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[bookmark: _Toc234669312]1.1 From Transactional Onboarding to Strategic Socialisation  
Van Maanen and Schein's tactical framework
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Figure 1: Van Maanen and Schein's tactical framework
(Source: Houghton 2014)
Van Maanen and Schein (1979) identify six socialisation tactics (arranged into a continuum) that are institutionalised and individualised. Formal, Collective, sequential, fixed, serial and investiture strategies minimise ambiguity and foster custodial role reactions which is what Helios must do in minimising ramp-up and stabilising performance in 3 geographically spaced hubs. Instead, individualised tactics speed up innovation at the expense of coherence and a disjointed start-up typically does not require greater variance (Dwivedi et al. 2021).
Psychological contract theory 
[image: The Psychological Contract – Scouting Matters]
Figure 2: Psychological contract theory
(Source: Scouting Matters 2021)
The theory of psychological contract suggested by Rousseau (1989) illustrates that even during the early years, unwritten expectations that pertain to effort, reciprocity and fairness are crystallised. In the event of violation of these expectations in the initial weeks, breach is closely followed by disengagement, thus plausibly understanding the 54 per cent engagement score. Each insinuation of any recruiter undertaking, indicator of workload and the reply of the manager on this indicator leads to either binding or scaring away the new recruit.
Identity construction in high-growth contexts
Novices do not simply get acquainted with the tasks, but negotiate whom they are turning into within the firm. The social identity lens by Ashforth and Mael (1989) reveals that effort, advocacy and citizenship are the results that follow self-defining organisational membership. Strategic socialisation thus makes strategies, tactic, contract and identity all parts of the same design task in that entry is the basis of retention instead of a pre:formal step before the actual work.
[bookmark: _Toc234669313]1.2 A Structured Socialisation Framework for Helios  
The suggested framework is multiphase and uses institutionalised tactics strategically as the state requires coherence prior to creativity as in the case of Helios.
Pre-boarding (offer acceptance to day one)
The signed offer to the first working day gap is now being wasted at Helios. In the updated version, the uncertainty is minimized by the use of this window in order to start the formation of psychological contracts. The recruits are provided with an edited online portal with realistic job previews, recorded team videos, a welcome video from the site manager, and pre-read about the mobility industry (Powers 2023). A named buddy comes in contact in less than seventy-two hours. This therapy transforms fear into expecting an anticipated outcome and helps the individual to realize that the employer is interested in her or him prior to the initiation of the payroll.
The first ninety days
This stage puts into action in its entirety the institutionalised bundle provided by Van Maanen and Schein. The cohorts enter on set start dates and are mentored in series and have a sequence of milestones that are completed in equal stages, including technical skills, stakeholder mapping and exposure to city-government clients. Investiture is directed in terms of the ceremony of proclaiming the previous expertise of the newcomer as opposed to its dismantling (Ehwi et al. 2023). The scheduled feedback during appointment number thirty, sixty and ninety enables early revision of the psychological contract when expectations regarding the behaviour are still being established. The design addresses head-on the eight-month ramp-up issue by loading the role clarity, network density and confidence up front (Frögéli et al. 2023).
Year one
In the fourth month, the absorptive focus is replaced by contribution. New members complete cross-city rotations in London, Berlin and Singapore, work on a client project as a delivery member and a socialisation review, turning them into the next group buddies, at the end of twelve months. The cycle is created with reciprocity: who received, became who gave.
The hypothesis is justifiable in that it takes into account all three of the presenting problems at the same time: slow ramp-up occurring under structure, disengaging happening under the psychological contract fulfilment and the graduate attrition happening under identity anchoring at the point where quit decisions are most frequently made (Gunnesch-Luca 2025).
[bookmark: _Toc234669314]1.3 Mechanisms for Identity, Ethics and Activism 
Organisational identification
[image: The Nexus between Organisational Identification and Employees' Behavioural  Outcomes: Evidence from Ecotourism Businesses]
Figure 3: Organisational identification
(Source: Tayo Onijigin et al. 2023)
According to Ashforth and Mael (1989) identification grows stronger when membership is associated with distinctiveness, inter-group contrast, prestige and inter-group contrast. Helios is able to design these conditions and not wait until they happen. It has a common story that is created through the aim of decarbonising urban movement, making it unique. Cities partnerships are visible and provide prestige. Cross-site rituals (quarterly all-hands, shared design sprints, common visual language of internal artefacts) give the impression of an at least semblance of a coherent community even though space and time are torn apart (Soares et al. 2025). Once recognition schemes are, there is the rewarding of citizenship behaviours as well as delivery, which signals the desired behaviour that is truly valued by the organisation.
