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[bookmark: _Toc21016]Introduction 
Organisations are continuing to find that their technological innovation is the basis of their sustainable competitive advantage but that they also rely on their ability to build, engage and retain human capital. Human capital management is no longer just a managerial task but a strategic competency that directly affects organisational agility, innovation and value for the future, with digital transformation fundamentally changing the nature and expectations of the workforce. Helios Urban Mobility (HUM) is a growing European smart mobility company that focuses on AI-powered electric mobility solutions and urban infrastructure analytics. While making great strides in growth, it is currently struggling with long-term employee integration, low engagement and staff attrition among its high-potential graduates, which are all jeopardising organisational performance and strategic renewal. This report critically reviews current human capital theories and introduces an integrated architecture that enriches organizational socialization, reframes work to foster motivation and innovation, and considers the future development of human capital and the responsible use of artificial intelligence to strengthen evidence based Human Resource decision making. 
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[bookmark: _Toc21018]Critical Comparison of Traditional Onboarding and Strategic 
[bookmark: _Toc21019]Organisational Socialisation 
Typical onboarding is done mainly in an administrative way, introducing new hires to organization policies, compliance, job duties and workplace protocol. It aims to reduce uncertainty and help employees to work productively quickly. While effective onboarding helps create clarity about the position and boosts confidence, modern research shows that onboarding does not automatically result in organisational commitment as it focuses on transactional adaptation instead of behavioural and psychological integration (Bauer, 2023; Klein et al., 2022). 
Strategic organisational socialisation goes beyond induction and sees employee integration on-going, as new employees learn to accept organisational values, build professional relationships and construct mutual identity. Strategic socialisation is not just about making people feel what they're doing, it's also about making them feel the importance of what they do and what they do to achieve the purpose of the organisation. For Helios Urban Mobility (HUM), the eight-month integration process is long, and the high rate of resignation of their graduates suggests that the administrative integration hasn't led to long-term commitment or a sense of organizational citizenship.  
However, there is a set of constraints to strategic socialisation. Some programmes can be very formal and might foster conformity and stifle creativity by imposing norms on the newcomers without giving them the opportunity to challenge them. Excessive standardisation can stifle innovation and varied thinking in knowledgebased firms like Helios. Hence, strategic socialisation must be a compromise between cultural fit and opportunities for employees to share new knowledge to support organizational innovation (Ashforth, Schinoff & Rogers, 2023). 
Table 1: Traditional Onboarding vs Strategic Socialisation 
	Dimension 
	Traditional 
Onboarding 
	Strategic 
Organisational 
Socialisation 
	Application to 
Helios Urban 
Mobility 

	Primary focus 
	Administrative orientation and compliance 
	Identity development and long-term commitment 
	Shift from procedural induction to strategic employee integration 

	Duration 
	First few days or weeks 
	Continuous process from pre-boarding to the first year 
	Reduces the current eight-month integration period 

	Employee role 
	Passive recipient of organisational information 
	Active participant in organisational learning and culture 
	Encourages innovation and collaborative learning 

	Success indicator 
	Operational readiness and role clarity 
	Organisational identification, 
engagement and retention 
	Addresses 
declining engagement and graduate attrition 

	Organisational outcome 
	Short-term productivity 
	Organisational citizenship, innovation and sustainable performance 
	Supports long-term strategic renewal 


