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1. [bookmark: _Toc235500745][bookmark: _Toc235501557]Executive Summary
Helios Urban Mobility (HUM) is a smart-transport start-up firm with employees from all over Europe, based in London, Berlin and Singapore, with a total global workforce of 450 staff across London, Berlin, and Singapore. The organisation is currently creating AI systems for electric mobility and analytics on smart infrastructure for City Governments. Hum have been on a fast growth trajectory for 5 years, and have structural human capital issues owing to long ramp-up time (8 months) due to poor socialisation, low employee engagement (54%) as well as a higher number of high potential graduates leaving. This report 
provides a detailed examination of the Human Capital Architecture which can enable strategic renewal. 
Task A provides a strategic socialisation model (Pre-boarding to Year One) that is based on Van Maanen and Schein's taxonomy, psychological contract theory, and identity construction, alongside certain measures to nurture Dave Ulrich’s 'business activist' mentality. Task B combines elements from Hackman and Oldham's Job Characteristics Model, Job Crafting Theory (Wrzesniewski and Dutton) and a Skills-based Internal Talent Marketplace to encourage intrinsic motivation and ongoing innovation. Task C will be accompanied by a reflection on how AI Augmentation can be used together with critical human judgement and a personal capability development plan relating to four Future proof pathways dimensions.
[bookmark: _Toc235500746][bookmark: _Toc235501558]2. Company Introduction: Helios Urban Mobility (HUM)
Helios Urban Mobility (HUM) is a rapidly expanding start-up in the field of smart transport and mobility based in the UK with operations across strategic locations globally including London, Berlin and Singapore and a staff of 450. It devotes to the engineering of electric mobility systems and smart city data analysis, for city and municipal actors and by applying artificial intelligence. In the course of the first operation, HUM has already firmly established itself and is a key technology partner for sustainable urban transport planning and mobility infrastructures of the "next generation". An enormous success in business, there have been some serious HUM people management 'friction points' as a result of the global expansion in the past 5 years. New workers take 8 months to become 'disciplined' - counting the number of months taking to become up to speed - and employees' overall morale is below 54% engagement, due to poor organizational socialisation practices. Furthermore, high loss of high-potential graduates creates a risk for securing the core talent pipeline in the firm which is crucial to build and sustain strategic renewal.
To overcome these systemic human capital issues, HUM needs to move away from its current ad hoc and disjointed management practices and shift to a unified and strategy-driven Human Capital Architecture. This reach has resulted in cultural and operational silos around the firm in London, Berlin and Singapore, leading to a lack of effective integration for new recruits, especially high-potential graduates, into the firm's broader goals. 
HUM can actively influence the professional identity of new entrants by engaging in a four-stage socialisation process—replacing the traditional, transactional approach with a more strategic one—instead of taking eight months to become productive, it takes just three. Additionally, when this "business activist" approach is reinforced across all geographic regions, staff will be encouraged to be more active in their local municipal engagement, while maintaining ethical AI analysis and social and environmental considerations. In addition to socialisation, the low engagement rate of 54% needs to be addressed in a basic redesign of the way work is organized in the different technical teams within HUM. 
HUM can transform a traditional job into a flexible job based on a project, using Hackman and Oldham's Job Characteristics Model, Job Crafting Theory and an Internal Talent Marketplace. This approach directly meets psychological needs of autonomy, competence, and relatedness, driving intrinsic motivation and cross-hub collaboration. This comprehensive people strategy, backed by powerful AI decision-support systems and governance by Human-in-the-Loop, will ensure that HUM's talent pipeline is robust, that workplace morale is restored and that the agility necessary to maintain long-term strategic renewal is established.
[bookmark: _Toc235500747][bookmark: _Toc235501559]3. Task A: Socialisation, Identity & Business Activism
[bookmark: _Toc235500748][bookmark: _Toc235501560]3.1 Critical Evaluation of Onboarding vs. Strategic Organisational Socialisation
Traditional onboarding tends to be in-person onboarding within the confines of a company's datacenter, HVAC offices, or cubbies, and involves many similar administrative and transactional elements of compliance, paperwork, minimal IT provisioning complexity, and localized orientation for the first days on a new role. It becomes passive and assigns passive behaviors to newcomers in response to the rules of institutions. However, strategic organisational socialisation is an intentional, transformative and ongoing learning and cultural alignment process. Combines individual skills, mental aspirations, shaping of an individual's identity and orientation of the enterprise as a whole and the strategic guidance and vision of the enterprise in the long run.
	Dimension
	Traditional Onboarding
	Strategic Organisational Socialisation

