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Designing a Human Capital Architecture for Strategic Renewal
A Strategic Human Capital Advisory Report for Helios Urban Mobility

[bookmark: _Toc232420206][bookmark: _Toc232420247]Executive Summary
Helios Urban Mobility has experienced rapid growth over the last five years outpaced its people architecture, resulting in slow newcomer socialisation, poor employee engagement and loss of high-potential graduates. The report is an external strategic human capital advisory perspective and makes proposals for a combined human capital architecture for strategic renewal. Task A rethinks socialisation equipped with a high level of organisational identification, committed as an organisational citizen. Task B is a job design adaptation of the Job Characteristics Model and job crafting and a talent marketplace based on skills to foster intrinsic motivation and innovation. Task C is a reflection on how AI can be used responsibly as a decision support tool, and a personal capability development plan for employability in the future.
[bookmark: _Toc232420207][bookmark: _Toc232420248]



Table of Contents
1. Introduction	1
2. Task A: Socialisation, Identity and Business Activism	1
2.1 From traditional onboarding to strategic socialisation	1
2.2 A structured socialisation framework for Helios	2
2.3 Cultivating identification, ethical professionalism and the business activist	3
3. Task B: Innovative Job Design	4
3.1 The Job Characteristics Model as foundation	4
3.2 Job crafting as bottom-up agency	5
3.3 Skills-based architecture and an internal talent marketplace	5
3.4 Stimulating intrinsic motivation and innovation	6
3.5 Implementation and measurement	7
4. Task C: Reflective Report	8
4.1 Using AI as decision support without eroding human judgement	8
4.2 Personal capability development plan	9
5. Conclusion	10
6. References:	11


[bookmark: _Toc232513597]1. Introduction
Helios Urban Mobility (HUM) has 450 employees in London, Berlin and Singapore, developing AI-powered electric mobility solutions and smart-infrastructure analytics for city governments. Three symptoms after five years of growth threaten its renewal: the average newcomer ramp-up time is eight months, employee engagement is only fifty-four per cent, and high attrition amongst high-potential graduates. This report outlines an evidence-based human capital architecture for socialisation and identity, innovative job design. 
[bookmark: _Toc232420208][bookmark: _Toc232420249][bookmark: _Toc232513598]2. Task A: Socialisation, Identity and Business Activism
[bookmark: _Toc232420209][bookmark: _Toc232420250][bookmark: _Toc232513599]2.1 From traditional onboarding to strategic socialisation
While traditional onboarding may be a short administrative process involving paperwork, orientation and access to systems, strategic organisational socialisation is a longer process through which newcomers learn the attitudes, knowledge and relationships required to become full members of the organisation. Van Maanen and Schein's classic typology distinguishes between institutionalised and individualised socialisation tactics, and the updated meta-analysis by Bauer, Erdogan and Bodner, (2024).indicates that institutionalised tactics that are rich in resources can decrease role ambiguity and turnover, and increase newcomer adjustment and performance. A recent review of the onboarding literature comes to the same conclusion, indicating that extensive onboarding can enhance retention, engagement, commitment and performance (Didion et al., 2024). Helios' eight-month ramp-up time implies a too strong focus on sink-or-swim, individualised entry, whereas Frögéli, Jenner and Gustavsson, (2023) systematic review indicates that structured formal onboarding can speed up the socialisation process.
Importantly, institutionalised tactics are not necessarily better. Helios is a creative technology company, and role innovation can also be encouraged through individual approaches. The challenge of the design is thus to find a balance between institutionalised structure (which gives clarity) and selective individualisation (which keeps graduates' capacity to redefine their roles). There is a risk of over-institutionalisation as techniques that reduce uncertainty by promoting conformity to role norms can create a custodial role orientation, which leads to passive acceptance of the status quo and a reduced capacity for innovation by newcomers. Helios's success relies on developing AI-powered mobility solutions, so a very institutionalised socialisation programme may dampen the creativity that Helios requires. A more suitable model is a phased one: a strong institutionalised model in the first 90 days to minimise role ambiguity and foster identification, and then a more individualised, divestiture-light model in year one, where graduates can challenge and redefine their roles. Helios's risk of doing nothing is obvious: months of lost productivity for each new hire and months of time for graduates to consider staying with the organisation.
The theory of psychological contract helps to understand why it is crucial that the way into the firm matters: newcomers develop ideas about what they believe the firm owes them, and when the firm delivers on this, it enhances work involvement and vice versa. Weave the organisation into the newcomers' self-concept as an integral part of socialisation, closely related to the psychological contract and to knowledge-sharing behaviour, is the deeper mechanism (Jiang et al., 2022). This engagement of 54 per cent is particularly alarming when Gallup regional data shows that Europe records the lowest employee engagement of any region, with only 12% of employees engaged compared with a global average of 20% (Vigers, 2026). Helios' contract with graduates is being breached in part with unmet promises around the three pillars of development, belonging and impact, which are now starting to undermine the economy globally.
[bookmark: _Toc232420210][bookmark: _Toc232420251][bookmark: _Toc232513600]2.2 A structured socialisation framework for Helios
The proposed framework has 3 steps as summarised in Table 1. Helios should provide realistic role previews, provide a peer “mobility buddy” and share their civic impact mission with them prior to day one. This sequential approach includes formal induction into a cohort, systematic onboarding manager check-in points at 30, 60 and 90 days as well as intentional relationship-building, and results in an indirect relationship between socialisation tactics and engagement and well-being through the mediating role of perceived organisational support and on-the-job embeddedness, as indicated by a two-wave study. At year one, belonging is reinforced through rotational projects, mentoring and a six-month identity review. This institutionalised design is supported because it introduces a 8-months drift to a formalised learning process, and because engaging managers and co-workers with onboarding, not just corporate welcome, most effectively helps to lower turnover intention through identification and well-being. Accountability for integration should never be unclear; it should be clearly defined for each phase: talent acquisition for pre-boarding, line managers for the first 90 days, and a mentor and HR business partner for year one.
	Phase
	Timing
	Key activities
	Intended outcome

