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Topic: Designing a Human Capital Architecture for Strategic Renewal


Executive Summary 
The report aims to design a human capital architecture for strategic renewal for Helios Urban Mobility from the perspective of an external Strategic Human Capital Advisor. The report is divided into three parts. Part A focuses on designing a system for Helios that transforms new entrants into committed organisational citizens. The findings indicate that replacing traditional onboarding with strategic organisational socialisation would accelerate employee integration, strengthen organisational commitment, and reduce the current eight-month ramp-up period. Part B provides an innovative job design using the job characteristics model and Job Crafting Theory. The findings suggest skills-based architecture would enhance intrinsic motivation, innovation, and talent retention. Finally, Part C provides a critical reflection on the use of AI as a decision-support tool without eroding critical human judgement. Findings suggest the use of AI for the development of future capabilities in people analytics, strategic influence, and global HR management.
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[bookmark: _Toc233975939]TASK A: Socialisation, Identity & Business Activism
[bookmark: _Toc233975940]1. Traditional Onboarding Versus Strategic Organisational Socialisation
In case of Helios Urban Mobility, after five years of rapid expansion, Helios Urban Mobility is facing critical organisational challenges, including an eight-month ramp-up period, reflecting weak organisational socialisation. Organisational socialisation is the process through which new employees learn an organisation's values, norms, roles, and expected behaviours (Liao et al., 2022). In order to resolve the present weak organisational socialisation scenario, Helios needs to focus on developing strategic organisational socialisation, replacing its traditional onboarding. According to Pinco et al. (2025), traditional onboarding focuses on paperwork and system access, ignoring deeper psychological and identity-related processes. On the other hand, strategic socialisation focuses on building commitment gradually through structured exposure to culture, purpose, and relationships (Liao et al., 2022). Both approaches can be further evaluated through the application of the following theories:
Psychological Contract Theory
[image: ]
Figure 1: Psychological Contract Theory
(Source: Self-developed, inspired from Tashfeen and Rizwan, 2023)
The Psychological Contract Theory explains the unwritten mutual expectations, obligations, and beliefs between employees and employers which plays a critical role in shaping workplace relationships (Tashfeen and Rizwan, 2023). Psychological ownership mediates between onboarding quality and commitment. As per the study conducted by Tashfeen and Rizwan (2023), psychological contract fulfilment has a positive and significant impact on employee engagement in various work units. Traditional onboarding compliance, policies, and administrative processes overlook the psychological contract side of employee relationships, including expectations related to meaningful work, flexibility, security, and career development. On the other hand, strategic organisational socialisation deliberately manages these unwritten expectations through continuous communication, realistic role clarification, mentoring, and relationship-building (Tackett, 2024).  Hence, the adoption of strategic organisational socialisation enables Helios to connect newly hired employees with the organisational culture in alignment with their expectations, leading to a stronger psychological contract. 
Van Maanen & Schein Organisational Socialisation
Van Maanen and Schein's Organisational Socialisation Theory explains the ways structured organisational practices influence newcomers to learn organisational values, behaviours, and role expectations (Yu et al., 2025). Traditional onboarding is usually structured through a formal process, offering only basic orientation and not enough support to help with the transition, potentially creating uncertainty and slower adaptation. Conversely, strategic organisational socialisation uses tactics that are collective, formal, sequential, and supportive to help newcomers enter the organisation's culture more easily (Galema et al., 2022). For Helios, these socially structured socialisation practices would help to speed up the integration of employees, shorten the current timeframe of eight months, and increase employee commitment to the organisation when they are joining.
Identify Construction 
Identity Construction is about how individuals develop, shape, and negotiate their identities through social interaction, experiences, and navigating cultures (Cai et al., 2022). Within the organisational context, the theory argues that new employees actively interpret organisational signals to develop a comprehensive professional self-concept rather than simply accepting the predefined roles (Ofori-Boadu and Bonku, 2026). The traditional onboarding often considers new employees as passive recipients of organisational information and fixed role expectations. On the other hand, strategic organisation socialisation supports the construction of the self-concepts of the new employees through meaningful interaction, training and development, and opportunities to interpret their experiences (Liao et al., 2022). For Helios, new hires and the graduate population, thus the strategic organisation socialisation is critically valuable, as new hires and graduates can develop a better self-concept from better understanding their job roles through effective communication and guidance, rather than only receiving a role description. Overall, it can be said that strategic organisation socialisation fosters better identity development than traditional onboarding. 
[bookmark: _Toc233975941]2. Designing a structured socialisation framework for Helios
	Phase 
	Duration 
	Core activities 
	Theoretical anchor 

