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[bookmark: _Toc232112539]Helios Urban Mobility (HUM)
In knowledge-driven businesses, human capital is increasingly seen as an essential strategic resource that may create a long-term competitive advantage. This is especially noticeable in technology-focused global corporations, where staff dedication, creativity, and knowledge exchange are crucial to organisational success. In its first five years of existence, Helios Urban Mobility (HUM), a European smart-transport company with operations in Singapore, Berlin, and London, has grown significantly. Despite this achievement, the organisation is currently dealing with a number of interrelated issues, such as poor organisational socialisation, shrinking employee engagement, and rising turnover among recent graduates with great potential. The organisation's present strategy for integrating and keeping people appears to be lacking, as seen by the average employee ramp-up duration of eight months and engagement score of 54%.
Common onboarding programs are frequently created to make regulatory compliance and role adjustment easier. However, According to Awan and Abbas (2025) current HRM research increasingly maintains that effective employee integration involves a more comprehensive process of organisational socialisation, in which new employees establish an organisational identity, ethical awareness, and a strong commitment to organisational objectives in addition to knowledge and skills. Frogeli et al. (2023) suggest that socialisation becomes increasingly more important in global corporations like Helios, where staff members must negotiate several cultural contexts while still creating a common organisational identity.
Through the frameworks of identity construction concepts, psychological contract theory, and Van Maanen and Schein's socialisation theory, this research critically assesses strategic organisational socialisation and conventional onboarding. In order to promote strategy revitalisation and long-term organisational sustainability, it subsequently suggests a strategy Identity Socialisation Framework for Helios and describes methods for fostering organisational identity, ethical professionalism, and a business activist attitude.
[bookmark: _Toc232112540]Traditional onboarding versus strategic organisational socialisation
According to Frogeli, Jenner and Gustavsson (2023) The term "traditional onboarding" describes a set of organisational procedures intended to introduce newly hired employees with workplace policies, procedures, and job expectations through programs including compliance training, induction programs, and system demonstrations.   Because they give new hires the knowledge they need to do their jobs well, these methods have historically been seen as adequate tools for employee integration. This idea is being challenged more and more by modern HRM research, which claims that onboarding frequently ignores the more complex social and psychological aspects involved in professional entrance in favour of administrative and operational adjustment. In addition to learning duties, new hires also learn how to engage with coworkers, navigate organisational culture, and develop their professional identities at work. As a result, onboarding should be seen as only one part of a larger corporate socialisation process that aims to foster long-term organisational membership, dedication, and engagement.
[bookmark: _Toc232112541]Relevant Theories
According to Tuttle (2002) A useful starting point for recognising how organisations support immigrant adjustment through organised socialisation strategies is the organisational socialisation framework created by Van Maanen and Schein (1979). Nevertheless, the model may not accurately represent the realities of modern knowledge-intensive businesses because it was created in rather stable organisational environments. Highly regimented socialisation can improve role clarity and integration in a fast-paced, innovative organization like Helios, but it may also limit employee agency, flexibility, and creativity. Therefore, Helios should take a hybrid strategy that incorporates organisational direction with chances for cooperation, ongoing learning, and active employee engagement in the socialisation process rather than depending exclusively on formal socialisation procedures.
Additional understanding of the shortcomings of conventional onboarding may be gained from Identity Construction Theory and Psychological Contract Theory. Rousseau (1995) contends that, especially in the early phases of employment, workers form subjective expectations about the reciprocal duties between themselves and their employers. Conventional onboarding programs frequently prioritise information transmission over expectation management, which raises the possibility of a psychological contract violation when recruiting promises are not met by organisational reality. This might help to explain why Helios has a high turnover rate among recent graduates who may join the company hoping for significant job experiences and quick development chances. 
