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Executive Summary
Helios Urban Mobility (HUM) is currently exposed to critical human capital risks that threaten its productivity, employee engagement, and talent retention. This report, grounded in advanced human resource theory and evidence, proposes a three-phase organisational socialisation framework, innovative job design strategies, and robust governance mechanisms tailored to HUM’s operational context. These interventions are designed to accelerate new hire integration, foster ethical professionalism, and embed purpose-driven engagement throughout the company. At the same time, they include practical governance approaches to mitigate risks associated with internal talent mobility and ensure long-term financial sustainability. The reflective section details the responsible use of AI in HR decision support and presents a strategic capability development plan for future HR leadership. All recommendations are sequenced for phased implementation, enabling HUM to make targeted investments with measurable returns and enhanced stakeholder trust.
Scenario
Helios Urban Mobility (HUM) is a European smart-transport start-up employing 450 staff across London, Berlin, and Singapore, specialising in AI-enabled electric mobility systems and smart infrastructure analytics for city governments. Following five years of rapid expansion, HUM now faces three interconnected people challenges: weak organisational socialisation for new hires reflected in an average ramp-up time of eight months; declining employee engagement, currently at 54%; and high attrition among high-potential graduate recruits. In response to the Board’s brief, this report prepared by the External Strategic Human Capital Advisor addresses three core areas: Task A outlines a socialisation architecture to build committed organisational citizens; Task B recommends a job design strategy to improve intrinsic motivation and reduce attrition; and Task C reflects on the use of AI as a decision-support tool, alongside a personal capability development plan.

Task A: Socialisation, Identity and Business Activism
A1. Traditional Onboarding versus Strategic Socialisation
Traditional onboarding at Helios Urban Mobility (HUM) has functioned as a transactional, administratively focused process, oriented toward compliance and role clarification rather than deep cultural integration (Bauer et al., 2007). Given HUM's eight-month ramp-up period and an employee engagement score of only 54%, this approach is proving costly: every additional month before an employee reaches full productivity represents a direct financial loss, and the absence of a structured process widens the window during which the psychological contract remains vulnerable to early breach.
Van Maanen and Schein (1979) offer a more useful lens: organisational socialisation as a longitudinal process through which newcomers learn to interpret and enact their roles. Their tactics typology collective versus individual, serial versus disjunctive, and investiture versus divestiture provides a diagnostic tool for organisational design. Research consistently associates collective, serial, and investiture tactics with stronger role clarity, higher organisational commitment, and lower early attrition (Allen and Meyer, 1990).
At MBA level, three critiques must temper uncritical application of this framework. First, Ashforth and Mael (1989) warn that the high organisational identification socialisation seeks to build can also suppress dissent and heterodox thinking a genuine risk for an AI-enabled start-up whose competitiveness depends on innovation. Second, Van Maanen and Schein's typology predates hybrid and distributed work; Saks and Gruman (2021) demonstrate that dispersed organisations must deliberately engineer virtual social presence, a variable of particular relevance across HUM's London, Berlin, and Singapore operations. Third, Rousseau's (1995) psychological contract theory frames socialisation as the point at which mutual obligations are co-constructed, meaning over-engineered socialisation risks manufacturing performed compliance rather than authentic identification. Ashforth and Schinoff's (2016) tripartite model cognitive, affective, and behavioural identity construction resolves this tension by treating identification as a condition to be created, not an outcome to be mandated.
A2. A Structured Socialisation Framework for Helios
Building on this diagnosis, a three-phase socialisation framework is proposed for Helios, with each phase targeting HUM's presenting problems directly.
Pre-boarding (offer to Day 1) exploits the period of highest newcomer receptivity. An asynchronous digital portal, designed on Saks and Gruman's (2021) social-presence principles, introduces HUM's city-partnership mission and teams across all three locations. An AI-matched peer mentor enables serial socialisation before Day 1 (Van Maanen and Schein, 1979), and a jointly authored psychological contract disclosure document setting out mutual expectations rather than standard HR paperwork addresses expectation divergence at its source, the primary driver of early psychological contract breach (Rousseau, 1995).
The first 90 days deliberately employ collective tactics: a shared induction cohort, cross-city live-streamed shadowing, and cross-functional mini-projects that transfer tacit knowledge socially rather than through documentation, directly targeting the informal and inconsistent knowledge transfer that is driving HUM's ramp-up lag. A 45-day pulse survey functions as an early-warning system for psychological contract breach, enabling targeted HR intervention before disengagement hardens into attrition.
Year one shifts emphasis from integration to strategic citizenship. Quarterly city-partnership briefings connect individual contributions to measurable urban outcomes; a twelve-month personal impact narrative, shared with incoming cohorts, sustains organisational identity transmission (Dutton et al., 1994); and a co-constructed development review replaces probationary gatekeeping with a genuine, two-way investment conversation about year-two goals. Table 1 summarises the three-phase architecture, its theoretical rationale, and its adaptation for HUM's hybrid, cross-city workforce.