	Core Focus
	Administrative compliance & task setup
	Cultural integration, identity alignment & strategy execution

	Time Horizon
	Short-term (Days 1 to 30)
	Long-term (Pre-boarding to Year One)

	Employee Role
	Passive recipient of rules & policies
	Active agent co-creating value & crafting role

	Psychological Contract
	Transactional (Exchange of labor for pay)
	Relational (Mutual growth, trust, and shared mission)

	Strategic Impact
	Minimizes short-term administrative friction
	Accelerates time-to-value, drives retention & strategic agility



To diagnose HUM’s eight-month ramp-up time and graduate attrition, three foundational theoretical perspectives offer critical insights:
1. Van Maanen & Schein’s (1979) Socialisation Tactics
According to Van Maanen and Schein, socialisation experiences can be represented across six tactical bipolar dimensions: across one extreme are collective and formal experiences; at the other extreme, individual and informal ones. Rapid expansion, both in terms of quantity and geography (London, Berlin and Singapore), led to highly informal, variable and disjunctive socialisation at HUM. New employees (especially high-potential university graduates) were essentially alone when trying to work through the complexities of smart-infrastructure analytics without having some predictable set of milestones or peer role models. To address this, HUM needs to have an institutionalised roadmap that involves collective-formal onboarding training sessions with core strategic values, sequential-fixed milestones training for technical skills, sequential-pairing of freshers with experienced software champions as mentors, and investiture practices that validate and build on the new-comer strengths.
2. Psychological Contract Theory
The psychological contract is according to Rousseau (1995) a person's unspoken expectations of mutual interdependence between him or her and the employer/hiring organisation. Transactional: focuses on the short-term economic transaction; relational: based on trust, career development and long-term purpose. The high attrition rate of HUM graduates reflects failing psychological contracts as they join with positivity about the promise of AI to transform society and build new capabilities, only to find themselves without a clear sense of what they should be doing, presented with challenging working conditions, and pushed back on capability development. Building a strategic socialisation process means to set clear and transparent expectations early on, thus converting potential breach into relational commitment.
3. Identity Construction
Following the work of Sveningsson and Alvesson (2003), we view these processes of constructing identities for the Swedish organization as active and continuous struggles involving individuals seeking to match their own self-concept with institutional narratives. In a multi-hub start-up, there will be "silo" subcultures across different geographic hubs, and no real guiding force is present to establish unified identity construction. The strategic socialisation as an anchor helps to build up a consistent professional identity as ‘Urban Sustainability Champions’ for new employees in London, Berlin and Singapore, which, in turn, directly links personal success to HUM's transport mission for society.
[bookmark: _Toc235500749][bookmark: _Toc235501561]3.2 Structured Socialisation Framework for Helios Urban Mobility (HUM)
To compress new entrant ramp-up time from 8 months to 3 months and dramatically improve graduate retention, HUM will implement the following structured 4-Stage Socialisation Architecture:
	Stage & Timeline
	Core Socialisation Initiatives
	Strategic Objective & Theoretical Rationale

	Stage 1: Pre-boarding
(Offer Acceptance to Day 0)
	• Access to 'Helios Launchpad' portal
• Assignment of cross-hub 'Launch Buddy'
• Personal video message from CEO on HUM mission
	Relieves pre-joining anxiety, establishes initial relational psychological contract, and builds immediate organizational belonging.

	Stage 2: Integration
(Days 1 to 30)
	• Global collective cohort induction across London, Berlin, Singapore
• 'Smart Mobility Systems & Ethics' workshops
• Clear 30-day functional milestone roadmap
	Provides collective, formal socialisation (Van Maanen & Schein); removes initial role ambiguity and establishes core technical foundations.