 
[bookmark: _Toc21020]Psychological Contract Theory, Identity Construction Theory and Van Maanen & Schein 
The psychological contract theory is about the informal promises that are made to and by employees and employers in relation to fairness, career development, organisational support and trust. Psychological contracts are not formal contracts, but rather develop over time through the day-to-day experiences in the organisation and can have a significant impact on engagement, satisfaction and retention (Conway, Guest & Peck, 2023). 
There is evidence of psychological contract violations in Helios because of the challenges faced by them. Recruitment can promise innovation, team spirit and career development, but if the integration process is lengthy or employee support is less than adequate, there can be a disconnect. These violations result in lost trust, decreased organizational commitment, and higher voluntary turnover, especially among highly skilled graduates (Griep & Vantilborgh, 2023). Therefore, socialisation as a process needs to be managed from the beginning of the employee's career until the end and is not just one-time event. 
Identity Construction Theory also supports this view, which suggests that organisational commitment is formed as employees are creating professional identities by engaging with fellow employees, organizational leaders and organizational culture. When personal values are congruent with organisational purpose there is greater engagement among employees. As a result, contemporary research recommends that identity formation be conceptualised as a strategic capability rather than an adjustment process, in the organization (Pratt, Schultz & Ashforth, 2023). 
The socialisation framework of Van Maanen and Schein offers the structures within which this identity development can take place. They are socialised in an institutionalised manner through which uncertainty is minimised and adjustment is facilitated by collective learning, formal orientation and serial mentoring. Originally designed before the times of hybrid working, digital collaboration and teams spread across the globe. In recent studies, therefore, it has been recommended to use the organised organisational guidance, but also personalised developmental experiences, accommodating individual differences, yet being culturally consistent (Cooper-Thomas et al., 2024). Helios' view of integrating these theories gives him a more adaptive way to handle expectations, while helping to integrate his identity and faster into the organisation. 
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Figure 1: Helios Strategic Socialisation Framework 
Table 2: Helios Strategic Socialisation Framework 
	Stage 
	Strategic Activities 
	Supporting 
Theory 
	Expected 
Outcome 

	Pre-boarding 
	Digital welcome portal, AI onboarding assistant, mentor 
allocation, 
organisational values briefing 
	Psychological 
Contract Theory 
	Establish realistic expectations and reduce newcomer 
anxiety 

	First 30 Days 
	Formal induction, role clarification, peer mentoring, ethics orientation 
	Van Maanen & 
Schein 
	Improve adjustment and role clarity 

	Days 31–90 
	Cross-functional projects, weekly coaching, continuous feedback, innovation workshops 
	Identity 
Construction 
Theory 
	Strengthen organisational identity and collaboration 

	Months 4–12 
	Career planning, leadership mentoring, internal mobility opportunities, innovation challenges 
	Organisational 
Identification 
	Increase engagement, retention and organisational citizenship 

	Continuous 
Development 
	Responsible AI 
learning, stakeholder engagement and 
business activism initiatives 
	Ulrich's Business 
Activist 
Perspective 
	Develop ethically responsible and 
strategically engaged employees 
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Finally, successful socialisation should lead to organisational identification, which is when workers feel that organisational success is a part of their identity. When an employee has high organisational identification, he feels that organisational goals are meaningful to him, which leads to higher levels of engagement, discretionary effort, and knowledge sharing behaviours (Ashforth et al., 2023). 
Helios' organisation should not only focus on commercial performance but on its mission to provide sustainable AI-powered urban mobility. Through relating work tasks with both sustainability and smart-city innovation and public value, people can feel deeper emotional commitment to the organisation's goals and this can help them feel more committed to the organisation and remain longer. 
Ethical professionalism should also be developed through strategic socialisation. As Helios advances in AI-driven transport solutions, workers need moral sensibilities around accountability for algorithms, responsible innovation, data governance, and trust among stakeholders. By incorporating ethical reflection into socialisation, employees understand that their responsibilities go beyond job tasks and beyond the company (CIPD, 2024). 
Moreover, today's organisations demand business activists, individuals with a mindset focused on work. Business activism builds on the Human Resource Business Partner model and stakeholder capitalism, urging employees to question practices that are not working and to propose organizational changes and responsible decision-making that considers commercial success alongside societal 
benefit (Ulrich & Dulebohn, 2024). Business activism is a different type of organisational citizenship behaviour, in that it promotes a more positive approach to challenging the organisation in a constructive way, rather than in a passive one. This method, however, needs psychologically safe workplaces where staff members can challenge the status quo without repercussions. 
 
