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[bookmark: _Toc235121325]Task A: Socialisation, Identity & Business Activism
[bookmark: _Toc235121326]1.1 Critical Evaluation: Traditional Onboarding vs. Strategic Organisational Socialisation
In order to tackle the high attrition rate among high-potential graduates at Helios, it is important to draw a clear distinction between tactical “onboarding” and strategic “organisational socialisation.” Traditional onboarding tends to be a transactional exercise, centred on compliance tasks, administrative enrolment, hardware provisioning and a fairly superficial overview of the workspace. It essentially treats new entrants as passive recipients of standard operating guidelines. Strategic organisational socialisation, by contrast, is an immersive, long-term process of cultural transformation that actively shapes a new hire's psychological framework, values and professional identity, turning them into fully integrated, committed organisational citizens.
This shift in thinking is grounded in the foundational socialisation theory put forward by Van Maanen and Schein (1979), who classify socialisation tactics along a spectrum running from institutionalised (collective, formal, sequential, fixed, serial, investiture) through to individualised (individual, informal, random, variable, disjunctive, divestiture). Traditional onboarding tends to rely on individualised, disjunctive tactics, which effectively leaves graduates to navigate corporate ambiguity on their own — a situation that tends to fuel anxiety and contribute to early attrition.
An institutionalised approach, on the other hand, makes use of structured, collective and serial mechanisms to create a predictable and supportive peer environment. By incorporating “investiture” tactics, this approach validates the unique perspectives and capabilities that graduates bring with them, rather than stripping away their personal identity, as divestiture tactics tend to do. Striking this balance matters a great deal for high-potential hires, who need to feel both personally valued and structurally integrated.
Viewed through the lens of Psychological Contract Theory (Rousseau, 1995), traditional onboarding frequently falls short because of “contract breach” — that is, a mismatch between the innovative, dynamic workplace promised during recruitment and the more rigid, bureaucratic reality graduates actually encounter on day one. Strategic socialisation, by contrast, deliberately shapes a realistic, relational psychological contract, moving beyond purely transactional terms (money in exchange for labour) to focus instead on mutual development, continuous learning and clearly shared values.
This links directly to the concept of Identity Construction (Ibarra, 1999). New graduates go through a delicate period in which they try out “provisional selves” as they make the transition from student to corporate professional. Strategic socialisation offers safe spaces, role models and structured reflection that help them integrate their personal values with their developing professional identity at Helios.
[bookmark: _Toc235121327]1.2 The Helios Strategic Socialisation Framework
To systematically reduce attrition and build deep commitment, Helios will deploy a continuous three-phase socialisation framework — informed by the realistic job preview evidence base (Wanous, 1992) — designed to support graduates from the moment they sign their offer letter through to the end of their first full year.
	Phase
	Core Mechanisms & Activities
	Theoretical Justification

	Phase 1: Pre-Boarding
(Offer Acceptance to Day 1)
	• Digital connection portal with foundational cultural insights.
• “Helios Buddy” pairing with a top-performing second-year graduate.
• Realistic Job Previews (RJPs) via micro-learning modules.
	Establishes realistic expectations, mitigating early psychological contract breach (Rousseau, 1995) and easing initial entry anxiety, consistent with the RJP evidence base (Wanous, 1992).

	Phase 2: First 90 Days
(Immersive Integration)
	• Cohort-based learning journeys (Collective socialisation).
• Core rotations with structured, clear feedback milestones.
• Monthly executive roundtables and psychological safety touchpoints.
	Applies institutionalised and serial tactics (Van Maanen and Schein, 1979), offering clear pathways and strong peer support structures.

	Phase 3: Year One
(Identity Consolidation)
	• Transition from structured learning to independent capstone ownership.
• Deep cross-functional project exposure.
• Formal 360-degree feedback and individual career path planning.
	Emphasises investiture tactics, cementing long-term organisational identification and personal agency (Van Maanen and Schein, 1979; Ibarra, 1999).
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Figure 1: Illustrative comparison of projected graduate retention under traditional onboarding versus the Helios Strategic Socialisation Framework across the first year. Figures are illustrative projections used to demonstrate the expected direction of impact, not measured organisational data.


[bookmark: _Toc235121328]1.3 Cultivating Key Citizen Attributes

[bookmark: _Toc235121329]Organisational Identification
To help graduates emotionally connect their personal success with that of Helios, the framework makes use of targeted cultural rituals. By linking the impact of individual projects to Helios's broader corporate goals, graduates can see for themselves how their day-to-day contributions matter. This collective focus helps transform the workplace from what might otherwise be a temporary job into a core part of their professional identity.
Ethical Professionalism
Baseline ethical standards are not something that can be taught effectively through passive compliance quizzes. Helios will instead implement case-based reflective learning circles, in which graduates work through real business dilemmas alongside senior leaders. This kind of open dialogue helps build a strong ethical compass, equipping graduates to champion transparency and accountability across all areas of the business.
The “Business Activist” Mindset
In keeping with Dave Ulrich's evolution of the HR Business Partner role (Ulrich, 1997; Ulrich and Ulrich, 2010) and the wider shift towards stakeholder capitalism (Freeman, 1984), Helios expects graduates to look beyond short-term internal targets. Graduates are trained to identify and balance the needs of multiple stakeholders, including clients, communities, partners and the environment. This broader perspective encourages them to constructively challenge outdated practices, driving meaningful, long-term corporate responsibility.

