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[bookmark: _Toc235137309]Introduction
In five years, Helios Urban Mobility has expanded its workforce from a small founding team to 450 employees in London, Berlin and Singapore – and its people systems are not keeping up. One gap is indicated by an eight month ramp up time, a 54 percent engagement score and disproportionate graduate attrition. This report tackles two related challenges: Task A focuses on designing a socialisation architecture building committed, activist minded employees, while Task B aims to redesign jobs to increase motivation and innovation, based on critically evaluated evidence.
[bookmark: _Toc235137310]Task A: Socialisation, Identity and Business Activism
[bookmark: _Toc235137311]1.1 From Onboarding to Strategic Socialisation
Traditional onboarding sees the first few weeks of a new employee's life as an event in which contracts are signed, equipment is issued, and then the new employee is expected to start working. This is rephrased as organisational socialisation theory (Van Maanen and Schein, 1979), which sees it as deliberate practices, which can differ across six dimensions: collective versus individual; formal versus informal; sequential versus random; fixed versus variable; serial versus disjunctive; and investiture versus divestiture. Where onboarding is a checklist, socialisation is a strategy; and this is important for Helios since an eight-month ramp up is the signature of an individual, informal, disjunctive process, where each hire builds their own path, little shared structure. A complementary perspective is provided by psychological contract theory, which considers adjustment as an implicit reciprocal belief, not just an observable tactic.
[bookmark: _Toc235137312]1.2 A Critical Comparison of Socialisation and Identification Theory
These traditions are not as harmonious as they are sometimes made out to be. Van Maanen and Schein take the socialisation as an activity that an organisation does to a newcomer, and they adopt a top down perspective of the structure of socialisation. Decades later, Bauer et al. (2025) complicate this, suggesting that adjustment is more about being accepted socially and the proactive behaviour of the newcomer than formal tactics, which is more of a bottom up process than the classical socialisation. A second tension is between Jiang et al. (2022) who model contract breach at the individual dyad and Divya and Christopher (2024) who treat identification as cumulative and collective. A dyadic gap can be resolved with one competent manager, but a collective gap, which is apparent in a level engagement score of 54 percent in three countries, cannot. Helios requires interventions at both levels – a named buddy for dyadic contract management and a cohort level narrative for collective identification – not one onboarding fix.
[bookmark: _Toc235137313]1.3 A Structured Socialisation Framework for Helios
This is translated in Figure 1 and Table 1 into a three phase architecture, pre boarding, the first 90 days and year one, moving intentionally towards individual and informal, then formal and collective, and finally relaxing towards investiture when identity has been achieved. The design directly addresses Helios's figures, a realistic job preview at pre boarding is designed to reduce the extent of the contract inflation that is likely to contribute to the eight month ramp up, and the civic sponsor mechanism in the first 90 days will ensure that every hire has a stakeholder facing task within the time window when Bauer et al. (2025) find proactive behaviour most consequential.
[image: ]
Figure 1: Helios socialisation process, pre boarding to identity and mobility.
Table 1: Structured socialisation framework for Helios Urban Mobility.
	Phase
	Objective
	Core Mechanisms
	Primary Owner

	Pre boarding (offer to day one)
	Prime a realistic and honest psychological contract before the employee arrives, so early expectations are accurate rather than inflated.
	Realistic job preview video from the hiring manager, digital access and equipment shipped in advance, a named peer buddy assigned, an informal welcome call.
	Line manager and People team

	First 90 days
	Convert formal, sequential, collective tactics (Van Maanen and Schein, 1979) into measurable skill and relationship milestones, closing the ramp up gap.
	Weekly milestone certification, cross site shadowing across London, Berlin and Singapore, a named civic sponsor for one stakeholder facing task, fortnightly psychological contract check ins.
	Function lead and buddy

