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1. Introduction
[bookmark: _Toc234424536]1.1 Background
Human Capital Management (HCM) is a strategic approach to managing an organisation's work to reach the company's goals while also maximising the employees' performance. Knowledge-based enterprises rely on a sound human capital architecture, combining recruitment, induction, learning, performance management, employee engagement and talent retention to build their future (Kucharčíková et al., 2023). In the highly technological context of today's organisations, they frequently experience problems due to a lack of skills, employees' lack of commitment, poor organisational socialisation, and employee turnover.
[bookmark: _Toc234424537]1.2 Organisation Overview
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Figure 1: Future Mobility Hub 
(Source: European Innovation Council, 2023)
Helios Urban Mobility (HUM) is a European smart-transport start-up with some 450 employees in London, Berlin and Singapore. The company creates AI systems for smart electric mobility and for smart infrastructure analytics for municipalities (European Innovation Council, 2023). Although it continues to grow at speed, HUM struggles with long recruitment cycles, decreasing employee engagement scores (54%) and a high level of attrition of new talent.
[bookmark: _Toc234424538]1.3 Report Purpose
This consultancy report assesses HUM's human capital practices and makes recommendations for strategic HR interventions to enhance the organisation's socialisation, employee engagement, talent retention, leadership and lastly sustainable organisation performances.
[bookmark: _Toc234424539]2. Task A: Designing Strategic Organisational Socialisation, Identity and Business Activism
[bookmark: _Toc234424540]2.1 Evaluation of On boarding and Strategic Socialisation
The traditional Helios induction is administrative, paperwork, IT setup and a short induction day. It is fast, cheap and establishes a quick compliance, but it does not consider joiners as contributors in the future. The limitations' reason for Helios taking 8 months to ramp up is due to the lack of identity work, relationship building and organisational aftertaste, and as Helios' learners (graduates) live their lives outside of the studio and are ready to leave at all times (Frögéli et al., 2023).
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Figure 2: Van Maanen and Schein's tactics model
(Source: Nguyen et al., 2021)
Strategic organisational socialisation in this view is a process of ingress which is related to a transformation of identity, commitment and a process of organisational learning. Van Maanen and Schein's tactics model can be used to explain how a series of induction tactics (sequential, formal, serial and investiture) coalesce in a sense of belonging or becoming a role innovator; Helios's induction is disjunctive and individualised leading to innovators but not to belonging, as described by Nguyen et al. (2021).
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Figure 3: Application of Psychological Contract theory
(Source: Jay and Boatman, 2023) 
Psychological Contract theory highlights the role of non-explicit expectancy of developing and support that may go unmet and also generate a sense of mistrust during separation and where contract is formed and renegotiated, will be handled strategically and as socialisation (Jay and Boatman, 2023). Newcomers of Helios tell themselves via interaction, mentoring and symbolic cueing that they are members of Helios, so Helios needs to engineer intentional points around which to build and project an identity, it can't ride on the coattails of chance. 
However, crucially, each theory works in constraints such as Van Maanen and Schein's theory of tactics is descriptive, not prescriptive for a multi-national, hybrid working context such as Helios; psychological contracts are subjective in nature, which makes it challenging to measure across London, Berlin and Singapore; and identity construction assumes that newcomers have agency, which graduates without a mature organisational literacy (Vartiainen and Vanharanta, 2024).
[bookmark: _Toc234424541]2.2 Strategic Socialisation Framework for Helios
Phase 1: Pre-boarding starts upon acceptance of the offer with an onboarding digital portal, authentic employer brand material, early provision of the psychological contract through realistic job preview and a learning platform with an AI showing pre-boarding information structures and supplying micro-learning contents ahead of the 1st day, thereby minimising initial stress and increasing the readiness of the candidate (Dewi and Ferdian, 2021).
Phase 2 (First 90 Days) is built around a structured orientation designed to address strategy, culture and the stakeholder ecosystems, and formal mentoring with experienced 'socialisation agents' - this is designed to pair graduates with experienced individuals. Cross-functional team-integration activities foster serial connections between London, Berlin and Singapore; structured feedback loops and SMART goal setting lead to psychological safety and performance clarity early on (Jiang et al., 2025).