[bookmark: _Toc235121330]1.1.1 Building Graduate Confidence Through Organisational Support
One important benefit of strategic organisational socialisation is that it improves employee confidence and commitment from the beginning of employment. Many graduates experience uncertainty when they enter their first professional role because they are unfamiliar with organisational expectations and workplace culture. A structured socialisation programme helps reduce this uncertainty by providing regular communication, mentoring and opportunities to learn from experienced employees. As graduates become more familiar with organisational values, they develop greater confidence in carrying out their responsibilities and are more willing to contribute new ideas.

[bookmark: _Toc235121331]1.1.2 Managerial Support and Employee Engagement
Helios should also encourage managers to take an active role during the first year of employment. Managers can organise monthly coaching sessions where graduates discuss their achievements, challenges and career goals. These meetings create trust between employees and managers while helping graduates feel that their development is valued. When employees receive continuous support, they are less likely to feel isolated and more likely to remain with the organisation for a longer period.

[bookmark: _Toc235121332]Task B: Job Design
[bookmark: _Toc235121333]2.1 Innovative Job Design Strategy
In order to get the best performance out of Helios's high-potential graduates, a modern job design strategy is needed — one that moves away from static job descriptions towards a dynamic, skills-focused ecosystem. This approach brings together the Job Characteristics Model (Hackman and Oldham, 1976), Job Crafting Theory (Wrzesniewski and Dutton, 2001) and a comprehensive Internal Talent Marketplace.
First, all core graduate roles are restructured around the five dimensions of the Job Characteristics Model:
· Skill Variety: Moving graduates away from repetitive admin tasks and towards a mix of data analysis, cross-functional project management and strategic storytelling.
· Task Identity: Giving graduates ownership of whole, visible projects from start to finish, rather than just minor, fragmented sub-tasks.
· Task Significance: Ensuring graduates have clear visibility of how their specific project directly affects Helios's clients and its broader community goals.
· Autonomy: Giving graduates the freedom to decide how they solve problems, run experiments and schedule their core tasks.
· Feedback: Building clear dashboard metrics and weekly coaching check-ins directly into their daily workflow.
Second, Job Crafting Theory is formalised within Helios's operational guidelines (Wrzesniewski and Dutton, 2001). Graduates are actively encouraged and trained to customise their roles across three dimensions: task crafting (altering the type or scope of their tasks), relational crafting (changing who they collaborate with across the business), and cognitive crafting (reframing how they view the value and impact of their own work).
This is supported by an Internal Talent Marketplace (ITM), built on a skills-based architecture (Cappelli and Keller, 2013). Rather than locking graduates into a single, rigid department, 20% of their time is opened up to the ITM. Senior leaders from across Helios list short-term projects, innovation sprints and complex problem-solving tasks on this digital platform, and graduates can browse these opportunities and apply based on the specific skills they want to build or test. This approach helps break down traditional departmental silos, makes fuller use of talent across the business, and allows high-potential employees to shape their own career progression.
[image: ]
Figure 2: Illustrative rating of the five Job Characteristics Model dimensions for the current graduate role versus the redesigned, JCM-aligned role. Ratings are indicative, intended to visualise the direction and scale of the proposed redesign.
[bookmark: _Toc235121334]2.2 Stimulating Intrinsic Motivation and Supporting Innovation
Taken together, this job design drives deep intrinsic motivation by satisfying the three basic psychological needs identified by Ryan and Deci (2000): autonomy, competence and relatedness. Autonomy is developed through job crafting and the freedom of choice offered by the internal marketplace. Competence is continually reinforced as graduates master new skills across different projects, supported by rapid feedback loops. Relatedness, meanwhile, is strengthened through cross-functional networking and relational crafting, which together build a rich professional network across Helios.
When graduates are given high autonomy and a varied range of tasks, they tend to feel a stronger sense of personal responsibility for the outcomes of their work — a state of psychological ownership (Pierce, Kostova and Dirks, 2001). This psychological ownership is the core driver of innovative behaviour (Scott and Bruce, 1994). Freed from the fear of rigid procedural failure, graduates are empowered to propose bold experiments, test new ideas and build creative solutions. The Internal Talent Marketplace acts as an incubator for these ideas, allowing graduates to quickly pitch projects, assemble agile teams and deliver cross-functional innovations that keep Helios moving fast and staying competitive.






[bookmark: _Toc235121335] 2.1.1 Developing Flexible and Adaptive Graduate Roles
Effective job design not only improves employee motivation but also contributes to organisational flexibility and long-term business performance. In today's rapidly changing business environment, organisations require employees who can adapt quickly to new technologies, changing customer expectations and evolving business strategies. Therefore, graduate roles should be designed to encourage continuous learning rather than repetitive routine work.

