-month onboarding period, low employee engagement (54%) and high turnover among graduate employees.
These challenges indicate that Helios requires more than traditional HR practices. Instead, the organisation needs a strategic human capital architecture that supports employees throughout their journey, from onboarding to long-term career development. A strategic approach can improve employee engagement, innovation and retention while strengthening organisational performance.
This report evaluates how Helios can address these challenges through three interconnected areas. First, it critically evaluates traditional onboarding and strategic organisational socialisation before proposing a structured framework to strengthen organisational identification, ethical professionalism and a business activist mindset. Second, it recommends an innovative job design strategy using the Job Characteristics Model, Job Crafting Theory and a skills-based architecture supported by an internal talent marketplace. Finally, it reflects on the responsible use of artificial intelligence (AI) in HR decision-making and outlines my personal development plan for a future career in human resource management.












Human Capital Architecture



Figure 1. Proposed Human Capital Architecture for Helios Urban Mobility (Author's own illustration).
[bookmark: _Toc234585461]Task A: Socialisation, Identity and Business Activism
Helios Urban Mobility (HUM) has expanded rapidly across London, Berlin and Singapore, creating new business opportunities but also exposing weaknesses in its human capital management. An average onboarding period of eight months, declining employee engagement and high attrition among graduate employees indicate that the organisation needs a more strategic approach to people management. Rather than relying on traditional onboarding, Helios should implement strategic organisational socialisation that develops committed organisational citizens. Effective socialisation improves employee performance, strengthens organisational commitment and supports long-term retention.
Traditional onboarding mainly focuses on administrative activities such as completing documentation, introducing company policies and providing health and safety training. Although these activities are necessary for legal compliance, they usually last only a few days and have limited impact on employee commitment (Bauer, 2010). In contrast, strategic organisational socialisation is a continuous process through which employees develop the knowledge, behaviours and values needed to become effective organisational members (Van Maanen and Schein, 1979). For Helios, where innovation and collaboration are essential, continuous socialisation could reduce the current eight-month ramp-up period while improving engagement and reducing graduate turnover.
Van Maanen and Schein (1979) identify several socialisation tactics that influence how successfully new employees adjust to an organisation. Their framework explains how different approaches shape employee learning, commitment and integration into organisational culture. For Helios, a combination of formal, sequential, serial and investiture tactics would be most appropriate. Formal programmes provide structured learning, sequential stages clarify expectations, serial socialisation uses experienced employees as mentors, and investiture values employees' existing skills. Together, these approaches build confidence, encourage knowledge sharing and accelerate integration. A similar approach is used by organisations such as Google, where structured onboarding and mentoring help new employees become productive more quickly. Helios could adopt this approach to reduce its current eight-month ramp-up period while improving employee engagement and retention. However, managers should also provide personalised support because employees adjust at different speeds.
Psychological Contract Theory further explains why strategic socialisation is important. Rousseau (1995) argues that employees develop unwritten expectations regarding career development, organisational support and fair treatment. When these expectations are fulfilled, employees are more engaged and committed. However, breaches of the psychological contract often result in dissatisfaction and turnover. Helios' high graduate attrition suggests that employees may not see clear development opportunities. Therefore, regular feedback, transparent communication and career discussions should take place throughout the employee journey rather than only during annual appraisals.
Identity Construction Theory also supports this approach. According to Alvesson and Willmott (2002), employees develop their professional identity through organisational culture and workplace interactions. Helios should encourage employees to identify with its mission of developing sustainable AI-enabled transport systems rather than focusing only on their technical roles. For example, engineers, data analysts and project managers could regularly review how their work improves road safety, reduces traffic congestion and supports environmental sustainability. Understanding the wider impact of their work is likely to strengthen motivation and organisational commitment.
To improve employee integration, Helios should introduce a structured socialisation framework covering pre-boarding, the first 90 days and the first year of employment.


Figure 2. Strategic socialisation framework for Helios (Author's own illustration)