According to Alvesson and Willmott (2002), Identity Construction Theory contends that participation in an organization is a continuous process in which people negotiate and form a sense of who they are. In order to assist workers, integrate personal beliefs with organisational purpose, socialisation must go beyond job familiarisation for Helios, whose goal is centred on sustainable urban transportation and technology innovation. Excessive identity control, however, may diminish employee autonomy and hinder critical thinking. Helios should thus take a deliberate approach to socialisation that strikes a balance between employee voice and organisational identity, encouraging both constructive challenge and dedication. When taken as a whole, these viewpoints show that Helios' existing human capital issues cannot be resolved by traditional onboarding alone; instead, a more all-encompassing strategy incorporating behavioural modification, expectation management, and identity creation is needed.
[bookmark: _Toc232112542]Designing a Strategic Socialisation Framework for Helios Urban Mobility
The organisational difficulties Helios is encountering suggest that a carefully thought-out socialisation architecture is required instead of traditional onboarding. According to Woodrow and Guest (2020) Socialisation should be seen as a long-term capability-building process rather than a short-term induction activity given the organization's prolonged ramp-up periods, falling engagement ratings, and loss of high-potential people. As a result, this framework incorporates ideas from psychological contract theory, organisational socialisation theory, and identity construction research to support the development of employees who are in line with Helios' strategic goal, help newcomers adjust, and strengthen organisational identification. Through the integration of learning, connection building, and identity development across the employee lifecycle, the framework seeks to grow new hires into devoted organisational citizens who can enhance stakeholder value and organisational success.
[bookmark: _Toc232112543]Establishing Commitment and Lowering Uncertainty During Pre-boarding
In order to mitigate Helios' protracted ramp-up phase and graduate attrition, new recruits should have access to a digital onboarding platform that includes role-specific knowledge, organisational resources, and senior leaders' introductions. According to Yue et al. (2024) In addition to lowering anxiety about the transition into employment, founder films outlining Helios' aim in sustainable urban transportation can assist create an early connection with the organization's purpose and values.
A qualified peer mentor should also be appointed to each newcomer in order to support the development of early relationships and offer informal coaching. Stakeholder impact stories illustrating how Helios' AI-enabled mobility solutions improve urban transport and environmental sustainability should also be included in the pre-boarding program. These activities assist early organisational identification by encouraging newcomers to see their work as contributing to wider social goals rather than just carrying out technical duties. 
According to Woodrow, Erdem and Guest (2024) Pre-boarding is crucial from a theoretical standpoint as psychological contracts start to take shape prior to official organisational admission. Recruitment and pre-entry contacts create expectations for career advancement, organisational support, and value alignment. Helios may reduce feelings of psychological contract violations, increase trust, and provide the groundwork for greater commitment and long-term retention by offering accurate information, open communication, and social interaction chances.
[bookmark: _Toc232112544]Orientation, Integration and Contribution in First 90 Days
According to Van Maanen and Schein's (1979) approach, a sequential socialisation process should be followed over the first ninety days to allow workers to gradually go from organisational entrance to active engagement. Orientation through organised seminars addressing Helios' goal, organisational principles, ethical standards, and stakeholder duties should be the main focus during the first month. According to Stahl et al. (2023) Training on responsible innovation, data ethics, and sustainability should be included from the beginning given the company's reliance on AI-enabled solutions. This stage facilitates early organisational identification by assisting newcomers in understanding not just organisational requirements but also the larger goal and social effect of their job. 
Socialisation should concentrate on integration and contribution during the second and third months through peer learning, cross-functional cooperation, and involvement in innovative initiatives. Collaborating with coworkers from other departments and places may improve identity development, organisational belonging, and information exchange, allowing newcomers to see themselves as important members of the organization. In order to improve self-efficacy, organisational commitment, and professional growth, employees should be given ownership of significant initiatives and chances to tackle actual business difficulties. When taken as a whole, these initiatives increase engagement, hasten adjustment, and promote long-term retention at Helios.
[bookmark: _Toc232112545]Year One Sustaining Identity Development and Organisational Commitment
After the first onboarding phase, socialisation should not be considered completed.   Employees tend to interpret organisational events and develop their professional identities during their first year, according to research on identity building. Helios should thus implement a long-term socialisation plan that places an emphasis on career growth, organisational identity, and ongoing learning. According to Van den Broeck et al. (2011) Employees can be encouraged to consider their professional development, career goals, and contribution to Helios' aim of developing sustainable urban mobility solutions through quarterly identity-building seminars. Employees' feeling of purpose and belonging is strengthened by this kind of thinking, which helps match personal beliefs with organisational goals. 