	Pre-boarding
	Offer to day 1
	Realistic role preview; mobility-buddy assignment; civic-mission storytelling; logistics
	Lower uncertainty; early identification

	First 90 days
	Days 1–90
	Cohort induction; 30/60/90 manager check-ins; embeddedness and network building
	Role clarity; engagement; support

	Year one
	Months 4–12
	Rotational projects; mentoring; six-month identity review; stakeholder-impact goals
	Belonging; commitment; retention


Table 1: A three-phase strategic socialisation framework for Helios (author’s own elaboration).
[bookmark: _Toc232420211][bookmark: _Toc232420252][bookmark: _Toc232513601]2.3 Cultivating identification, ethical professionalism and the business activist
Responding to these high-performance HR practices, along with a fair culture and a genuine internal communication, a recent study provides evidence that deepens employee identification with Helios, thereby increasing their commitment (Yang and Mostafa, 2024). Then we need to make responsible-AI and data-ethics part of the norms of our profession, by defining them as part of our ethical work, and to integrate them into the expectations of roles and into induction, so that civic-technology values are internalised as much as they are observed (UNESCO, 2026). Lastly, the “business activist” is part of the HR model that Ulrich calls the “business partner/change agent”, in which HR professionals impact strategy and influence culture (Somu and Jayavel, 2024). This is directly linked to stakeholder capitalism as the World Economic Forum's Davos Manifesto states that a company's purpose is to generate shared value for all stakeholders, not shareholders only (World Economic Forum, 2020). Helios can enable that by providing employees with objectives that impact stakeholders, with real voice, and with real accountability mechanisms to ensure the commitment is not just words, Brookings wrote (Lashitew, 2020). Incorporating activism into the socialisation process therefore completes the cycle, turning graduates into active members of their organisation who have a civic mission as their professional goal, instead of external ones. From a practice perspective, this involves assigning each graduate an impact sponsor who is a senior leader, sharing the social impact of their project with the community and acknowledging ethical, stakeholder-focused practices as part of performance evaluation, as opposed to just a recommendation.
[bookmark: _Toc232420212][bookmark: _Toc232420253][bookmark: _Toc232513602]3. Task B: Innovative Job Design
[bookmark: _Toc232420213][bookmark: _Toc232420254][bookmark: _Toc232513603]3.1 The Job Characteristics Model as foundation
A new job structure should start with Hackman and Oldham's Job Characteristics Model, which proposes that five dimensions of the job (skill variety, task identity, task significance, autonomy and feedback) give rise to three psychological states that are experienced by the worker: experienced meaningfulness, experienced responsibility for outcome and experienced knowledge of results (Cotič et al., 2025). More recently, there is evidence that jobs rich with these characteristics enhance intrinsic motivation and job satisfaction (Aljumah, 2023). Autonomy over the technical approach, ownership of individual city-government projects by the engineers and data analysts, and the tangible civic impact of cleaner urban mobility can be incorporated into each of their roles, as described in Table 2. Even if roles must be very specific (like maintenance tasks on the data pipelines), Helios can make them more meaningful by associating them with a measurable city outcome, such as the reduction of congestion or emissions, and make them more effective with the use of real-time performance dashboards. Importantly, the effect of the model is amplified by employees' growth-need strength, making it necessary to match employee design with selection and development that is appealing to graduates who value challenge.
[bookmark: _Toc232420214][bookmark: _Toc232420255][bookmark: _Toc232513604]3.2 Job crafting as bottom-up agency