	Phase
	Key Activities
	Theoretical Rationale
	Digital/Hybrid Adaptation

	Pre-boarding
	Digital portal; AI-matched mentor; psychological contract disclosure
	Serial and investiture tactics; psychological contract alignment (Van Maanen and Schein, 1979; Rousseau, 1995)
	Portal accessible across all three cities; virtual manager expectation-alignment session

	First 90 days
	Collective induction cohort; live-streamed shadowing; cross-functional mini-projects; 45-day pulse survey
	Collective and sequential tactics; tripartite identity construction (Ashforth and Schinoff, 2016)
	Virtual cross-city lunches; remote shadowing sessions; asynchronous pulse-survey platform

	Year one
	Twelve-month impact narrative; quarterly city-partnership briefings; co-constructed development review; Activism Labs
	Organisational identification (Dutton et al., 1994); stakeholder capitalism (Freeman, 1984; World Economic Forum, 2020)
	Cross-city knowledge brokers; digital voice and recognition platforms


Table 1: HUM Strategic Socialisation Architecture. Source: Author, adapted from Van Maanen and Schein (1979), Rousseau (1995), Ashforth and Schinoff (2016), and Saks and Gruman (2021).
A3. Cultivating Identification, Ethics, and Business Activism
Cultivating identification, ethics, and activism. Organisational identification requires HUM to engage all three of Ashforth and Schinoff's (2016) processes simultaneously: cognitively, through communications that make HUM's distinctiveness salient against competitor employers; affectively, through a quarterly City Impact Day that builds emotional connection to urban outcomes; and behaviourally, through visible senior leadership participation in cohort events, the most credible cultural signal available to newcomers (Schein, 2010).
Ethical professionalism is not optional for HUM: its AI systems operate within public-sector contexts governed by frameworks such as the EU AI Act and Singapore's Model AI Governance Framework (Engler, 2022). Mandatory ethics modules built around HUM's own operational dilemmas algorithmic bias in route optimisation, data privacy in smart infrastructure combined with an Ethics Champions network embedded across teams, cultivate what Ulrich et al. (2017) describe as principled stewardship. This is a governance requirement as much as a cultural one: a credible ethics network gives HUM a defensible position when bidding for city-government contracts that increasingly require evidence of responsible AI practice, turning ethical professionalism into a source of commercial differentiation rather than a compliance cost.
Finally, the "business activist" mindset (Ulrich et al., 2017) must extend beyond HR into every function since HUM's access to city-government contracts depends on sustained stakeholder trust. Freeman's (1984) stakeholder capitalism perspective, reinforced by the World Economic Forum's (2020) call to create value for employees, customers, governments, and communities rather than shareholders alone, provides the underlying philosophy. Activism Labs, digital voice platforms, and recognition systems linked to partnership-bid outcomes translate this philosophy into consequential behaviour rather than performative purpose statements, converting engagement into the purpose-alignment that is the strongest predictor of high-potential graduate retention (Mitchell et al., 2001).
Implementation should not be treated as risk-free. A phased rollout is recommended: the psychological contract disclosure document can be introduced immediately at negligible cost, while the City Impact Day and Ethics Champions network should be piloted with a single cohort before wider deployment, allowing HUM to test whether collective tactics translate consistently across London, Berlin, and Singapore before committing to full-scale investment. Line managers will require explicit training in investiture-style feedback, since the framework's success depends on managers reinforcing newcomers' existing strengths rather than defaulting to divestiture habits inherited from HUM's earlier, faster-growth culture. Taken together, this framework directly addresses HUM's three presenting problems: the pre-boarding and first-90-days phases target the eight-month ramp-up by front-loading tacit knowledge transfer; the pulse survey and City Impact Day target the 54% engagement score by surfacing disengagement early and building affective connection to HUM's mission; and the year-one citizenship phase targets graduate attrition by converting short-term satisfaction into durable, identity-based commitment.



