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[bookmark: _8ocdm8a0i0ib][bookmark: _Toc234591378]Introduction 
Helios Urban Mobility, a European smart-mobility startup operates across London, Berlin and Singapore, with 450 employees across regions. The firm caters to city governments by providing AI-enabled electric transport solutions and designing smart infrastructure to support its electric vehicles. The organisation recorded rapid growth and expansion in the first five years. However, it is facing severe organisational challenges, including weak ramp-up time, with average time for new hires to become productive being 8 months, decimating employee engagement at 54% and high attrition rate amongst high-potential graduates. The purpose of this report is to design a structured socialisation framework and propose an innovative job design strategy for Helios, followed by a reflective report.
[bookmark: _1qqpgj7y28qj][bookmark: _Toc234591379]TASK A: Socialisation, Identity & Business Activism 
Current Challenges at Helios 
The challenges that Helios is experiencing are related to poor engagement, longer ramp-up time for new hires and inability to retain high-potential graduates, indicating a strategic human capital failure as these outcomes reveal weaknesses in talent development, engagement and retention.
[bookmark: _c0jf895wssfd][bookmark: _Toc234591380]Traditional On-boarding versus Strategic Organisational Socialisation 
On-boarding is a critical organisational process to ensure human resource retention, under which, new hires are incorporated within the organisational culture and ambience (Rani et al., 2024). There exist traditional and strategic organisational socialisation processes with distinct features, discussed and evaluated below. According to Van Maanen and Schein’s theory (1977), organisational socialisation depends on six opposing socialisation strategies: “formal vs informal,” “sequential vs random,” “collective vs individual,” “fixed vs variable,” “serial vs disjunctive,” and “investiture vs divestiture” (Ricciardelli, 2022). Traditional on-boarding, evident within Helios’ current approach, primarily focuses on formal, sequential and fixed socialisation tactics (Peltokorpi et al., 2020). This ensures procedural compliance but restricts employee autonomy and distinct professional identity development. Role clarity and job readiness, alongside operational consistency are achieved effectively following sequential on-boarding. Conversely, Helios would benefit from strategic organisational socialisation, wherein investiture tactics is employed, and individual strengths and potentials are recognised. Mentoring, networking and continuous interactions encourage deeper cultural assimilation, ensuring long-term retention/commitment. Nevertheless, modern organisational socialisation that relies heavily on digital media, lacks the core positives of strategic socialisation, resulting in lesser engaged employees and high attrition. 
In organisational setup, a psychological contract theory pertains to a set of personal expectations founded on unspoken exchange promises, meaning whether the employee will stay with the company will be decided by if the employer is able to fulfil the unspoken promises (e.g. appreciation, rewards, career development opportunities in exchange of long-term employee retention) (Topa et al., 2022). At Helios, the psychological contract appears largely based on pay, duties and performance expectations. For Helios, a strategic on-boarding, wherein career development, growth opportunities, work-life balance are prioritised, and failing to accommodate these would lead to high turnover. 
Identity construction theory states that an individual/organisation defines itself in a certain way and how employees tailor their professional selves within that identity (Ashforth and Schinoff, 2016). It is a continuous and evolving negotiation process between organisational culture, leadership objectives and individual employee experiences (Ashforth and Schinoff, 2016). In traditional socialisation, apparent within Helios, employees may learn predefined organisational identity and adapt them, but a strategic on-boarding would enable Helios’ employees to actively construct their professional identity within the organisational culture. However, strategic socialisation will increase resource requirements, but can be overcome through phased implementation and manager training. 
[bookmark: _mhf0oqmhoa1][bookmark: _Toc234591381]Structured Socialisation Framework for Helios 
Organisations that take proactive measures in on-boarding stages are found to make 2.5 times as much revenue and 1.9 times as more net profit than the ones who fail to take effective measures, highlighting the importance of the phase (Frögéli et al., 2023). The following measures may help Helios to improve their process. 
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Figure 1: Newcomer organisational socialisation model
(Source: Bauer et al., 2025)
Pre-Onboarding
In the pre-on-boarding phase, Helios must deploy formal, sequential and serial socialisation tactics by providing a structured pre-onboarding roadmap (Ricciardelli, 2022). This will reduce uncertainty before entry and check initial-stage attrition. However, career maturity plays a crucial role in directing individual socialisation behaviour post-entry (Takeuchi et al., 2020). New hires must be clearly communicated on the job role, responsibilities, induction training period, career development opportunities, role expectations, organisational values, job security and flexible working conditions. These factors influence UK job seekers’ organisational preferences and expectations before entry (OECD, 2024). New hires’ job search behaviour can be analysed to understand pre-onboarding “anticipatory socialisation” (Takeuchi et al., 2020). This stage will be overseen by the HR Manager and Hiring Manager using HRIS, LMS and onboarding platforms (Handayani et al., 2025). Nevertheless, excessive pre-entry information may overwhelm newcomers, thus information must be delivered gradually. 
First 90 Days
In the first 90 days, Helios must implement serial socialisation through mentoring, guidance and regular manager interaction to improve social acceptance and new hire adjustment (Frögéli et al., 2023). College-to-work new hires must be given special attention to reduce their stress and uncertainty. To build task mastery and strengthen role clarity, Helios must conduct 30, 60 and 90 day developmental reviews using Behaviourally Anchored Rating Scales (BARS) and constructive feedback mechanisms (Bauer et al., 2025). This will support employee recognition and esteem needs as proposed by Maslow’s Hierarchy of Needs Theory (Ugoani, 2023). Individual identity construction must be facilitated through cross-functional project participation to enable new hires to develop organisational networks and distinct professional identity (Bauer et al., 2025). Additionally, mentoring and coaching programmes would foster relational psychological contract, resulting in reduced withdrawal intentions and employee wellbeing (Cai et al., 2021). Line managers and mentors will oversee this stage through LMS, performance management software and collaborative platforms. However, Helios must balance information/knowledge sharing with the new hires’ capacities. 
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Figure 2: Impact of mentoring in newcomer socialisation
(Source: Cai et al., 2021)