Ethical professionalism
Since Helios is the processing of data of citizens and the public infrastructure, the ethics cannot be assigned to a compliance role. All engineers, analysts and front office managers are expected to make ethical decisions as a part of their work. Introduction of a code of professional behavior occurs within the first ninety days, which is repurposed on a regular basis using rehearsals of dilemmas by use of cases akin to medical and legal training (Reale et al. 2023). The performance criteria, decisions on promotions are ethically reasoned so that an aspect of professionalism is made to cost to career advancement rather than a choice of virtue.
The business-activist mindset
[image: HR role model by Dave Ulrich (Ulrich 1997)]
Figure 4: HR role by Ulrich
(Source: Long 2023)
The progressive development of the HR role, as proposed by Ulrich (1997) into a strategic and, more recently, an activist should serve as an example to the rest of the workforce. Some employees are supposed to be critical, not just to obey. The culture is developed in an organized module of stakeholder-capitalism, in the first year, which includes the clients of the city, citizens, regulators, investors and communities. Novices are given a stakeholder-mapping game whereby they spot an outcome in an ongoing project and suggest a caseable stand. Speaking up is handled as a skill and psychological security is secured by using clear norms and training of managers (Silva et al. 2025). 
Combined, belonging, ethics disciplines drive conduct, and activism outward energy. The three processes transformation of the socialised newcomers, into committed citizens who can represent Helios, and not just work there.
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The Job Characteristics Model.
[image: Hackman & Oldham's Job Characteristics model]
Figure 5: The Job Characteristics Model.
(Source: Zanini 2020)
The five dimensions are distinguished by Hackman and Oldham (1976) as skill variety, task identity, task significance, autonomy and feedback, which form a combination to create experienced meaningfulness, a sense of responsibility and awareness of results. The cores of the Helios positions are assessed on these dimensions and reconstructed where scores were low. Workers that work on isolated pieces of a city dashboard, such as rework, are rearranged as small cells with its own end-to-end product to a named client, which regains task identity and importance in a unified action. The autonomy is expanded through a change of micro-scheduled sprints towards team-level outcome-based work agreements. The feedback is also incorporated in the form of client demonstrations once in a set time as opposed to having annual performance reviews (Hadi El-Farr 2023). The variety of skills is safeguarded by discouragement of excessive specialisation within the initial three-year tenure. The redesign is no single touch show, but a restructuring of what employees go through every week.
Job crafting
Wrzesniewski and Dutton (2001) explain that employees would redefine task, relational, and cognitive boundaries in ways that would give them best fit in work, based on strengths and identities. Job crafting is a bottom-up complement to a top-down redesign used where the Job Characteristics Model can be used. Helios justifies creating by having one-to-one conversations with the employee every quarter, where the employee suggests small changes - a new task to the to-do list, a new relationship to build, a reshaping of purpose - that would increase their level of engagement but not affect delivery. This is done through managers being trained to accept or deny such proposals openly (Roczniewska et al. 2023). Crafting transforms job description into a living arrangement rather than a contract and individual initiative is transformed into the engagement instead of the exit.
Skills-based architecture and the internal talent marketplace
The third layer is the structural. Helios defines work rather than categorizing people according to their fixed job titles by the ways they are packages of skills and outcomes. The skills profiles of employees are visible within the organization and short assignments, stretch projects and gigs will appear on an internal exchange that will be available across the three locations (Betty et al. 2026). Somewhere in Berlin a data scientist can contribute 20 per cent of their time to a Singapore urban-planning bid; somewhere in London, a graduate can prototype a Berlin infrastructure project. This mobility breaks down those walls that now confine the graduates with high potential to the same job, first level positions, even the ones that Helios is losing. It also establishes a system of capability development without a delay of a formal internal move, and it enables the organisation to have the ability to redeploy limited skills to the priorities of the strategy free of the political effects of a permanent redesign (Christou and Piller 2024).
The three layers are not competing on completing each other. The Job Characteristics Model mends the body parts of individual jobs, job crafting personalises them and the skills-based marketplace multiplies lines of development. Together they substitute a strict structure which sends off bold talent to a more liberal structure which retains it and develops it.