Task B: Job Design Strategy
B1. Diagnosing HUM's Motivating Potential Score
Hackman and Oldham's (1976) Job Characteristics Model (JCM) calculates a role's Motivating Potential Score (MPS) as [(Skill Variety + Task Identity + Task Significance) / 3] × Autonomy × Feedback. Because autonomy and feedback are multiplicative rather than additive, a near-zero score on either dimension collapses overall motivation regardless of strength elsewhere. Applied to HUM, task significance is genuinely high and skill variety moderate-to-strong but feedback a symptom of immature performance systems typical of rapid scale-up and autonomy a legacy of the hierarchical governance inherited from HUM's founding phase are both critically low. This is an architectural problem, not a motivational one, and it demands an architectural response: redesigning autonomy and feedback structures directly, rather than attempting to compensate through engagement initiatives alone.
Redesign should target each dimension explicitly rather than the role as a whole. Skill variety is raised through the City Exchange programme and cross-functional marketplace bids described below; task identity through end-to-end city-deployment ownership, giving employees visibility from initial scoping through to post-launch impact measurement rather than a fragment of the project lifecycle; autonomy through outcome-based governance that replaces layered hierarchical sign-off, identified in exit interviews as the primary driver of graduate departures; and feedback through real-time project dashboards paired with structured six-weekly peer review cycles, replacing the annual review cycle that is currently HUM's only formal feedback mechanism. Because autonomy and feedback are the two dimensions currently suppressing HUM's MPS, these two interventions should be prioritised operationally, even though all five dimensions require attention for the redesign to be coherent.
Before applying JCM prescriptions, its limitations must be acknowledged. Parker (2014) identifies three: its individualist assumptions underplay team dynamics and organisational politics; its cross-cultural portability is limited, since autonomy and feedback carry different meanings across HUM's UK, German, and Singaporean contexts; and individual Growth Need Strength moderates how strongly job redesign translates into motivation. These limitations are addressed by embedding JCM within the broader architecture of job crafting theory and skills-based organisational design, rather than treating it as a standalone solution.
B2. Job Crafting, Skills Architecture, and Governance
Wrzesniewski and Dutton (2001) identify three independent forms of job crafting: task crafting (adjusting the scope and variety of tasks), relational crafting (reshaping working relationships), and cognitive crafting (reframing the meaning of one's work). Conventional job redesign addresses task crafting almost exclusively, yet HUM's graduate attrition appears to stem from deficits across all three dimensions.
Task crafting is addressed through a phased innovation-time allocation (beginning at 5% and building toward 10%) and quarterly internal mobility sprints, giving employees structured latitude to reshape their task portfolio. Relational crafting is addressed through a City Exchange programme 30-day rotations through HUM's three offices which restructures professional networks across regulatory and cultural contexts and, by building cross-city relationships, makes departure from HUM more socially costly (Mitchell et al., 2001). A sample itinerary is provided at Appendix A. Cognitive crafting is addressed through the storytelling mechanisms proposed in Task A impact narratives, city-partnership briefings, and Activism Labs which reframe individual roles from, for example, "data analyst at a mobility start-up" to "contributor to the infrastructure of more liveable cities." This is not merely rhetorical: Steger et al. (2012) find that experienced work meaningfulness is among the most durable predictors of retention identified in the literature.
A skills-based architecture complements this by mapping competencies rather than job titles, enabling agile redeployment across HUM's three cities as project demand shifts. A self-declared and peer-validated skills inventory (a template is provided at Appendix B) underpins an internal talent marketplace, through which teams post project requirements and individuals bid to contribute, supported by skill coaches embedded within HR business partner teams.
However, internal marketplaces carry documented failure modes that must be governed proactively rather than assumed away. Petriglieri et al. (2018) describe a paradox: the mechanisms that create individual agency simultaneously generate organisational fragility, as institutional knowledge concentrates in increasingly mobile individuals, managers respond by hoarding high performers, employees respond by gaming skill-tag systems, and core functions deplete as staff chase prestige assignments. HUM's governance response should therefore include a system-enforced cap on marketplace time allocation (approximately 20%), a quarterly audit to identify hoarding before it calcifies, and a competency framework that clearly separates non-negotiable core-role requirements from marketplace-eligible skills.
B3. Intrinsic Motivation, Innovation, and Financial Sustainability
Together, these interventions map directly onto Ryan and Deci's (2000) Self-Determination Theory, which identifies autonomy, competence, and relatedness as the three basic psychological needs underpinning intrinsic motivation. HUM's redesigned architecture addresses autonomy through outcome-based governance replacing hierarchical sign-off; competence through the skills marketplace, City Exchange, and structured feedback cycles; and relatedness through cohort socialisation and cognitive crafting that connects individual work to urban impact. The resulting cognitive diversity cross-functional teams assembled dynamically through the marketplace supports innovation by bringing heterogeneous mental models to complex problems (Amabile, 1998), provided this is paired with the psychological safety created by fail-forward project reviews (Edmondson, 1999). Mitchell et al.'s (2001) job embeddedness theory offers the clearest retention logic: embeddedness is built through fit (skills-based role design), links (cohort and City Exchange relationships), and sacrifice (individualised development pathways that competitors cannot easily replicate) meaning retention becomes structural rather than dependent on satisfaction alone.
Financial sustainability requires these interventions to be sequenced rather than launched simultaneously. The skills platform build and licensing cost is recovered primarily through avoided external hiring, while the City Exchange programme's cost per participant is justified if it secures even one additional high-potential retention per cohort, given that replacing a graduate typically costs 1.5–2 times salary (CIPD, 2022). Innovation time should be phased in at 5% before scaling to 10%, ring-fenced in project plans so that delivery pressure does not crowd out exploration, with success measured on learning generated rather than immediate commercial output. This sequencing allows HUM's Board to treat the redesign as a portfolio of investments with distinct payback periods, rather than a single undifferentiated cost, and to fund the highest-confidence interventions the psychological contract disclosure and pulse survey infrastructure first.
Task C: Reflective Report
C1. AI as Decision-Support: Declaration and Reflection on Generative AI Use
In line with UWTSD policy, I used Generative AI (DeepSeek) only for permitted purposes: research, proofreading, and creative materials. I did not use AI for structuring, writing, or programming, and all substantive writing and argumentation are my own. Where AI-supported input was used, I critically evaluated its relevance and accuracy.
I recognise that while AI can aid research and drafting, it cannot replace context-specific analysis and human judgement. Throughout this assessment, I ensured all insights reflected genuine engagement with HUM’s context, aligning with both academic integrity standards and responsible professional practice
The risks of uncritical AI use in HR are real and significant. For example, AI-driven recruitment tools have been shown to introduce systematic bias against neurodiverse candidates, career-returners, and non-elite graduates (Hunke Schroer and Luetge, 2022). As an HR professional, I recognise that human judgement must remain the core ethical accountability structure in all AI-supported work.
This declaration and reflective approach demonstrate my commitment to academic integrity, critical evaluation, and responsible professional practice.