During pre-boarding, new employees should receive a welcome message from senior leaders, digital induction materials, information about organisational values and introductions to their manager and mentor. Beginning socialisation before the first working day reduces uncertainty and strengthens the psychological contract (Bauer, 2010). Practical guidance for employees relocating between London, Berlin and Singapore would further support a smooth transition.
During the first 90 days, employees should complete technical training, participate in cross-functional workshops and receive support from an assigned mentor. Bringing together engineers, AI specialists and customer success teams would help graduates understand how different functions contribute to Helios' solutions. Managers should also schedule regular one-to-one meetings to discuss progress and address challenges early, encouraging faster learning and stronger engagement.
During the first year, the focus should move towards career development and organisational contribution. Employees should participate in innovation projects, international collaboration and continuous learning programmes. For example, an AI engineer from London could temporarily work with colleagues in Singapore or Berlin on a smart mobility project, gaining new experience while sharing knowledge across locations. Internal career discussions and development opportunities would demonstrate that Helios invests in long-term careers, helping to reduce graduate attrition.
This framework is more effective than traditional onboarding because it transforms socialisation into an ongoing development process rather than a short administrative activity. Continuous learning, mentoring and career planning accelerate employee adjustment while improving engagement and retention.
Alongside structured socialisation, Helios should strengthen organisational identification, ethical professionalism and a business activist mindset.
Organisational identification occurs when employees see organisational success as their own success (Ashforth and Mael, 1989). Helios can strengthen identification by clearly communicating its mission, recognising employee achievements and encouraging collaboration across international teams. Employees who understand how their work contributes to organisational success are more likely to remain engaged and committed.
Ethical professionalism is equally important because Helios develops AI-enabled technologies that influence public infrastructure and data management. Regular training on responsible AI, data privacy and sustainability should become part of employee development, while ethical behaviour should be included in performance management and leadership programmes (Schein and Schein, 2021). For example, project teams should evaluate not only whether AI systems perform effectively but also whether they protect citizens' data and support responsible innovation.
Finally, Helios should promote a business activist mindset. Ulrich and Dulebohn (2015) argue that HR should create organisational capability by supporting strategic objectives rather than focusing only on administration. This aligns with stakeholder capitalism, which encourages organisations to create value for employees, customers and society alongside shareholders (Freeman, 1984). Helios could encourage employees to contribute ideas for greener transport solutions, participate in sustainability initiatives and collaborate with universities or local communities. These activities strengthen organisational commitment while supporting long-term strategic objectives.
Overall, replacing traditional onboarding with strategic organisational socialisation would help Helios improve employee engagement, reduce graduate attrition and develop committed organisational citizens. By integrating structured socialisation with organisational identification, ethical professionalism and a business activist mindset, the organisation can build a resilient human capital architecture that supports innovation and sustainable growth.
[bookmark: _Toc234585462]Task B: Job Design
The Job Characteristics Model (JCM), developed by Hackman and Oldham (1976), provides a framework for redesigning jobs to improve employee motivation and organisational performance. The model identifies five core job characteristics—skill variety, task identity, task significance, autonomy and feedback—that increase meaningfulness and intrinsic motivation. For Helios Urban Mobility (HUM), applying the JCM could improve employee engagement while supporting innovation.
Increasing skill variety is particularly important in a fast-changing AI environment. Rather than limiting engineers and AI specialists to narrowly defined responsibilities, Helios should encourage cross-functional projects involving software development, infrastructure analytics and customer implementation. This promotes continuous learning, broadens technical and interpersonal skills and improves workforce flexibility.
Task identity should be strengthened by involving employees throughout the project lifecycle, from planning to evaluation. Seeing how individual contributions influence the final outcome is likely to increase ownership, accountability and job satisfaction. However, managers should maintain clear responsibilities to ensure collaboration does not reduce accountability.
Similarly, task significance can be enhanced by linking employees' roles to Helios' mission of improving urban mobility and environmental sustainability. Managers should demonstrate how projects reduce traffic congestion, improve public safety and support smart city development. For example, reviewing client outcomes after implementing AI-enabled transport solutions would help employees recognise the wider impact of their work, strengthening motivation and organisational commitment (Grant, 2008).
Increasing autonomy is equally important. Agile working practices should give employees greater responsibility for project planning, problem-solving and innovation. Greater autonomy encourages creativity and faster responses to technological change, although it should be supported by clear objectives and communication to ensure decisions remain aligned with organisational goals (Deci and Ryan, 2000).
Finally, feedback should become a continuous process rather than an annual event. Regular coaching, peer feedback and project reviews would help employees identify strengths, address challenges early and improve performance. Together, these five characteristics create more motivating roles that enhance engagement, innovation and retention.
While the Job Characteristics Model focuses on organisational job design, Job Crafting Theory argues that employees can actively reshape aspects of their work to improve motivation and satisfaction (Wrzesniewski and Dutton, 2001). By modifying their tasks, relationships and perceptions of work, employees create more meaningful roles. This is particularly relevant for Helios, where innovation depends on initiative and adaptability.
Helios should encourage task crafting by allowing employees to participate voluntarily in innovation projects, sustainability programmes and cross-functional initiatives beyond their formal responsibilities. Graduate employees, for example, could contribute to AI research or smart city pilot projects while continuing their core roles. These opportunities broaden experience, strengthen problem-solving skills and increase job satisfaction. However, managers should ensure additional responsibilities remain manageable.
Relational crafting can strengthen collaboration by encouraging employees across the London, Berlin and Singapore offices to work together on shared projects. Cross-functional teams involving engineers, software developers, project managers and customer success specialists would improve knowledge sharing, strengthen organisational culture and encourage innovative problem-solving.
Helios should also promote cognitive crafting by helping employees understand the wider purpose of their work. Rather than viewing themselves only as software engineers or analysts, employees should recognise that they contribute to safer and more sustainable transport systems. Managers can reinforce this through customer success stories, project outcomes and regular communication about organisational achievements. Employees who perceive greater meaning in their work are generally more resilient, innovative and committed to organisational success (Wrzesniewski et al., 2013).
Alongside job crafting, Helios would benefit from introducing a skills-based architecture supported by an internal talent marketplace. Unlike traditional structures that rely on fixed job descriptions, a skills-based approach focuses on employees' capabilities and transferable skills, allowing organisations to respond more effectively to changing business needs (Deloitte, 2023). This approach is particularly appropriate for technology companies where required skills evolve rapidly. For example, IBM has adopted a skills-based approach by focusing on employees' capabilities rather than traditional job titles, allowing talent to move more easily between projects as business needs change. A similar approach would help Helios improve workforce flexibility and internal career development.
Figure 3 illustrates the proposed skills-based talent architecture for Helios, demonstrating how employee capabilities can be matched with internal opportunities to support career development and organisational flexibility.
	Employee Skills Profile
	Internal Talent Marketplace
	Project & Development Opportunities
	Business Outcomes