Top down design is required but not enough. Job crafting involves making bottom-up changes by the worker to the task, worker relationships, and the meaning of the work, which can augment the processes of managerial design. Tims and Bakker's model relates to crafting as a search for structural and social resources and challenging as a reduction of hindrances, and empirical research has found links between these and increased work engagement, task performance and employability (Nergiz and Unsal-Akbiyik, 2024). Helios should thus legitimise the activity of explicitly crafting by explicitly crafting workshops, by flexible objective setting and the role-modelling of managers, so that mission-oriented graduates can influence the way in which their work counts. While there is a known risk associated with crafting, as engagement can be reduced when demands are lowered, leaders should make it a challenge-seeking and resource-seeking craft to avoid a shift to withdrawal. 
[bookmark: _Toc232420215][bookmark: _Toc232420256][bookmark: _Toc232513605]3.3 Skills-based architecture and an internal talent marketplace
Helios needs to move away from a lock-step approach to a skills-driven approach, with an internal talent marketplace. Organisations must become agile by separating the work from the jobs and focus on people as portfolios of skills applied to the tasks and projects they work on, argues Deloitte (Jones et al., 2022). Live projects match the skills and aspirations of employees at speed, harnessing raw capacity and future skills (Gantcheva et al., 2020). A market place shared by London, Berlin and Singapore would enable top talent to be geographically mobile, laterally flexible, undertaking stretch assignments across borders and seeing clearly the career path ahead, all of which would work against the stalling attrition of siloed careers. Helios will require a shared skills taxonomy and a lightweight technology platform to make the model credible, and navigating the most-frequently mentioned obstacle to skills transformation – legacy mindsets among managers who equate value with job titles instead of demonstrated skills.
A reliable marketplace design will account for the three failure modes involved with internal talent markets, rather than assuming they will self-regulate. First, managers may keep talent; even committed leaders have a problem handing down top players; the Conference Board points to the negative effects of talent hoarding for a business (Haegele, 2025) broader community and the fact that markets thrive with support from leaders and significant investment. Secondly, staff may be committed to the more visible, prestigious projects and neglect their less glamorous but business-critical ones. Third, the skills data used for matching can become quickly obsolete quickly, impact the quality of the recommendations and reduce the trust in the system. Helios should therefore integrate controls: connect manager scorecards and incentives to talent sharing and retention, and establish minimum internal-release expectations and rotations of critical but unappealing work, and refresh their skills taxonomy on a fixed timeline with validated self- and manager assessment. 
[bookmark: _Toc232420216][bookmark: _Toc232420257][bookmark: _Toc232513606]3.4 Stimulating intrinsic motivation and innovation
The selections encourage intrinsic motivation as they serve basic psychological needs. Autonomy, competence and relatedness as the cornerstone of autonomous motivation, engagement, and well-being, their frustration as leading factors of burnout and turnover (McAnally and Hagger, 2024). Autonomy and competence are fostered by marketplace mobility and job crafting, and relatedness is fostered by cross site project teams (Nergiz and Unsal-Akbiyik, 2024). It is also born of that architecture, as the World Economic (WEForum, 2025) shows that creative thinking, analytical thinking, AI and big data skills are the three most rapidly growing skills, and a skills-based marketplace is the very mechanism by which Helios will be able to constantly recombine these scarce skills in the face of new urban-mobility challenges. The marketplace also signals that Helios invests in their development and mobility, especially for their high-potential graduates, and this helps to confirm the very developmental promises whose breaking is the cause of early attrition. 
	JCM dimension
	Helios design intervention

	Skill variety
	Cross-functional project rotations via the internal talent marketplace

	Task identity
	Whole-task ownership of a city-government deployment from design to handover

	Task significance
	Explicit linkage of work to congestion, emissions and citizen-mobility outcomes

	Autonomy
	Discretion over technical approach, tools and crafting of role boundaries

	Feedback
	Real-time performance dashboards plus structured manager and client feedback