C2. Strategic Capability Development Plan
This assignment also illuminated specific capability gaps that I will address through a structured development plan:
1. People Analytics and Data Literacy: While this report demonstrates fluency in qualitative HR frameworks, it exposed a gap in quantitative workforce analytics specifically regression modelling, survival analysis, and causal inference applied to people data (Fitz-Enz and Mattox, 2014). Pursuing a recognised people analytics certification will allow me to commission and critically interrogate specialist analytical outputs, rather than rely solely on frameworks.
2. AI Governance and Responsible Augmentation: Conceptual familiarity with AI is not equivalent to the practitioner skill of governing its responsible deployment. I intend to engage with emerging regulatory frameworks (e.g., the EU AI Act’s HR implications) and develop the ability to read model documentation, interpret fairness metrics, and identify bias categories specific to HR model architectures.
3. Strategic Influencing and Board-Level Communication: This assignment revealed a gap between analytical competence and the ability to communicate persuasively at Board level. I will deliberately practice a problem–evidence–options–risk–recommendation narrative structure and seek mentorship from a senior HR leader to improve my influencing skills.
4. Cross-Cultural and Global HR Competence: HUM’s three-city structure made clear that HR practice knowledge developed in one national context does not automatically transfer. Employment law, governance norms, and fairness frameworks differ across the UK, Germany, and Singapore. Building functional competence in global HR is now a priority rather than a credential.