	1st phase (pre-boarding) 
	Offer for 1 day 
	· Digital welcome portal
· Brief of role-purpose
· Manager video 
· Mobility mission storytelling 
	· Psychological contract formation 

	2nd phase 
	1 to 90 days 
	· Structured buddy paring 
· Cross-site rotation taster 
· Milestone check-ins at each 30-day interval 
	· Organisational socialisation dimension 

	3rd phase 
	4 to 12 months
	· Identity-sharping project ownership
· Formal mentoring 
· Internal mobility taster 
· Ethics and sustainability immersion  
	· Social exchange theory 
· Identity construction theory 


Table 1: Designed structure of socialisation framework for Helios
(Source: Self-developed)
Justifying the design 
The structured socialisation framework has helped in developing a step-by-step plan for Helios in terms of helping its new members learn the rules, values, and skills they need to fit in and succeed. As per Ahmad et al. (2023), social exchange theory is considered to be one of the gold standards for understanding workplace behaviour. Adopting this theoretical concept, the preboarding phase has helped in reducing early uncertainty. However, the first 30-day phase replaces Helios' present undefined introduction with checkpoints. The one-year phase extends socialisation beyond the entry in terms of allowing identity to consolidate through ownership of meaningful work rather than passive observations. On the other hand, the ramp-up time is considered to be expected to fall as commitment and clarity are built progressively rather than assumed instantly.
[bookmark: _Toc233975942]3. Propose Mechanism for Cultivation
The proposed mechanism for cultivation at Helios Urban Mobility is grounded in three approaches, which are discussed as follows:
Organisational Identification
Organisational identification develops when employees perceive personal values as effectively aligned with the organisational mission and purpose. According to Barattucci et al. (2025), employees tend to frequently revise their psychological contracts in response to changing dynamics of workplace complexities and expectations. For ensuring effective organisational identification, organisations need to effectively and transparently communicate their purpose and vision among employees of all levels (Barattucci et al., 2025). Thus, for Helios, it is proposed that the organisational mission be narrated repeatedly through onboarding, town halls, and ongoing leadership communication. The proposed mechanism needs to be included in the mission-storytelling sessions, visible city-impact dashboards, and leader-led purpose conversations embedded across all touchpoints. Thus, through effective and consistent purpose communication, Helios can turn abstract mission into practical organisational identification and enhance its employee engagement. 
Ethical Professionalism
Ethical professionalism within an organisational setting largely depends on consistent leadership behaviour and transparent decision-making across the geographically dispersed business units. The study conducted by Burhan et al. (2023) argued that the psychological safety of the employees is positively related to the underlying ethical professionalism within the organisation. Helios presently operates across London, Berlin, and Singapore; thus, inconsistent ethical signalling across the units can risk fragmenting trust between the units. Therefore, to enhance ethical professionalism, it is proposed that Helios develop a shared ethics charter, a cross-site ethics champion, and protected channels for raising employee concerns. Additionally, the leaders of Helios need to visibly reflect ethical behaviour rather than delegating it only in the written policies. Thus, through enhancing ethical professionalism, the new entrants find a fair workplace setting and stay committed to the organisation.
Business Activist Mindset
Ulrich's HR business partner evolution reframes HR's purpose around delivering value across multiple stakeholder groups simultaneously. As per the stakeholder capitalism perspective, a business activist mindset can be cultivated by positioning employees as strategic contributors who create value for both the organisation and its wider stakeholders (Berry et al., 2025). Thus, it is proposed to Helios that the integration of stakeholder capitalism into induction, leadership development, and performance management be reinforced to reinforce accountability beyond shareholder value. 