Year One
A survey conducted in 2021 found that 63% of the participants left their jobs due to lack of progression opportunities (Baskin, 2026). Helios must implement career pathways and succession planning to provide tangible progression opportunities and strengthen long-term retention (van der Baan et al., 2025). It must also nurture leadership development and cross-functional mobility through continuous learning. To evaluate organisational identification, engagement and retention outcomes, Helios must conduct a 12-month appraisal, assessment centre-based development review and socialisation review (Mosquera and Soares, 2025). This stage will be led by L&D managers using LMS and talent management systems. However, career advancement expectations may not meet available opportunities, thus transparent promotion criteria should be clearly communicated. These measures may reduce ramp-up time, attrition and disengagement. 
[bookmark: _3qjnzlis45hf][bookmark: _Toc234591382]Building Identity, Ethics and Business Activism
Organisational Identification
To build organisational identity, Helios must align employee goals with organisational objectives. Following Ulrich’s (2017) six competencies model, Helios must develop line managers as “credible activists" to build trust, communicate purpose and strengthen employee commitment. It must apply "capability builder” competency by spearheading cross-functional collaboration to reinforce Helios’ collective identity (Ulrich, 2017).
Ethical Professionalism
To harbour ethical professionalism, Helios must embed visible ethical decision-making and fairness principles within onboarding, performance management and leadership practices (Armstrong, 2021). To strengthen trust and psychological contract fulfilment, it must establish transparent communication and accountability procedures (Armstrong, 2021). Employee voices must be encouraged to report unethical practices to reinforce integrity, justice and responsible professional conduct (Armstrong, 2021). 
Business Activism
Following Ulrich’s Business Partner Model, Helios must position HR as a strategic “HR Business Partner”, instrumental in aligning people practices with organisational sustainability and stakeholder priorities rather than administrative objectives (Wach et al., 2021). It must adopt a stakeholder capitalism perspective to create values for employees, communities, customers and society alongside organisational performance (WEF, 2021). Moreover, Helios must focus on building collective organisational capabilities that promote responsible innovation, long-term value creation and social impact to integrate business activism in newcomers through organisational activities (Ulrich, 2017). 
Resistance to change may occur, and to address that, continuous communication and leadership support is essential. Overall, strategic socialisation will foster engagement, ethical professionalism and stakeholder-focused organisational success for Helios.
[bookmark: _5p9g3yz8wect][bookmark: _Toc234591383]TASK B: Job Design
Current Job Design Problems
The job design prevalent at Helios is ineffective and flawed, resulting in failure to retain key human assets, poor engagement and a prolonged ramp-up period for new hires. This suggests misalignment between employee and organisational requirements. Therefore, the following innovative job design strategy, employing the Job Characteristics Model, the Job Crafting Theory and the Skills-Based architecture, are recommended aimed at mitigating these challenges and ensuring Helios’ sustained international growth.
[bookmark: _7hjqlnyfdf06][bookmark: _Toc234591384]Innovative Job Design Strategy 
Job Characteristics Model
Helios must redesign its job roles using the Job Characteristics Model (Hackman and Oldham, 1976) to accelerate productivity, improve engagement and reduce high-potential graduate attrition. The model outlines five components to induce motivation, namely: “skill variety,” “task identity,” “task significance,” “autonomy” and “feedback” (Zhao et al., 2024). Under “skill variety,” Helios must expand roles beyond narrow technical tasks by involving employees in AI development and smart infrastructure projects to mitigate monotony and develop diverse competencies required in a rapidly expanding organisation. To apply “task identity,” it must assign employees ownership of entire projects to enable them to observe outcomes, strengthen accountability, engagement and commitment through greater personal responsibility (Cotič et al., 2025). “Task significance” can be achieved by communicating the overarching impact of AI-enabled transport solutions in realising urban sustainability to prompt stronger perception of societal impact, meaningfulness, satisfaction, motivation and organisational commitment (Siruri and Cheche, 2021). 
Job autonomy and feedback has high motivating potential scores, with either of them compromised can lead to reduced motivation (Chen et al., 2023). Helios must impart “autonomy” to project teams over innovation decisions, project execution and problem-solving methods, particularly important to support creativity in technology-driven environments. It should also implement continuous/real-time “feedback” loops through managers, clients and project outcomes, which can lessen its current 8-month ramp-up period by augmenting learning and role adjustment. However, greater autonomy may create role ambiguity, which can be countered by regular feedback and clear performance expectations. 
Job Crafting Theory
Job Crafting Theory, propounded by Wrzesniewski and Dutton (2001), states that employees proactively reshape tasks, relationships and work perceptions to better align their jobs with their strengths and values through three dimensions: “task crafting,” “relational crafting” and “cognitive crafting” (Geldenhuys et al., 2020). Helios should create opportunities for employees to engage in job crafting by allowing autonomy, cross-functional collaboration and role flexibility. “Task crafting” would allow employees to customise their project responsibilities based on strengths and interests; for instance, AI engineers could participate in sustainability initiatives or innovation projects beyond their core duties. This will address Helios’ low engagement level and high attrition among graduates by increasing ownership and meaningfulness of work (Nie et al., 2023). 
“Relational crafting” can be achieved by encouraging cross-functional collaboration across engineering, infrastructure and city-government teams. This will enhance engagement, expand networking and knowledge-sharing across London, Berlin and Singapore operations (Letona-Ibañez et al., 2021). This will also promote faster organisational integration and reduce ramp-up periods. 
To induce “cognitive crafting,” Helios must encourage employees to look at their roles as contributing to the greater good of the society through sustainable urban mobility rather than isolated technical tasks, improving performance, and strengthening organisational commitment and identification with Helios’ broader objectives (Geldenhuys et al., 2020). During rapid expansion job crafting transforms passive job roles into active role designers, prompting adaptability, engagement and retention. Conversely, excessive job crafting may trigger role inconsistency, therefore, managerial oversight must ensure alignment of crafting with organisational objectives.