Helios should prolong socialisation into the first year by offering chances for internal mobility, cross-functional cooperation, and involvement in innovative projects in order to maintain interest and lower graduate attrition. According to Bandyopadhyay and Srivastava (2021) By showcasing the organisation's commitment to employee growth, these events build the psychological contract. The development of identities as innovators, moral professionals, and contributors to public value may be further supported by exposure to stakeholders and the wider influence of Helios' technology. Long-term socialisation can thereby improve staff retention, organisational identity, and alignment with Helios' strategic goals.
[bookmark: _Toc232112546]JOB DESIGN Architecture for strategic renewal 
The organisation's strategic goals may no longer be supported by the current work structures, as evidenced by Helios Urban Mobility's high turnover rate among high-potential graduates and decreasing engagement levels (54%). According to Russo and Van (2021) Traditional job designs with defined roles and hierarchical career tracks may restrict employee growth, decrease flexibility, and stifle creativity in knowledge-intensive and technology-driven firms. A more adaptable and employee-cantered approach to job design is necessary given Helios' rapid development and dependence on AI-enabled technology.
An integrated job architecture that incorporates the Job Characteristics Model (JCM), Job Crafting Theory, and a skills-based architecture backed by an internal talent marketplace is suggested in this research. According to Zhang et al. (2025) The JCM's emphasis on comparatively stable employment structures may be insufficient in quickly changing technological contexts, despite the fact that it offers a useful foundation for creating inspiring work. Similar to how job building gives workers the ability to create meaningful work experiences, too much freedom might lead to role ambiguity if it is not carefully controlled. Thus, the main method by which Helios might strike a balance between organisational agility and employee liberty is suggested to be a skills-based architecture. When combined, these strategies may boost innovative performance, expedite capability development, and improve engagement—all of which will contribute to the organisation's long-term strategy renewal.
[bookmark: _Toc232112547]JSM as the Foundation
Through skill diversity, job identity, task importance, autonomy, and feedback, J. Richard Hackman and Greg Oldham's Job Characteristics Model (1976) JCM offer a useful framework for improving employee engagement. Employees at Helios should be involved in every stage of the project lifecycle, from designing and developing AI-enabled mobility solutions to implementing and evaluating them with external stakeholders. This will provide them a better sense of work ownership, significance, and effect visibility. According to Macky and Boxall (2008) Increased involvement in project decision-making and regular stakeholder input would improve performance, learning, and motivation even more. Although the JCM enhances the quality of jobs, its focus on comparatively stable employment structures reflects a conventional understanding of work that might not be enough in a quickly changing technological context. Therefore, rather than being a comprehensive solution for workforce agility, the JCM should be seen as a basis for employee motivation and supplemented by more adaptable strategies like job designing and skills-based talent distribution.
[bookmark: _Toc232112548]Job Crafting Theory
According to Silapurem er al., (2024) Through job crafting theory, workers may proactively change the task, relational, and cognitive components of their work to improve engagement and meaning. Employees could decide to build cross-functional networks, support environmental efforts, or rethink how they contribute to urban mobility results, for instance. However, if personal tastes diverge from organisational aims, excessive job designing can lead to position ambiguity and coordination issues, suggested by Bakker and Demerouti (2017). As a result, Helios ought to promote guided job crafting, in which workers exercise independence inside carefully considered limitations connected to company goals.
[bookmark: _Toc232112549]Skills Based Architecture and Internal Talent Marketplace
According to Wrzesniewski & Dutton (2001) While Job Crafting Theory increases employee engagement and Job Characteristics Model improves job quality, neither completely addresses the demand for workforce adaptability in a fast-expanding technological organization. As a result, the foundation of Helios' future job design should be a skills-based architecture backed by an internal talent marketplace, where workers are assigned based on their potential and capabilities rather than set job titles. According to Cappelli & Keller (2017) AI specialists, engineers, data analysts, and sustainability experts may work together dynamically on strategic initiatives thanks to this technology, which gives workers access to cross-functional projects, innovation challenges, and growth opportunities throughout the organization. This strategy gives employees clear career-development tracks while encouraging ongoing learning, knowledge exchange, and workforce flexibility. A skills-based architecture is therefore a vital tool for long-term organisational renewal as it may boost engagement, lower graduate turnover, and increase Helios' potential for innovation, Suggested by Manyika et al., (2017).