Phase 3, Year One, leadership development, individualised career-pathing conversations, continuous learning based on Helios's smart-mobility roadmap, ongoing performance coaching, and ongoing engagement through innovation challenges and other cross-site collaboration projective work.
Justification: This “phased design” directly addresses Helios' three issues. Pre-boarding and structured Day-90 activity builds knowledge and relationships up front, to counter slow on boarding. A high level of engagement over 54% is maintained through the ongoing process of feedback, mentoring and career development, which serves to stop them from reaching their honeymoon period and becoming disengaged (CORDIS, cordis.europa.eu, 2024). Investiture Tactics convey that Helios places value in graduates as the organisation's future talent, mentoring, career pathing, visible investment in leadership, “Strong psychological contract fulfilment; identity fusion with organisation and directly countering high potential attrition”. The three phases combine to turn socialisation on its head and more from a single event into a considered 12-month process in line with Helios' strategic renewal programme, whilst matching what people would expect (London.gov.uk, 2024).
[bookmark: _Toc234424542]2.3 Formation of Organisational Identity, Improving the ethical professionalism and being active in business
Organisational Identification: according to social identity theory, employees' self-concept is based on the groups they belong to; Helios can unite employees across the three locations by sharing stories on sustainable urban mobility, symbols, and rituals that build in-group identity. These in turn can be connected with employee engagement variables: autonomy, recognition and meaningful work, to turn identification into discretionary effort and less intention to leave (Driskill and Mirivel, 2025).
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Figure 4: Stakeholder Theory
(Source: Mahajan et al., 2023)
Ethical Professionalism: Utilising Stakeholder Theory moves the employee from shareholder-value maximiser into that of an "ethical steward" who has to balance the interests of citizens, investors, city governments and colleagues (Mahajan et al., 2023). Professional standards frameworks (codes of conduct and CPD requirements) and the embedding of Ethics and HRM practices (transparent performance criteria and fair treatment, etc.) in a public infrastructure provider make them much more trustworthy.
Developing the Business Activist Mind-set: Ulrich's revolution in HR Business Partner refines HR, and therefore all those impacted employees with any touch of strategy in their roles, into more than just a giver of policy; a real business activist. Stakeholder Capitalism is the reassertion of Helios' mission to go beyond profit in delivering value to society at large, in the cities it operates in. Strategic HR leadership should also encompass key capabilities needed to be a good advocacy, courageous challenge, data-driven advocacy and ethical voice and in leadership development (Roguski et al., 2024).
Lastly, sustainability engagements from stories and projects in year one, support a tangible decrease of disengagement and attrition that is harming Helios' growth trajectory by having recruits feel they are not only seeing green conformance, but their purpose is connected to Helios' purpose and mission (Lim et al., 2024). Socialisation, identity, and activism, ultimately, must be working together as a whole, so that new hires turn into totally committed citizens, who not only defend Helios' stakeholder-based vision, but push it forward.
[bookmark: _Toc234424543]3. Task B: Innovative Job Design Strategy 
[bookmark: _Toc234424544]3.1 Current Job Design Challenges at Helios
Helios grew at a galloping pace in the past five years, as a consequence of which it has grown its job architecture. Innovation pressure requires engineers and analysts to continually develop truly novel mobility solutions based on AI, but narrow-stakeholder roles are unyielding to creative problem solving, handed over from start-up roles. Employee engagement is now at 54%, indicating that employment is seen as having little differentiation or belonging to Helios' broader vision to change mobility in cities (Zhang et al., 2024). 
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Figure 5: Helios Urban Mobility (HUB) 
(Source: Lei et al., 2024)
The job market is characterised as being highly unstable and is lacking in positions that require the expertise mentioned in sector domains such as AI, data analytics and smart infrastructure, often over-extending current job roles in order to create the new jobs that address the shortages (Lei et al., 2024). The lack of movement within the organisation and clearly defined job boundaries are hindering talent retention, especially for high-potential graduates who cannot foresee a realistic and progressive career trajectory and are therefore tempted back to the sidelines to other providers with wider, more flexible roles. 