	Technical skills & certifications
	Short-term projects
	Innovation projects
	Higher engagement

	Project experience
	International assignments
	Cross-functional teams
	Better retention

	Career interests
	Learning opportunities
	Career development
	Greater innovation



Figure 3. Proposed Skills-Based Talent Architecture for Helios Urban Mobility (Author's own illustration).
As shown in Figure 3, matching employee capabilities with internal opportunities allows Helios to deploy talent more effectively than relying on fixed job roles. This approach supports career development, increases internal mobility, and reduces reliance on external recruitment while helping the organisation respond more quickly to changing business needs.

Helios should maintain a digital skills profile for each employee, recording competencies, certifications, project experience, and career aspirations. Managers could then allocate employees to projects based on their skills rather than departmental boundaries. For example, an employee with AI and data analytics experience could temporarily join a smart city project regardless of their permanent role. This increases workforce flexibility, makes better use of existing talent, and reduces reliance on external recruitment.
An internal talent marketplace would complement this approach by allowing employees to apply for short-term projects, international assignments, and development opportunities. Employees gain valuable experience, expand their professional networks, and develop new skills, while Helios benefits from improved internal mobility and stronger employee retention, particularly among graduates seeking career progression.
The proposed job design strategy would significantly enhance intrinsic motivation and innovation. According to Self-Determination Theory, employees are intrinsically motivated when they experience autonomy, competence and relatedness (Deci and Ryan, 2000). The redesigned jobs support these needs through greater decision-making authority, continuous learning, mentoring and cross-functional collaboration.
Overall, combining the Job Characteristics Model, Job Crafting Theory and a skills-based architecture would create a more agile and innovative workforce. Employees would be encouraged to share ideas, develop new skills and collaborate across international teams, enabling Helios to improve engagement, reduce graduate attrition and build the organisational capability needed for long-term strategic renewal.
[bookmark: _Toc234585463]Task C: Reflective Report
The increasing use of artificial intelligence (AI) in human resource management has transformed how organisations recruit, develop and retain employees. AI can analyse workforce data, identify patterns and support evidence-based decision-making. However, I believe AI should support, rather than replace, human judgement. HR decisions involve ethical considerations, emotional intelligence and organisational context that AI cannot fully understand. Therefore, organisations should balance technological capabilities with critical thinking to ensure decisions remain fair and transparent.
My own experience has reinforced this view. While working at Waitrose and conducting my dissertation on self-checkout systems, I observed that technology improved efficiency but did not remove the need for human support. Customers still required assistance with age verification, technical issues and personal interaction. This showed me that technology works best when it complements people rather than replaces them. I believe the same principle applies to HR. Although AI can analyse data and support recruitment or workforce planning, HR professionals must still apply empathy, ethical judgement and an understanding of organisational culture. In addition, AI systems may produce biased outcomes if they are trained on incomplete or unrepresentative data (Bender et al., 2021). Therefore, HR professionals should evaluate AI-generated recommendations critically rather than accepting them without question.
This module has changed my perspective on AI in HR. Before studying Human Capital Management, I mainly viewed AI as a tool for improving efficiency. I now understand that successful HR practice also requires fairness, inclusion and effective communication. This has encouraged me to develop stronger critical thinking skills and use technology responsibly.
To improve my future employability, I have identified four development priorities. First, I will strengthen my data literacy by developing skills in HR analytics and workforce metrics. Second, I will expand my knowledge of AI applications in HR, including recruitment technologies and predictive analytics, while ensuring human judgement remains central to decision-making. Third, I will continue improving my strategic influencing skills. Group presentations during my Master's programme have increased my confidence in communicating ideas and working with multicultural teams. Finally, I plan to strengthen my global mobility awareness by developing a better understanding of international employment practices and cross-cultural management.
Overall, this module has reinforced my belief that technology should enhance rather than replace human decision-making. By continuing to develop my data literacy, AI capability, strategic influencing skills and global awareness, I will be better prepared for a career in international human resource management.
[bookmark: _Toc234585464]Conclusion
This report has demonstrated that Helios Urban Mobility can strengthen its human capital architecture through strategic organisational socialisation, innovative job design and continuous employee development. A structured socialisation framework, combined with the Job Characteristics Model, Job Crafting Theory and a skills-based architecture, would improve employee engagement, innovation and retention while supporting long-term organisational capability. The reflective discussion also highlighted that AI should support, rather than replace, human judgement in HR decision-making. Overall, these recommendations provide Helios with a sustainable human capital strategy that supports strategic renewal and long-term competitive advantage
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