[bookmark: _Toc21022]Critical Synthesis 
These theories together show that the integration of employees must be regarded as a strategic organizational competence in the organization and not an ad hoc administrative task. Traditional onboarding enhances preparedness for operations, but it is unlikely to foster long-term organisational commitment. Psychological Contract Theory emphasizes the role of managing reciprocal expectations, Identity Construction Theory suggests employees' identity can be constructed through social interaction, and Van Maanen and Schein offer structured ways that help employees adjust to organisations. Socialisation continues through organisational identification, ethical professionalism and business activism, which turn new employees into dedicated members of the organisation who can advance innovation and sound decision-making. 
Helios Urban Mobility's findings suggest that a combination of different socialisation systems is needed to improve retention and engagement, from pre-boarding to the first year of employment. The following Helios Socialisation Framework brings these theoretical understandings into a structured strategic model that would help to lower the time to integration, improve organisational identification, and build ethically responsible professionals who can support the future growth of the organisation. 
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[bookmark: _Toc21024]Reimagining Job Design for Strategic Human Capital 
Organisations have seen the transformation of their work design, thanks to the fast uptake of Artificial Intelligence (AI), digital collaboration and growing demands of the workforce. Fixed job design and traditional career structures are no longer flexible enough to ensure innovation and employee engagement. Low engagement and high rates of turnover among graduates suggest poor utilization of employee capabilities for Helios Urban Mobility (HUM). Thus, Helios needs to build an integrated job architecture that blends enriched job design, employee autonomy, skills-based work deployment, and AI to bolster organizational agility and longer-term performance (Deloitte, 2024; World Economic Forum, 2025). 
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Figure 2: Helios Human Capital Architecture for Strategic Renewal 
 
[bookmark: _Toc21025]Job Characteristics Model: Strengthening Intrinsic Motivation 
The Job Characteristics Model (JCM) suggests that five factors of the job – skill variety, task identity, task significance, autonomy, and feedback – increase intrinsic motivation and work performance (Hackman & Oldham, 1976). Enriched work positively correlates with employees' engagement, creativity, and innovative work behaviour, especially in knowledge-intensive organisations (Wang et al., 2023; Parker, Knight & Ohly, 2024). 
Multidisciplinary projects, end-to-end ownership of innovation projects, more autonomy in decision-making and continuous digital feedback should be integrated into engineering and AI jobs at Helios. Connecting employee contributions to sustainable urban mobility would also give tasks a greater meaning and meaning to work. 
While highly relevant, JCM assumes that employees react the same way to enriched work, and overlooks the reality of hybrid work or AI-assisted collaboration. Thus, it should be supplemented by more flexible approaches that can meet the needs of various employees and rapidly changing organisational needs (Parker et al., 2024). 
Table 3: Application of the Job Characteristics Model at Helios Urban Mobility 
	Job 
Characteristic 
	Application at Helios 
	Expected 
Employee 
Outcome 
	Strategic 
Organisational 
Benefit 

	Skill Variety 
	Participation in multidisciplinary AI and sustainability projects 
	Increased learning and engagement 
	Greater innovation capability 

	Task Identity 
	Ownership of projects from design to implementation 
	Higher 
accountability and job satisfaction 
	Improved project quality 

	Task 
Significance 
	Linking work to sustainable urban 
mobility and smart-city development 
	Greater sense of purpose 
	Stronger organisational commitment 

	Autonomy 
	Increased decisionmaking authority and flexible work practices 
	Higher intrinsic motivation 
	Faster innovation 
and 
responsiveness 

	Feedback 
	AI-enabled performance dashboards, coaching and continuous feedback 
	Continuous improvement and capability development 
	Enhanced 
organisational performance 