	Stage 3: Immersion
(Days 31 to 90)
	• Cross-functional shadowing (AI Analytics, Hardware, City Relations)
• Mid-point psychological contract review
• First micro-innovation capstone project
	Drives sequential learning; provides high-potential graduates with early strategic impact and validates competence.

	Stage 4: Acceleration
(Months 4 to 12)
	• Full entry into internal talent marketplace
• Reverse-mentorship program pairing graduates with executives
• Annual career-crafting review
	Fosters institutional identity, embeds the business activist mindset, and secures long-term relational commitment.


[bookmark: _Toc235500750][bookmark: _Toc235501562]3.3 Cultivating Organisational Identification, Ethics, and Business Activism
Organisational Identification
According to Mael and Ashforth (1992) Organizational Identification is a feeling of oneness with or belongingness to an organisation. HUM will work in distributed hubs to develop this using 'Urban Mobility Impact Dashboards'. The dashboards establish a virtual link from the software code releases or analytics data models to the tangible events and benefits in client cities, for example, metric ton reductions of CO2 or alleviation of traffic congestion. Once they can make the connection between what they say or do and the sustainable goals of the city, they seamlessly become one with HUM's vision and mission.
Ethical Professionalism
The use of AI to enable infrastructure-based analytics raises significant ethical questions about public monitoring, data privacy, and algorithmic fairness. HUM will incorporate and institutionalize ethical professionalism with a required ‘Ethical Impact Assessments’, integrated into all sprint cycles, and monthly ‘AI Ethics Hackathons'. Compliance is not seen as an administrative burden, but as an active and integral engineering criterion for ethics.
Cultivating the 'Business Activist' Mindset
This concept of the HR business partner has been extended by Dave Ulrich (2013), who sees the HR leader and employee as a ‘Business Activist' – aware of macro-industry trends, willingly questioning the status quo, and engaging with the multi-stakeholder expectations. Like Freeman (2010) Stakeholder Capitalism, HUM workers need to consider the needs of customers alongside the requirements of the local government, commuters in the city and the environment. This will become a routine of HUM through the introduction of ‘Activist Sprints', 10% of our paid workers' times for which a team can pitch a new idea or solution from the municipal level towards sustainability solutions directly to the executive board – cross-functional teams are encouraged to propose new ideas and solutions.
[bookmark: _Toc235500751][bookmark: _Toc235501563]4. Task B: Job Design Strategy
[bookmark: _Toc235500752][bookmark: _Toc235501564]4.1 Innovative Job Design Strategy Framework
Hiring, managing, and developing top engineering talent in the organization demands such a dynamic, multi-layered Job Design Strategy to address the issues of falling employee engagement (54%). This framework is a blend of Hackman and Oldham’s Job Characteristics Model (JCM), Wrzesniewski and Dutton's Job Crafting Theory and a Skills-Based Internal Talent Marketplace.
	Theoretical Framework
	Operational Application at HUM
	Impact on Motivation & Engagement

	Job Characteristics Model
(Hackman and Oldham, 1976)
	• Skill Variety: Rotation across AI analytics, IoT hardware & client relations
• Task Identity: End-to-end ownership of urban transport modules
• Task Significance: Explicit carbon-reduction metrics in role descriptions
• Autonomy: Self-directed agile sprint planning
• Feedback: Automated real-time analytics on code performance
	Directly stimulates core psychological states: experienced meaningfulness, experienced responsibility, and knowledge of actual results.

	Job Crafting Theory
(Wrzesniewski & Dutton, 2001)
	• Task Crafting: Allowing employees to initiate new AI features
• Relational Crafting: Building cross-hub innovation guilds
• Cognitive Crafting: Reframing roles from 'coder' to 'Smart City Transformer'
	Empowers employees to align work tasks with personal values and strengths, restoring engagement and intrinsic purpose.