[bookmark: _Toc232112550]Stimulating Intrinsic Motivation and Supporting Innovation
By meeting the three psychological needs; autonomy, competence, and relatedness identified in Self-Determination Theory, the suggested work architecture is anticipated to increase intrinsic motivation. According to Vanesteenkiste et al., (2020) While competence is built through ongoing skill development, cross-functional assignments, and involvement in the internal talent marketplace, autonomy is enhanced through job creating possibilities, project choice, and more involvement in decision-making. Collaboration across teams, departments, and global locations fosters relatedness and strengthens a sense of organisational belonging. Employees are more likely to exhibit proactive behaviour, organisational commitment, and discretionary effort when these demands are met, Suggested by McAnally & Hagger (2024). Additionally, the internal talent marketplace fosters creativity by allowing staff members to switch between projects and work with colleagues from other fields, which promotes knowledge exchange and idea recombination. Helios may boost long-term organisational performance and competitiveness by fostering an atmosphere that encourages employee engagement and sustained creativity through the combination of meaningful work, ongoing learning, and multidisciplinary collaboration.
The suggested architecture considers work as a dynamic portfolio of talents, initiatives, and stakeholder contributions rather than seeing jobs as permanent roles. Helios may effectively address issues of engagement, retention, and innovation by combining the Job Characteristics Model, Job Crafting Theory, and a skills-based personnel marketplace. As a result, job design develops into a strategic competency that promotes organisational renewal and a lasting competitive edge rather than just an operational HR function.

[bookmark: _Toc232112551]AI as a Decision-Support Tool: Preserving Crucial Human Judgement
Artificial intelligence's (AI) quick uptake is changing management and HR decision-making by making it possible for businesses to more effectively evaluate worker data, spot trends, and support evidence-based choices. I think AI should be seen as an enhancing technology rather than a replacement, even if these capabilities might improve organisational effectiveness and strategic workforce planning. According to Bandara et al. (2025) Decisions about human capital frequently include ethical problems, conflicting stakeholder interests, and relevant factors that go beyond computers' capacity for predictions. Therefore, in circumstances when professional judgement is still crucial, an over-reliance on AI may diminish management discretion and provide the appearance of impartiality. 
Also, The accuracy of the data and presumptions used to train AI has an impact on its results. Unfairness may be present in historical workforce data, which might result in biased recruitment, advancement, and performance management decisions. Additionally, recommendations from generative AI systems may be persuasive yet incorrect, which emphasises the importance of critical assessment. As a prospective HR professional, I plan to use a human-in-the-loop strategy, where AI is utilised to assist with information processing and decision analysis while human judgement, ethical consideration, and organisational context continue to influence final choices. In my opinion, HR professionals will be more valuable in the future if they can provide critical interpretation, ethical supervision, and strategic sense-making to ensure technology is utilised responsibly rather than competing with AI's analytical talents. 
Bandara et al. (2025) suggest that the accuracy of the data and assumptions implemented in AI systems' training shapes them. Historical workforce data may have inherent biases in HR contexts that may unintentionally affect hiring, promotion, and performance management results. Furthermore, outputs produced by generative AI may seem plausible but lack contextual correctness, which emphasises the necessity for close examination rather than blind acceptance.
This emphasises how crucial it is to have a critical professional posture while using AI in HR practice. Although these technologies can improve analytical skills and facilitate evidence-based decision-making, they lack contextual awareness and ethical reasoning. They are therefore more valuable in enhancement than in replacement. This emphasises the need for future HR practice to strike a balance between professional judgement and technology dependence in order to make decisions that are morally sound, suitable for the situation, and responsible to organisational stakeholders.
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