[bookmark: _Toc235121336]2.1.2 Job Rotation and Cross-Functional Learning
Helios should introduce regular job rotation opportunities during the graduate programme. Spending time in departments such as finance, marketing, operations and human resources would help graduates gain a better understanding of the organisation as a whole. This broader knowledge improves decision-making because employees understand how their actions affect different parts of the business. Job rotation also develops transferable skills and prepares graduates for future leadership positions.

[bookmark: _Toc235121337]2.1.3 Digital Technology in Job Design
Technology should also play an important role in supporting job design. Digital collaboration platforms, online learning systems and AI-supported knowledge management tools can help graduates access information quickly and work effectively with colleagues from different departments. These technologies improve communication and reduce the time required to complete routine administrative tasks, allowing employees to focus more on strategic and creative activities.

[bookmark: _Toc235121338]2.2.1 Employee Wellbeing and Recognition
Employee wellbeing should be considered when designing graduate roles. High workloads and excessive pressure may reduce motivation and increase employee turnover. Managers should therefore monitor workloads regularly and encourage a healthy work-life balance through flexible working arrangements, realistic deadlines and wellbeing initiatives. Employees who feel physically and mentally healthy generally perform better and contribute more effectively to organisational objectives.

[bookmark: _Toc235121339]2.2.2 Leadership Support and Continuous Improvement
Recognition is another important factor influencing employee motivation. Helios should implement a recognition programme that rewards innovation, teamwork and continuous improvement instead of focusing only on financial performance. Simple recognition methods such as appreciation awards, employee spotlight programmes and opportunities to present successful projects to senior management can increase employee confidence and encourage positive workplace behaviour.




[bookmark: _Toc235121340]Task C: Reflective Report
[bookmark: _Toc235121341]3.1 AI as a Decision-Support Tool without Eroding Human Judgement
As a Human Capital Advisor, using AI as a decision-support tool calls for a balanced and intentional approach if critical human judgement is to be preserved. AI is extremely efficient at processing large datasets, surfacing hidden talent trends, identifying operational blockages and predicting attrition patterns (Tambe, Cappelli and Yakubovich, 2019). It lacks, however, the contextual awareness, empathy and ethical nuance needed to manage complex human systems.
To guard against algorithmic bias and avoid relying too heavily on data alone, I treat AI outputs as an informed starting point rather than a final conclusion. For example, when an AI model flags a particular graduate as a retention risk, I try to look beyond the raw data points and understand the human story behind them through personal listening and empathy. Human capital decisions have a fundamental impact on real career paths and organisational trust, so by letting AI handle the more time-consuming data processing, I free up more of my own time for deep qualitative evaluation, structured ethical reflection and strategic decision-making.
[bookmark: _Toc235121342]3.2 Personal Capability Development Plan
In order to maintain a strong competitive edge and continue to drive strategic value within an evolving corporate landscape, I have outlined a targeted personal capability development plan built around four essential growth pillars:
· Data Literacy: Building advanced skills in predictive workforce analytics, data visualisation and statistical modelling, so that I can reliably translate complex, raw HR metrics into clear, actionable business strategies.
· AI Augmentation in HR: Safely implementing natural language processing tools, automated sentiment analysis and smart talent-matching platforms to streamline HR operations (Tambe, Cappelli and Yakubovich, 2019), while upholding strict ethical and data privacy standards.
· Strategic Influencing Skills: Refining my ability to pitch high-impact human capital investments to C-suite executives, combining compelling financial data with clear human narratives to align talent strategies with wider business goals.
· Global Mobility Awareness: Developing a deep understanding of cross-border employment law, hybrid and remote working arrangements, and culturally inclusive leadership strategies, in order to support and manage highly diverse, distributed modern workforces.
[image: ]
Figure 3: Self-assessed current proficiency versus 12-month target proficiency across the four personal capability development pillars. Scores are illustrative self-ratings on a 1–10 scale, used to visualise priority development areas.


[bookmark: _Toc235121343]3.2.1 Continuous Professional Development
My future development as a Human Capital Advisor will depend on maintaining a balance between technological knowledge and strong interpersonal skills. Although AI can provide valuable insights by analysing large amounts of workforce data, important decisions should always involve professional judgement and ethical consideration. Human behaviour cannot always be explained through data alone because employees have different experiences, motivations and personal circumstances.

[bookmark: _Toc235121344]3.2.2 Developing Leadership and Ethical Decision-Making
To strengthen my professional capability, I plan to participate in continuous professional development activities organised by CIPD and other recognised professional bodies. These learning opportunities will help me remain informed about emerging HR practices, employment legislation and technological developments affecting workforce management. I also intend to improve my presentation and communication skills so that I can explain complex HR data clearly to senior managers and support strategic decision-making.
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Figure 3: Personal Capability Development Plan —
Current vs Target Proficiency

Al
Augr_nentation =@- Current Proficiency
in HR —8— 12-Month Target

Strateg|c
Influencipg

oba
Mobility
Awareness




image1.png
Prifysgol Cymru
Y Drindod Dewi Sant

University of Wales
Trinity Saint David