	Skills-Based Architecture &
Internal Talent Marketplace
	• Deconstructing static job roles into granular skill profiles
• AI-matched internal gig projects across London, Berlin, and Singapore
• 20% bandwidth allocation for cross-departmental innovation projects
	Eliminates internal silos, accelerates skill acquisition, and provides high-potential graduates with immediate career mobility.



[bookmark: _Toc235500753][bookmark: _Toc235501565]4.2 Intrinsic Motivation and Innovation Drivers
Self-Determination Theory (SDT) Alignment
Deci and Ryan's (2000) Self-Determination Theory (SDT) states that intrinsic motivation depends on satisfying the three basic psychological needs of: 
1) AUTONOMY: Allowing employees autonomy in their work priorities through job crafting charters and flexible internal gig selection. 
2.) Competence: Encouraged by the internal talent marketplace that continually pushes people into new and interesting projects that are challenging, and demand multi-disciplinary skill sets. 
3.) Relatedness: Encouraged by the crosstour gig teams between London, Berlin and Singapore, reducing remote work isolation.
Stimulating Continuous Innovation
Amabile's (1998) componential model of creativity clearly shows that the organizational innovation flourishes at the confluence of expertise, creative skill and intrinsic motivation. Traditional, rigid job designs stifle creativity with procedure rigidity. HUM introduces an agile organization by unbundling the definition of a job to define the dynamic set of skills required for a project and allowing self-directed bid on jobs by Graduates and Senior Engineers, therefore cross-pollinating ideas and speeding breakthrough research and analytics for the smart city transport sector.
[bookmark: _Toc235500754][bookmark: _Toc235501566]5. Task C: Reflective Report
[bookmark: _Toc235500755][bookmark: _Toc235501567]5.1 AI as a Decision-Support Tool without Eroding Human Judgement
Human Capital Management (HCM) can benefit greatly from the potential of Generative Artificial Intelligence (AI) and Talent Analytics in areas such as optimizing candidate sourcing, tracking engagement trends, and visualizing skill gaps across various hubs worldwide. But there is a danger that automation in decision-making can create systemic algorithmic bias, loss of trust, and absence of human empathy (Davenport and Mittal, 2022).
To ensure AI serves as an effective decision-support tool while safeguarding critical human judgement, I adopt a strict Human-in-the-Loop (HITL) governance framework:
· Augmentation over Automation: while AI algorithms may analyze vast datasets, including those that uncover skill clusters that may not be immediately apparent or forecast flight risks, the human decision-maker will remain the last word on hiring, promotion, and other talent management decisions. 
· Historical patterns and algorithms lack contextual and nuanced evaluation and are unable to capture individual resilience, non-conforming career trajectories. Qualitative judgement is an essential component for HR leaders to assess candidate potential on a wider scale. 
· The use of AI tools in recruitment and performance management should be subject to recurrent audits to check bias and fairness, mitigating any potential demographic, geographic or cultural bias.
[bookmark: _Toc235500756][bookmark: _Toc235501568]5.2 Personal Capability Development Plan (PCDP)
To maintain high professional effectiveness and strategic influence as a Human Capital Leader in tech-driven global environments, I have formulated a Personal Capability Development Plan structured across four critical domains:
	Capability Area
	Target Professional Competency
	Actionable Learning Strategy
	Target Horizon

	Data Literacy
	Advanced People Analytics & Predictive Workforce Metrics
	Complete HRCI Advanced People Analytics Certification; master PowerBI & Python for predictive talent modeling.
	Months 1 – 6

	AI Augmentation in HR
	Ethical AI Integration & Human-Centered Workforce Design
	Enroll in Oxford Executive AI in Business Program; design and audit HITL governance frameworks.
	Months 6 – 12

	Strategic Influencing
	C-Suite Stakeholder Alignment & Strategic Business Activism
	Engage in executive mentorship; complete financial strategy module to pitch HR initiatives using ROI frameworks.
	Months 12 – 18

	Global Mobility Awareness
	Multi-Hub Employment Law & Cross-Border Talent Governance
	Study EU/APAC cross-border employment policies; participate in managing international remote team transfers.
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