	Year one
	Shift from investiture support toward identity affirmation and internal mobility, converting socialisation gains into lasting identification.
	Skills passport review, entry to the internal talent marketplace, a personal contribution story shared at the all company forum, a stakeholder impact retrospective.
	People team and talent board


[bookmark: _Toc235137314]1.4 Cultivating Identification, Ethical Professionalism and Business Activism
There are three processes that make this into committed citizenship. Identification should be constructed in mission linked stories within the 90 day milestones because Divya and Christopher (2024) demonstrate that identification can be created through multiple and contextual experiences. Socialisation of ethical professionalism should not be in a policy document but through civic sponsor relationship as per stakeholder theory. Most importantly, Helios will need to socialise all hires into a mindset of business activist, as Ulrich has evolved HR from an administrative function to a viable activist function outside of HR. Meanwhile, strategic and operational HR roles together contribute to improved performance when distributed throughout the business (Wach, Wehner and Kabst 2022); SHRM needs to expand its focus of stakeholders beyond shareholders (Wright and Steinbach 2022); and HR business partners are more likely to have an internal CSR remit (Stankevičiūtė and Kalvaitienė 2024). A city partner, resident group or regulator should then be an ownership stakeholder of one new hire's 90 day plan to ensure that activism starts from day one.
[bookmark: _Toc235137315]1.5 Limitations
This design has some constraints that should be tempered by expectations. Van Maanen and Schein's tactics are from single country organisations and Wach, Wehner and Kabst (2022) have found that HR structures differ between Germany and Britain, so that one structure does not transfer identically across London, Berlin and Singapore without adaptation. There is a strong correlational and self-reported component to the evidence for adjustment and identification, and no definitive causal claim can be made that this approach alone will reduce ramp up. Other roles, such as buddy and sponsor, also take up manager time, and a lean, three site organisation with 450 employees, and without a functioning people function may not be able to afford them without recognition or capacity planning. Lastly, the 54 percent engagement rate is an average of the entire group, and that engagement rate may vary by site; a first step in the process should be to determine if the issue is widespread or is limited to a few sites before implementing one intervention across all sites.

[bookmark: _Toc235137316]Task B: Job Design
[bookmark: _Toc235137317]2.1 Redesigning Jobs Around Motivation
The Job Characteristics Model suggests five dimensions: skill variety, task identity, task significance, autonomy and feedback, that lead to psychological states that result in a score of motivating potential, which in turn leads to intrinsic motivation. The roles scored low on a number of dimensions because of the way Helios grew. Fast growth led to roles that were narrow and siloed, three countries reporting in a matrix created delays in feedback, and task identity was lost as employees interacted with only a small part of any city partner project. A further complication – and opportunity – is that Helios is itself an AI enabled business, and Parker and Grote (2022) suggest that algorithms are not neutral when it comes to the nature of autonomy, they can either take it away or give it back as a decision support. In general, Wang et al. (2021) conclude that if distributed arrangements can facilitate adjustment, social support and monitoring intensity are virtual work factors, as are likely delayed feedback and thin social contact given three time zones, 54 percent of the engagement figure is plausible but unmeasured. If left unmanaged, Helios is tempted to optimize the work of its employees as it optimizes its own mobility algorithms, for measurable efficiency instead of for motivating potential employees, which can exacerbate the engagement issue.
[bookmark: _Toc235137318]2.2 A Critical Comparison of Job Design Perspectives
The three pairs of authors are in productive tension, not agreement. This is a top down versus bottom up debate on the source of motivation, as Hackman and Oldham assume that jobs are designed once and remain stable, while the job crafting theory developed by Wrzesniewski and Dutton (2001) suggests that employees continually redefine task, relational and cognitive boundaries (Chen et al., 2022). Tims, Twemlow and Fong (2022) take an intermediate stance, believing that crafting should be used in conjunction with but not as a replacement for good initial design, and that for Helios, protected craft time cannot compensate for a role with a low motivating potential score, so it is necessary that the roles are designed together with crafting. There is a second tension between the largely conceptual claims of Parker and Grote (2022) and the real but modest and heterogeneous effect sizes of the empirical meta analyses of Wang et al. (2021) and Gajendran et al. (2024) – both of which are dominated by Western and single country samples, a genuine limitation given Helios's three site, three culture model.
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Figure 2: The Helios job design system, three levers converging on one outcome set.
[bookmark: _Toc235137319]2.3 Job Crafting and a Skills Based Architecture
Helios should seek to integrate formal job redesign with a structural avenue for workers to redesign their own jobs, and Table 2 shows how each of the dimensions of job design is related to a specific intervention. This bottom up mechanism is different from a job title structure and should be embedded within a skills based architecture. Both Jooss et al. (2024) and Harney and Gubbins (2024) cite a skills matching approach that centres on an internal talent marketplace as a way to increase strategic agility by allocating people flexibly, providing transparency and continuous learning, and directly relevant to high potential attrition, as a graduate can see an internal path to variety rather than resigning to get there.
Table 2: Job Characteristics Model dimensions mapped to Helios redesign interventions.
	JCM Core Dimension
	Current State at Helios
	Proposed Redesign Lever