Table 2: Applying the Job Characteristics Model to Helios roles (author’s own elaboration).
[bookmark: _Toc232420217][bookmark: _Toc232420258][bookmark: _Toc232513607]3.5 Implementation and measurement
Each intervention is connected to clear goals and targets and aggregated into Table 3 to ensure it is an accountable, not aspirational, architecture. These metrics enable the Board to measure progress towards Helios' three presenting issues (slow socialisation, weak engagement and graduate attrition) at specific intervals and to take action when targets are not being met.
	Objective
	Metric
	Baseline
	Target
	Review

	Faster socialisation
	Time-to-full-productivity (ramp-up)
	8 months
	4–5 months
	12 months

	Onboarding quality
	30/60/90-day feedback; check-in completion
	Not tracked
	≥4/5; 100%
	Quarterly

	Higher engagement
	Annual engagement survey score
	54%
	≥65%
	Next survey

	Graduate retention
	12-month / 24-month retention
	Not tracked
	≥90% / ≥80%
	Bi-annual

	Internal mobility
	Projects staffed internally; mobility rate
	Not tracked
	≥20%; ≥15% p.a.
	Annual

	Skills-data quality
	Profiles refreshed within six months
	Not tracked
	≥90%
	Bi-annual


Table 3: Key performance indicators and targets for the human capital architecture (author’s own elaboration).
[bookmark: _Toc232420218][bookmark: _Toc232420259][bookmark: _Toc232513608]4. Task C: Reflective Report
[bookmark: _Toc232420219][bookmark: _Toc232420260][bookmark: _Toc232513609]4.1 Using AI as decision support without eroding human judgement
As an advisor, I will use AI as an aid, but not an automaton. In the area of decision augmentation, researchers separate the algorithmic prediction offered by AI from the judgement that humans make, and they conclude that judgment is also intuitive, ethical, and value based, and therefore should be supplemented by AI, but not replaced (Leyer and Schneider, 2021). In HR, AI can enhance the efficiency of hiring processes and minimize some of the bias in the hiring process, but AI alone cannot fully replace human judgment in cases where context and meaning are crucial for the decision-making process, as evidenced by research (Berg and Johnston, 2026). As for the HR field, research indicates that AI can aid in reducing some hiring process biases and improve efficiency, but human judgment remains essential when it comes to context and meaning in the decision-making process. So, I will use AI to detect patterns from early indicators of attrition and leave that final decision to human deliberation, and will work to prevent algorithmic bias by requiring explainable models, mixed human-AI decision-making, and human oversight to ensure that patterns are not being exploited. Looking back at my own practice, I am strong on analytical structuring and weak on relying too much on the quantitative output; this is a safeguard because the biggest danger is automation complacency, in which useful suggestions are undermining the need for careful consideration.
[bookmark: _Toc232420220][bookmark: _Toc232420261][bookmark: _Toc232513610]4.2 Personal capability development plan
I'm going to work on four skills, each based on a realistic idea of my own weakness. First, data literacy: I can read simple HR metrics like turnover and dashboards of headcount, but I'm not very confident in people-analytics and statistical inference, which the World Economic Forum deems one of the most critical and growing skills (WEForum, 2025). My action is to take a structured people-analytics certification, perform continuous practice on open HR data sets and have monthly feedback from an analytics mentor to adjust my interpretations. Secondly, AI augmentation in HR: I can draft and synthesize from AI, but am not able to critically audit a model for bias, so I will complete responsible-AI training and shadow a live bias audit before deploying AI tools in an HR selection decision. Third, strategic influencing – my natural style is presentation of information; I will practise board briefings, gain a senior sponsor for stretch presentations, and learn negotiation technique to enable me to take steps to become a true strategic partner. Fourth, global mobility awareness – I will have a strong exposure to single country, so will undertake planned rotations across Helios' London, Berlin and Singapore locations, gaining an understanding of comparative employment law and cross-cultural working. As 2030 is a long way off, and a high percentage of skills will change, this will be continuous lifelong learning, and evidence will be made up of a portfolio of applied projects, not just certificates, and presented quarterly with feedback from mentor (WEForum, 2026).
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[bookmark: _Toc232513611]5. Conclusion
A new human capital model can turn Helios' interlocking issues of slow socialisation, weak engagement and graduate attrition around. Structured, identity-building socialisation turns new members into dedicated organisational citizens, motivating job design and a skills-based talent marketplace keeps people intrinsically motivated and innovative, and responsible, human-led use of AI maintains judgement and develops future capability. When implemented in tandem, these interventions help to connect Helios' people strategy with its civic mission and set the organisation up for long-term strategic renewal. 
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