Skills-Based Architecture
Skills-based architecture focuses on organising employee roles according to verified skills rather than fixed job titles (Deloitte, 2026). Helios must deploy skills-based architecture by replacing rigid job roles, wherein employees will be put in roles where their capabilities can flourish rather than sticking to job descriptions. This can be achieved through creating a central skills inventory covering AI development, data analytics, smart infrastructure, data analytics, project management and stakeholder engagement. Helios must introduce micro-credentialing programmes to continuously test emerging technical and managerial competencies (Amiri et al., 2026). Whereas job rotation and cross-training initiatives will broaden employee skill portfolios and organisational flexibility (Daher and Ziade, 2023). It must match employees to projects based on skills availability and developmental requirements and not on departmental needs, supporting objective talent deployment aligned with the Equality Act 2010 and Employment Rights Act 1996 (Deloitte, 2026; GOV UK, 2026; GOV UK, 2026). This approach suits Helios because rapid expansion requires faster talent deployment (Rothwell, 2026).
Skills-based architecture would also enable Helios’ managers to identify skills gaps and allocate resources more effectively. Cross-functional activities will accelerate learning and reduce the current ramp-up period. However, it can introduce bias/inaccuracies, thereby evaluation criteria must be transparent. 
[bookmark: _vz7lvyulki0][bookmark: _Toc234591385]Explanation of the Design to Stimulate Motivation and Support Innovation 
The new innovative job design following the Job Characteristics Model would stimulate intrinsic motivation through increased variety of skills, enhanced identity and significance of tasks, autonomy and feedback mechanisms, such as 360-degree feedback by creating meaningfulness and responsibility (Zhao et al., 2024). For Helios, greater autonomy and real-time feedback supported by Management by Objectives (MBO), will augment learning, reduce ramp-up time and encourage innovative problem-solving, key to AI-based technology solutions. Allowing employees to craft tasks, relationships and cognition would translate into increased ownership, accountability and engagement, resulting in generation of novel ideas and enhanced adaptability to shifting organisational demands (Nie et al., 2023; Letona-Ibañez et al., 2021). This is crucial for Helios to support innovation during rapid expansion drives. Skills-based architecture would enable employees to be deployed and develop diverse capabilities across projects, which will increase growth opportunities and career mobility, checking early-stage attrition and retention of highly-skilled graduates for Helios (Deloitte, 2026). Innovation initiatives may increase workload, thus, initiatives must be accompanied by resources and wellbeing support. 
[bookmark: _rl57o4xl53av][bookmark: _Toc234591386]TASK C: Reflective report 
[bookmark: _84nxp4cmlvka][bookmark: _Toc234591387]AI as Decision Support 
AI as a decision support tool would strengthen data analysis, pattern recognition, literature synthesis, drafting and scenario generation at a rate that is not achievable for normal humans, because it would enable these in real-time (Meidema et al., 2025). I would use AI to support decision-making but in a controlled manner, wherein I would probably provide the literature and use AI to recognise recurring patterns or extract data. However, human judgement must remain central; for example, if I provide literature and use AI to extract data, I would prefer synthesising the data myself. I will use AI to extract the key excerpts when time is limited. Furthermore, if AI is being used extensively, then sources must be verified and AI outputs must be challenged to support contextual decision-making. Overall, AI should remain a human-supervised decision-support tool. 