	Skill variety
	Narrow, function siloed roles inherited from rapid five year scaling.
	Cross site project rotation across London, Berlin and Singapore through the internal talent marketplace.

	Task identity
	Work fragmented across matrixed teams, so few employees see a project end to end.
	End to end ownership pods, each responsible for a full city partner deliverable.

	Task significance
	Impact on city partners and residents is visible to leadership but not to junior staff.
	Direct city partner exposure and a quarterly impact showcase for all delivery staff.

	Autonomy
	Algorithmic monitoring tools, introduced for efficiency, are narrowing discretion (Parker and Grote, 2022).
	Protected craft windows for self initiated projects, plus manager trained crafting conversations.

	Feedback
	Feedback is delayed by time zone gaps and annual review cycles.
	Continuous peer feedback supported by AI assisted performance dashboards, used to inform rather than police.


[bookmark: _Toc235137320]2.4 Limitations
This design comes at a price, and there are three restrictions that should be clearly stated. Many organisations who are trying to make a skills based transition, as confirmed by Deloitte's applied research (Cantrell et al., 2022; Deloitte, 2026), are not delivering any measurable value – and Helios shouldn't expect to see a quick win this year because of the attrition. Protected craft time is fragile in the face of delivery pressure – the first commitment that's made when deadlines slip when no one's responsible for the manager. Last but not least, an internal marketplace can bring more visible competition across London, Berlin and Singapore and, crucially, if allocations aren't perceived to be fair, it can end up undermining the trust that it is supposed to foster.
[bookmark: _Toc235137321]2.5 Sequencing and Evaluation
None of this is an excuse for doing nothing, but success is not guaranteed. The evidence suggests that, by managing the core dimensions listed in Table 2 directly, and having protected craft time second, and skills based marketplace last and pilot in one site, the sequence of redesigning the core dimensions makes sense. This is a series of dependencies that are only as effective as the ability of the managers and the amount of investment that is put into them, and Helios should consider the roadmap a test to see if these assumptions are true, not a guarantee.
[bookmark: _Toc235137322]3. Key Performance Indicators
Progress can be reviewed as one people plan as the indicators below are both related to socialisation outcomes and to job design outcomes.
Table 3: Combined key performance indicators for Task A and Task B.
	Task
	Metric
	Baseline
	6 Months
	12 Months
	Data Source

	A
	New hire ramp up time
	8 months
	6 months
	4 months
	Milestone certification log

	A
	Engagement score, by site
	54 percent (global)
	58 percent
	65 percent
	Quarterly pulse survey

	A
	First year graduate exit rate
	Disproportionate
	10 percent cut
	25 percent cut
	HRIS exit records