[bookmark: _Toc233975943]TASK B: Job Design 
[bookmark: _Toc233975944]1 Innovative job design strategy
Helios is supposed to develop an innovative job design strategy to mitigate these challenges by using different theoretical models, including the Job Characteristics Model, Job crafting theory, and Skills-based architecture in the context of talent acquisition. 
Job Characteristics Model
Job Characteristics Model is an organisational psychology framework demonstrating that specific job traits directly influence employee motivation, satisfaction, and performance by creating different psychological states (Hadi El-Farr, 2023). These psychological states are associated with experienced meaningfulness, experienced responsibility, and knowledge of actual results of the employee in the organisation. Skill variety, task identity, autonomy, and feedback are four factors of the model that contribute to the intrinsic motivation of the employees. SMART Work Design model combines traditional job design elements with modern demands-resources (Parker and Knight, 2024). It is found that SMART work design helps in motivation and strain-related pathways between work characteristics and clear project outcomes. This is associated with Helios, where engineers have to deal with broken tasks in more massive AI infrastructure deployments. On the other hand, the lack of clear task identity undermines the ownership of the system development for city government clients. Furthermore, current feedback is not formalised, and it is not clear to employees how it affects actual urban outcomes in the company. Therefore, it is crucial for Helios to reconsider the role of complete ownership from data modelling to client deployment. This would create a stronger sense of task identity for engineers serving a named city-deployment project than for those who were rotated to other projects. This redesign also needs to be institutionalised with structured feedback mechanisms for individual contribution to measurable city-level impact in Helios. These approaches directly associated with two motivational components of the Job Characteristics Model, including autonomy and significance. 
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Figure 2: Job Characteristics Model
(Source: Self-developed)
Job crafting theory
Job crafting helps to reshape and refine the tasks of employees by maintaining relationships and a mindset to enhance personal strengths, values, and passions of the employees. Job crafting is a proactive working behaviour that enhances sustainable employability by activating motivation and self-determination (Afnek and Khadem, 2026). Similarly, Job crafting theory is associated with employees' proactive behaviour to change jobs to conform to personal needs that involves task, relationship, and cognition (Szőts-Kováts and Kiss, 2023). Behavioural and cognitive crafting contribute to enhancing the sense of intrinsic need satisfaction of knowledge workers. Cognitive crafting, such as reframing of tasks, occurs before behavioural crafting in the early career stage. This progression indicates that graduates need to be supported in reflecting before making a structural change of job on their own. Therefore, Helios needs to provide training to managers on needs-based dialogue, differing from traditional appraisals. Quarterly crafting conversations would provide graduates with a safe space by adjusting scope and collaborators. These discussions need to be reflected before reaching an agreement on specific changes to routine tasks as a desired outcome. 
Skills-based architecture and internal talent marketplaces.
Skills-based architecture replaces traditional job titles by breaking work into specific tasks and capabilities. Organisation with internal talent markets experience found high employee retention among highly mobile employees (Dalila et al., 2025). This was found particularly strong where mobility opportunities were transparent and accessible across departments. Moreover, internal placement fills roles considerably faster than external recruitment processes (Sousa et al., 2025). This is associated with Helios, where High-potential graduates leave due to a lack of progression in the organisation. The current mobility in the firm is managed by managers’ goodwill, creating unequal access across London, Berlin, and Singapore. Therefore, Helios needs to incorporate a skill taxonomy and an AI-powered internal matching platform. Moreover, a Berlin-based analyst would be able to lend their capacity to a project in Singapore without relocation. The structure also boosts redeployment speed, which is important for Helios’s fast city-contract delivery timelines. Therefore, skill-based architecture helps to tackle employee retention concerns and operational agility throughout Helios’s global footprint. 
[bookmark: _Toc233975945]2. Stimulating intrinsic motivation and supporting innovation
The Job Characteristics Model provides intrinsic motivation, including autonomy and significance to the employee. Moreover, regular positive connections between autonomy-supportive manager interaction and intrinsic motivation outcomes (Ye and Zhang, 2025). This helps to formalise the use of autonomy in Helios' job design instead of it becoming part of the practice. On the other hand, Job crafting enables people to tailor the structural conditions to their strengths. Furthermore, cognitive crafting precedes behavioural crafting, and there is a need to reflect on the concepts before the operation in behaviour. However, the skills-based marketplace takes motivation, supporting people's growth goals with visible opportunities across borders (Jooss et al., 2024). Additionally, internal mobility has been associated with more positive results in innovation outcomes, with a variety of cross-functional exposures. 
Proactivity can be achieved by ability, motives, and motivated involvement that helps to promote greater workplace satisfaction (Lan et al., 2026). The model is applicable to Helios, where creative problem-solving with AI under regulatory constraints is a continuous process. Furthermore, cross-border working involves employees with different regulatory requirements in the smart city in Europe and Asia, which helps to build the capability of innovation. This is connected to Helios's vision of flexible infrastructure analytics-as-a-service in various city contexts. Therefore, the integration of structural autonomy, the creation of discretion, and the mobility of marketplaces solve the problem of motivation and innovation at the same time. Helios's human capital architecture transitions from a static job-centric to a continuous regeneration model. The system fosters continuous engagement, ethical engagement, and innovation capacity within Helios' three country teams. These frameworks provide a strong foundation for engagement but can be potentially disruptive to critical project teams when high-potential employees regularly change capacities across the globe. In addition, job crafting relies on the assumption that the availability of systemic maturity in junior graduates will be sufficient to help them to reframe.  and negotiate their roles if this is not already well socialised in the organisation. This might further lead to increased role ambiguity and escalation of operational friction. However, this proposed job design strategy is theory-driven and is a coherent solution to Helios's strategic renewal challenges.