 
[bookmark: _Toc21026]Job Crafting Theory: Employee Led Work Redesign 
Unlike traditional job design, Job Crafting Theory views employees as active participants who reshape tasks, relationships and work perceptions to improve person-job fit and work meaningfulness (Wrzesniewski & Dutton, 2001). Current evidence suggests that job crafting helps to enhance engagement, resilience, and innovation by empowering employees to customize their job to better match their capabilities and career goals ( Zhang et al., 2023; Tims, 2024). 
Helios employees should be encouraged to join cross-functional innovation teams, to have "stretch" assignments and to engage in sustainability or AI projects outside their current job function. This flexibility would facilitate ongoing learning and innovation through collaboration. 
But when job crafting is not restricted it can lead to uneven workloads or less focus on organizational priorities. Guided job crafting (Tims, 2024) should be used in Helios, where managers set strategic goals and leave room for workers to determine how jobs are carried out. 
 
[bookmark: _Toc21027]Skills-Based Architecture and Internal Talent Marketplace 
Skills based architecture moves away from job descriptions to competencies and allows organizations to quickly redeploy employees and adjust to technological advancement. Skills-first employers are found to provide greater career opportunities across the organisation, which increases employee agility, retention and organisational resilience (Deloitte, 2024; CIPD, 2024). 
This can be reinforced by implementing an Internal Talent Marketplace (ITM), which connects employees' skills and interests with projects, training, and short-term working. A platform like this could help at Helios find talent in AI, data science and sustainability, thereby helping London, Berlin and Singapore staff to collaborate on strategic projects and furthering their career growth (Gartner, 2024). 
However, for it to be effective it must have good skills data and clear governance and managerial control. If left unchecked, AI talent allocation could exacerbate bias or even fail to identify new capabilities (World Economic Forum, 2025). 
 
[bookmark: _Toc21028]AI Assisted Work Design, Innovation and Intrinsic Motivation 
AI should not take the place of human labor. AI frees up time from repetitive tasks, allowing workers to engage in more creative, collaborative and problem-solving efforts, which boosts employee motivation and innovation (Brynjolfsson, Li & Raymond, 2023; McKinsey Global Institute, 2024). 
AI can automate documentation, track project performance, and identify skill gaps and suggest individual learning plans within Helios. This would allow engineers and project managers to concentrate more on innovation and solutions for the customer. 
But, over-dependence on AI may lead to algorithmic bias, deskilling and loss of human judgment. For this reason, AI must be used as an aid to decision making and any strategic workforce decision must be made by human beings, who must exercise fairness, ethical responsibility and context, to ensure that decisions are right (CIPD, 2024; UNESCO, 2023). 
 
[bookmark: _Toc21029]Proposed Helios Job Architecture 
Based on these theories, Helios needs to develop a new integrated Helios Job Architecture, which consists of five components: First, redesign jobs to make them more autonomous, more varied in their skill demands, more significant, and more developmentally enriching (Job Characteristics Model). Second, foster guided job crafting and allow workers to tailor their work to achieve organizational goals. Third, embrace a new skills-driven approach to job design and compensation based on demonstrated ability and not tenure. Fourth, create an AI-powered Internal Talent Marketplace for project allocation, career mobility and ongoing education. Last but not least, use responsible AI for workforce planning by streamlining repetitive tasks while maintaining human oversight and decision-making for ethical and strategic talent choices. This architectural approach is collectively changing the nature of static job descriptions to dynamic capability ecosystems that foster innovation, learning and organisational agility. 
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Figure 3: Helios Dynamic Job Architecture 
 
[bookmark: _Toc21030]Critical Synthesis 
There is no single work design theory that can fully capture the complexity of organisations in which AI is embedded. The JCM provides an explanation of intrinsic motivation in the absence of clear suggestions for digital work contexts. Job Crafting Theory empowers employees to craft their roles, but sets limits on managers to ensure strategic alignment. Skills-based architecture and internal talent marketplaces are effective for an organisation's agility, but require robust skill data and clear governance. Likewise, AI increases efficiency but cannot replace ethical judgement or human leadership (Parker et al., 2024; Deloitte, 2024; Brynjolfsson et al., 2023). 
Thus, Helios must embrace an integrated job structure, including job enrichment, employee-driven job crafting, skill-focused workforce management, and responsible AI augmentation. This could mitigate engagement, bolster innovation, internal mobility, and create a resilient workforce that can support long-term strategic renewal. 
 