	B
	Motivating potential score
	To be measured
	Baseline set
	30 percent uplift
	Job Diagnostic Survey

	B
	Craft time utilisation rate
	0 percent
	50 percent
	80 percent
	Manager time reporting

	B
	Internal mobility, marketplace fills
	Low, external led
	Pilot, one site
	30 percent of roles
	Marketplace platform data


[bookmark: _Toc235137323]4. Implementation Roadmap
The two workstreams are sequenced below together so that the delivery of the two workstreams can be coordinated by Helios People team and functional leaders, not as two projects competing for same management attention, as Task A and Task B.
Table 4: Combined 3, 6 and 12 month implementation roadmap for Helios Urban Mobility.
	Horizon
	Socialisation Workstream (Task A)
	Job Design Workstream (Task B)

	3 Months
	Pilot pre boarding preview and buddy assignment in one site, diagnose engagement by location, brief managers on civic sponsor role.
	Run Job Diagnostic Survey baseline, redesign one pilot team using Table 2 levers, train managers to coach crafting.

	6 Months
	Roll out the full 90 day milestone framework across all three sites, launch fortnightly contract check ins.
	Introduce protected craft windows company wide, pilot the internal talent marketplace in one site.

	12 Months
	Embed the year one identity and mobility phase, review site level engagement and ramp up data against target.
	Extend the skills based marketplace to all three sites, re measure the Job Diagnostic Survey against target.


[bookmark: _Toc235137324]
Task C: Reflective Report
[bookmark: _Toc235137325]5.1 Using AI as a Decision-Support Tool Without Eroding Critical Judgement
Working through this assignment reinforced my view that artificial intelligence should support evidence gathering and analysis rather than replace professional judgement in HR decision-making. The completion of this assignment solidified my belief that AI should be used to assist in the process of evidence collection and analysis, not to replace the human element in HR decisions. According to Parker and Grote (2022), algorithms can limit or augment human discretion, and I will use this in my future professional practice. I will apply AI tools to recognise patterns, to compare evidence, to summarise information, and make decisions on workforce, using AI as a source of evidence, not as a definitive. I will critically consider the data and its assumptions, organisational context, fairness considerations and strategic goals before taking action on AI-generated recommendations and ensure that when making important decisions, I will take informed human judgment into account. This will allow me to leverage AI tools and stay true to ethical standards and professional accountability. Helios Urban Mobility also pointed out that technological efficiency does not necessarily lead to improved people management. As mentioned in Task B, rather than eliminate the manager's judgment, the monitoring done by AI should support their autonomy. This further reinforced my thoughts that HR professionals should always challenge the outputs of AI and not take them on faith.
[bookmark: _Toc235137326]5.2 Personal Capability Development Plan
This module has given me four priorities for my future professional development. First, I will enhance my data literacy by taking an accredited people analytics course in the next six months and building people workforce dashboards in Excel or Power BI to better understand how to critically interpret HR data. Second, I will build up the skills and knowledge of AI augmentation in HR through hands-on experience of HR technology and analytics projects and learning how to assess algorithmic bias, transparency and governance. These will also enhance evidence-based skills management and strategic workforce planning (Jooss et al., 2024). Third, I will develop my strategic influencing abilities, through formal presentations, regular feedback from academic and professional advisors, and enhance the ability to communicate evidence-based recommendations to stakeholders within the next 12 months. Last but not least, I will build my mobility awareness around the world by joining projects that are spread across different countries, studying international working practices and gaining a better understanding of cultural and regulatory differences in the next two years. In general, I have come to see HR as a strategic business function, rather than something that is purely administrative, and that technology, evidence and human judgment all play a role. Overall, my future career objective is to be an HR practitioner with analytical skills, ethical decision making and strategic influence, who is constantly learning.
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FIGURE 2: THE HELIOS JOB DESIGN SYSTEM
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FIGURE 1: HELIOS SOCIALISATION PROCESS
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