[bookmark: _Toc234669317]2.2 Stimulating Intrinsic Motivation and Innovation
Motivation
The suggested architecture is tuned to the self-determination theory proposed by Deci and Ryan (2000) that hypothesizes that a highly intrinsic motivation thrives when three psychological needs are fulfilled: autonomy, competence and relatedness. Autonomy is provided through work agreements that are based on outcomes and the right to design tasks within the limits of agreement. Employees decide on how, when and more and more with whom they provide on condition that the outcome and quality criteria is met. The competence is fostered by skills-based marketplace that reveals stretch opportunities in accordance with the stated development objectives and the built-in feedback loops of design restructuring in the Job Characteristics. Employees are also aware of their competence growing in real-time and not anticipating an annual assessment to ratify their competence. Coherence is contrived based on the cohort based socialisation, cross-site rotations and small delivery cells that have constant membership. Belonging is not an incidental factor, it is the outcome of work organisation (Singh 2025).
Extrinsic levers do not get dropped but are put aside. Pay scales are kept competitive and the skills-based promotion enables compensation to recognise growth in ability as opposed to title growth. Output volume is no longer recognised as an energy source but citizenship, ethical thinking and knowledge sharing, which further strengthens the processes of socialisation mentioned in Task A (Al-Suwaidi et al. 2025). The net result is a unified motivational system, as opposed to a hodgepodge of engagement initiatives overlayed onto a fractured framework. The target primary beneficiary is high-potential graduates who are most responsive to autonomy, and growth signs.
Innovation 
The process of innovation does not necessitate a separate programme at Helios, but rather emerges out of the same architecture, under two conditions, however. Originally, it was important to uphold psychological safety. Managers are practiced to be generous to well-grounded dissent, to discard systems of low-quality failure and to eliminate blame and post-mortem (Fernandes 2021). In the absence of this, autonomy will turn into a trap where employees are free to do but fearful of talking. Secondly, cushions have to be created in the workload. A small percentage of guarded time is devoted to experimentation - a Berlin engineer trying out a new sensor-fusion scheme, a London analyst trying out a new visualisation on a client, a Singapore group trying out an assumption in the existing model.  
The marketplace of internal talents throws the accelerated innovation of discovering more combinations. Ideas accompany people as they fluidly move between projects and disciplines. The use of a traffic-modelling method to explore London gets an unforeseen test in Singapore; a client-engagement pattern that was honed in Berlin to win cases in other locations (Faqihi and Miah 2023).  
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Figure 6: Experiential learning cycle by Kolbe
(Source: Kang and Martin 2018)
Concrete Experience
By examining the case of Helios and the existing literature on the use of artificial intelligence to assist with human resource management, I came to understand better how artificial intelligence may be applied to, not eliminate, strategic human-capital decision-making. The experiment showed that AI proves very useful in the processing of vast data sets to find trends like employee attrition risks, talent deficiency, job applicant applicability, and employee capability trend. Within the Helios scenario, AI would be used to perform early signs of disengagement of the newcomers, pair the employees with the internal career opportunities and anticipate the gaps in the capabilities before the organisational strategies change (Rodgers et al., 2022).
Reflective Observation
Thinking about this experience, I came to understand that AI might be a valuable information source in terms of analysis, but it is unable to understand the human aspects of employment decisions. Quantitative models only consider quantifiable variables and do not take into consideration environmental factors like personal situations, organisational culture, equity and respect. As an illustration, an AI model can see that a great graduate has a high risk of dropping out of the organisation but only the manager who knows his/her motivations and background can help to decide whether they should drop out. This reflection solidified my original assumption that excessive dependence on algorithm-based suggestions can constrain the managers with their judgement and promote the chances of automation bias (Jiang et al., 2023).
Abstract Conceptualisation
This has reinforced in my mind that future HR professionals must possess both technological ability and critical reasoning. To stay relevant, I will have to embrace higher levels of data literacy by studying people analytics, statistical reasoning, and data visualisation in order to be open to understand AI outputs critically and not to take them unrefined (Catherine, 2026). The formation of real-world insight into AI-powered recruitment, workforce planning, and learning solutions and ethical concerns, including algorithmic bias, transparency, and regulatory compliance, are also important. I further realised that strategic influence requires effective communication and negotiation competencies, making HR professionals able to question the recommendations and influence executive decisions instead of simply reporting the findings of an analytical study (Indeed Editorial Team, 2026).
Active Experimentation
In the future, I will put in place a disciplined personal development program. I will complete an established people analytics certification, get practical experience in analysing actual HR data, and become skilled in visualisation solutions. I will also strive to engage with AI-assisted HR technologies and reinforce my understanding of ethical governance and new employment rules. Lastly, I will enhance my strategic abilities to influence by mentoring, training on negotiation, and involvement in senior stakeholder conversations as I work to gain international project experience to enhance cross-cultural competence and global mobility awareness. These steps will also help me to integrate analytical competence with responsible human judgement in human resource leadership positions in the future.
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