 

[bookmark: _Toc21031]Task C: Reflective Report 
Responsible Usage of AI in HR Decision Making and Personal Capability 
Development 
AI now plays a crucial role in strategic human capital management, offering valuable insights for organisations to analyse workforce information, uncover skills gaps, and make informed decisions. However, AI must be used in tandem with human judgment, especially in critical HR functions like recruitment, promotion, and performance management. Whilst AI promises to increase the efficiency and the accuracy of predictions, algorithms can also perpetuate past biases, lack transparency, and fail to account for context-specific factors that affect employee performance (CIPD, 2024; UNESCO, 2023). Accordingly, I acknowledge that Human oversight, ethical responsibility, and fairness are essential elements of responsible HR practice when employing AI in decision-making processes. I will consider the recommendations provided by AI against organisational goals, professional judgment and legal requirements before deciding. 
Looking forward, I see that a future HR pro needs more than just people management skills. To enhance my employability, I plan to cultivate my data literacy skills to better understand and analyse workforce data and HR dashboards to inform strategic decision making. I will also enhance my understanding of AI applications in HR, including predictive analytics, talent intelligence and responsible AI governance, through continuous professional learning and industry certifications. In addition, I want to build confidence in my strategic influencing by being able to present evidence-based recommendations to senior leaders and lead organisational change effectively. Lastly, I will enhance my global mobility awareness by gaining knowledge about cross-cultural employee management and international working practices so that I can work effectively in multinational companies like Helios Urban Mobility. 
Table 4: Personal Capability Development Plan 
	Capability Area 
	Development Activity 
	Timeframe 
	Expected 
Professional 
Outcome 

	Data Literacy 
	Complete HR analytics and Power BI training; apply workforce analytics in case studies 
	Within 6 months 
	Enhanced evidence-based HR decision-making 

	AI Augmentation in HR 
	Complete professional learning in AI recruitment, predictive analytics and responsible AI governance 
	Within 12 months 
	Effective and ethical use of AI in HR practice 

	Strategic 
Influencing 
Skills 
	Attend leadership workshops; practise 
	Ongoing 
	Stronger communication with senior stakeholders 

	
	presenting evidence-based recommendations 
	
	

	Global Mobility 
Awareness 
	Study international HRM, employment legislation and cross-cultural management 
	Within 12 months 
	Improved capability to operate in multinational organisations 

	Continuous 
Professional 
Development 
	Maintain CIPD membership, attend webinars and review current HR research 
	Continuous 
	Lifelong learning and sustained 
professional competence 


 
This reflection has further highlighted that future HR leaders will not be those who drop the human touch in favor of AI but those who combine the power of technology with ethical decisions, strategic thinking, and lifelong learning. The acquisition of these skills will help me play my part for the organisations to perform effectively and responsibly, and supporting sustainable human capital management. 
 
 

[bookmark: _Toc21032]Conclusion 
This report shows that sustainable organisational performance relies on an integrated human capital architecture and not on individual HR initiatives. Organisational socialisation increases the degree of commitment, ethical professionalism and employee identification, and skills-based job architecture and responsible use of AI promotes continuous innovation, agility and intrinsic motivation among employees. Last but not least, reflective capability development will equip future professionals with the skills of combining technology with ethics and strategic leadership. This framework of recommendations gives Helios Urban Mobility a comprehensive human capital strategy that is aligned to strategic renewal, employee engagement and retention, and future-proofing the organisation in the era of AI. 
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