[bookmark: _dr81vyscn9tv][bookmark: _Toc234591388]Personal Capability Development Plan 
To critically evaluate my future employability requirements and identify key areas for professional growth, I will apply Rolfe’s reflective model (Orsini et al., 2026).
What? - This module highlighted capability gaps in data literacy, AI augmentation in HR, strategic influencing skills, change management and global mobility awareness, which are gaining traction in technology-driven and global organisations. 
So what? - This assignment revealed capability gaps relevant to future job roles. These capability gaps will hinder my ability to contribute effectively in my future job role, thereby developing these competencies is essential for me to improve my future employability and strategic contribution.
Now what? - To develop data literacy, I will complete Power BI, Excel analytics and HR analytics training within the next 12 months (Saxena et al., 2021). For AI augmentation in HR, I will develop knowledge of AI-assisted recruitment, workforce planning and people analytics by taking professional courses within the next 6 months (Nawaz et al., 2024). Strategic influencing can be improved by learning stakeholder management, negotiation and communication skills through leadership activities and group project participation. I will study change management frameworks and how established organisations are employing them within the next 12 months to hone change management capabilities. To develop global mobility awareness capability, I will build knowledge on expatriate management, cultural assimilation and international HRM through independent study and professional development.
Following this strategy, I will bridge the capabilities gaps and be prepared for future employability. 
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(Source: Self-Created)
[bookmark: _Toc234591389]Conclusion
To conclude, strategic socialisation and innovative job design may strengthen engagement, retention and organisational growth at Helios, provided the implementation is phased and data-informed.
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Table 1: Personal Capability Development Plan for Future Employability

Capability

Data literacy

Al
augmentation
in HR

Strateg
influencing
skil

Change
management

Global
mobility
awareness

Why is it Important (Based on
Helios assignment)

Analyse engagement and
retention ramp-up metrics similar
to those identified at Helios to
‘support evidence-informed
decision-making

Support Al-assisted recruitment,
workforce planning and people
analytics in technology-driven
organisations, such as Helios

Effectively communicate and
obtain support for onboarding
socialisation and job design
initiatives amongst organisational
stakeholders

Support successful
implementation of socialisation,
onboarding and job redesign
initiatives during organisational
transformation or rapid expansion

Manage workforce challenges
across geographically and
culturally diverse operations, such
s London, Berlin and Singapore

Development Activity Timeline

Complete Power BI, Excel 12 months
Analytics and HR Analytics
training

Undertake professional 6 months
courses on Al-assisted
recruitment, workforce

planning and people analytics

Develop stakeholder Ongoing
management, negotiation and
communication skills through

leadership activities and
participation in group projects

Hamess knowledge of change 12 months
management frameworks and
study how established
organisations are navigating
structural change

Study expatriate management,  Ongoing
cultural assimilation and
international HRM through
independent leaming and
professional development
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