[bookmark: _Toc233975946]‌TASK C: Reflective report 
[bookmark: _Toc233975947]1. Using AI as a decision-support tool without eroding critical human judgment
I believe that, being a strategic human capital advisor for Helios Urban Mobility, my approach to AI is considered to be firmly rooted within augmented intelligence rather than autonomous automation. As per the opinion of Gonsalves (2026), integration of an AI tool protects an individual's critical thinking by performing as a thinking partner that deliberately helps in making a suitable decision. I have realised that AI serves as a powerful cognitive amplifier but fails to replace the nuanced human judgments that are needed for navigating complex psychological as well as cultural shifts. According to the findings of Singh (2023), AI relies on past data in terms of predicting answers, but fails to create new values. Based on this aspect, I need to deploy AI in terms of parsing vast datasets, such as sentiment analysis from digital footprint tracking on the pre-boarding portal, employee engagement surveys and predictive attrition modelling among high-potential graduates for resolving Helios's high attrition and lengthy 8-month ramp-up period. 
I have realised that employee engagement surveys can help organisational leaders find problems, keep good workers, as well as boost overall business performance. On the other hand, Akdeniz (2023) has argued that digital footprint tracking on a pre-boarding portal is considered to be an effective method that is used by companies in terms of monitoring a new hire's online actions while they complete paperwork and training before starting. However, I have realised that the influence of such data will only help to provide an answer to “What”, not “Why”. For instance, an algorithm can flag a drop at the 60-day mark within a new hire's engagement, but can fail to understand the subtle identity fractures as well as unmet psychological contracts causing it. In this respect, I will be using contextual data for validating predictive analytics against real-world qualitative feedback. Apart from this, I will also ensure that strategic socialisation remains relational in context to AI tool usage. 
[bookmark: _Toc233975948]2. Outlining a personal capability development plan to enhance future employability 
	Objective
	Action Plan
	Time frame 

	To move beyond basic HR metrics to master predictive workforce analytics and natural language processing
	I need to complete a certified course in the field of People Analytics as well as learn to leverage AI tools for organisational network analysis. 
	6 months 

	To elevate my ability to secure executive buy-in for long-term human capital investments
	I need to undergo advanced training in executive communication as well as data-driven storytelling.
	3 months 

	To gain expertise in managing distributed workforces across varying regulatory and cultural landscapes.
	I need to acknowledge distinct employment laws, psychological contract expectations, and cultural dimensions that are unique to London, Berlin, and Singapore, where Helios operates. 
	8 months 


Table 2: Personal capability development plan
(Source: Self-developed)
The table mentioned above highlights the personal capabilities development plan that can help me to improve my employability skills in the coming times. As per the opinion of Mainga et al. (2022), improving employability skills helps an individual to secure a job faster, perform better at work, and grow their career. This can help me to achieve my target career path in future.
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