Limitations
While these recommendations are grounded in current theory and practice, they are not risk-free or final. Socialisation research remains predominantly Western in origin and may not transfer uniformly across HUM’s three jurisdictions. The financial estimates in Task B are based on industry benchmarks rather than HUM-specific data and should be validated during pilot phases. Furthermore, AI regulation is evolving rapidly, meaning that the governance protocols proposed here will require ongoing review rather than one-off implementation. Continuous evaluation and a willingness to revise these interventions as HUM scales are, therefore, integral to the proposed architecture, not merely an afterthought.

Appendices
Appendix A: Sample City Exchange Itinerary (30 Days)
The City Exchange programme is HUM's primary relational-crafting mechanism (see Task B2), rotating employees through London, Berlin, and Singapore for 30-day immersions. The itinerary below may be adapted to individual development objectives agreed with the line manager and HR business partner prior to departure.
	Week
	Location / Activities
	Learning Objectives
	Deliverable

	1–2
	Host city: project immersion, team shadowing, regulatory orientation
	Relational crafting: build cross-city network and understand host regulatory context
	Introductory project brief; stakeholder map

	3
	Host city: live deployment visit, city-government client meeting
	Cognitive crafting: reframe role in civic context; cross-cultural stakeholder management
	Field observation report

	4
	Host city: knowledge transfer workshop; reverse mentoring with junior colleague
	Strategic influencing across cultural difference; consolidation through teaching
	Knowledge transfer presentation to host team

	Post-exchange
	Home city: structured debrief with line manager and HR business partner
	Integration: convert cross-city insight into an innovation proposal
	Impact report; Activism Lab pitch submitted


Table 2: Sample City Exchange Itinerary. Source: Author, adapted from Wrzesniewski and Dutton (2001).









Appendix B: HUM Skills Inventory Template
Completed annually by each employee and updated following marketplace assignments or City Exchange rotations (see Task B2). Self-ratings are peer-validated and manager-confirmed. Rating scale: 1 = Foundational; 5 = Expert/can coach others.
	Skill / Competency
	Self-Rating (1–5)
	Peer-Validated
	Target Level

	AI systems design and architecture
	
	
	

	Stakeholder engagement city government
	
	
	

	Cross-cultural collaboration
	
	
	

	Ethical AI decision-making and governance
	
	
	

	Project delivery and OKR-based governance
	
	
	

	Strategic communication / Board-level influencing
	
	
	


Table 3: HUM Skills Inventory Template (extract). Source: Author.


Board Action Summary
The following key recommendations are presented for Board approval and sequencing:
1. Immediate rollout of the psychological contract disclosure document in the onboarding process.
1. Pilot the City Impact Day, Ethics Champions network, and Activism Labs with a single cohort before scaling across London, Berlin, and Singapore.
1. Prioritise job redesign interventions targeting autonomy and feedback, the two dimensions currently suppressing HUM's Motivating Potential Score.
1. Sequence investment across the skills platform, City Exchange programme, and innovation time allocation to manage cash flow and payback periods.
1. Establish governance for the internal talent marketplace, including a system-enforced time-allocation cap and quarterly hoarding audits.
1. Embed a responsible AI use protocol and invest in HR analytics, Board-level influencing, and cross-cultural competency development.
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