[bookmark: _Toc234424545]3.2 The innovative design of the job strategy proposed 
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Figure 6: Hackman and Oldham's model
(Source: Omar et al., 2022)
Job Characteristics Model: Hackman and Oldham's model identify 5 key job dimensions that lead to 3 critical psychological states and motivation: Skill variety, Task identity, Task significance, Autonomy and Feedback. On helping to increase meaning, Helios can create more skill variety and project rotation; add more task identity by assigning full projects to engineers instead of parts of mobility projects; and add more task significance by making the connections between the work and the city's sustainability outcomes more explicit (Omar et al., 2022). A greater degree of autonomy in designing solutions and having real-time feedback loops with city-government clients would increase felt responsibility and increase knowledge of results. 
Strengths: Good empirical grounding, high level of direct applicability to knowledge work; 
Weaknesses: strong focus on individual differences (growth-needs strength) and problematic translatability to highly interdependent, cross-site knowledge teams with shared ownership and identity of tasks.
Job Crafting Theory 
Job crafting is different from top-down redesign, because it is an initiative taken up by workers to reshape their jobs proactively by changing the task, relational and cognitive boundaries of their job. 
[image: ]
Figure 7: Job Crafting Theory
(Source: Tims et al., 2022)
For Helios, this requires engineering to be an open area for task revisions, informal cooperation across borders, and to reconsider the normal service of ‘data crunching’ as part of sustainable city change. This personalisation enhances the fit of a job's demands and workers' strengths, thereby encouraging roles that are flexible and approximate that support innovative work without a wholesale change to the structure of the roles (Tims et al., 2022). But its biggest challenge to work as intended is that it is emergent and employer dependent, it means that Helios' roles will be crafted and managed to make them fit with the strategic needs, not just individual preference. 
Skills-Based Architecture
Substituting the notion of job for the skills-based approach allows Helios to connect existing and new skills (AI, IoT, urban analytics) with the strategic needs. AI-powered talent matching features enable the flexibility of assigning talents to cross-functional tasks, corresponding to their best match in ability profiles and not automatic offers or titles, whilst structured career agility pathways enable lateral and vertical movement, creating a challenge that tackles talent shortages and retention, in particular across (DeMark and Kozyrev, 2021) London, Berlin and Singapore. The architecture additionally makes Helios future-proof for rapidly developing smart-mobility technologies: Skills inventories can be updated permanently, and no completely new jobs need to be revisited when technological changes occur.
[bookmark: _Toc234424546]3.3 Integrating the Models
These approaches should form three layers in a consultancy framework; purposeful Job Crafting can only take place within Job Characteristics Model principles, which ensure every role has variety, identity, meaning, autonomy and feedback; and the Skills-Based Architecture can provide organisational scaffolding in the form of AI matching, skills taxonomies, and mobility pathways that enable both purposeful redesign and continuous crafting over the three Helios sites (Heuss et al., 2022). This results in a living job architecture, instead of a static job, individual agency with strategic renewal, and continuous evolution of Helios' job design to a rapidly changing technological and competitive global smart-mobility landscape.
[bookmark: _Toc234424547]3.4 Intrinsic Motivation and Innovation
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Figure 8: Herzberg's Two-Factor theory
(Source: Lumen, 2019)
This design is based on Herzberg's Two-Factor theory: so, while pay and security are necessary, they are not sufficient to truly motivate, which is why it's the motivators, achievement, recognition, responsibility, and growth, that are supported by the enriched task identity, crafting autonomy, and visible career agility (Lumen, 2019). 
The holistic design should create a more meaningful and self-directed work experience for all, provide opportunities for creatively crafting and developing skills, and foster collaboration through cross-competencies and skills-matched project work between Helios facilities worldwide. 

[image: ]
Figure 9: Goal Setting Theory
(Source: ResearchGate, 2024)
Goal Setting Theory also strengthens the motivation: If goals are specific, difficult and put in an autonomous role, with feedback, this will increase the motivation to persist and perform (ResearchGate, 2024).
A more seamless and confident pathway to problems aligned with knowledge levels should lead to increased innovation, as should sharper retention across the business with high-potential graduates seeing real agility, ownership and advancement, all levels of which could directly reverse Helios's faced threats of disengagement, ability and skill mismatch, and attrition, creating a more conducive environment for strategic renewal. 
[bookmark: _Toc234424548]4. Task C: Reflective Report 
[bookmark: _Toc234424549]4.1 Using AI as a Decision-Support Tool in HR
My perspective on AI has shifted towards training it as a decision support instead of a decision maker for Helios. Although AI promises to enhance meaningful skill-matching, socialisation analytics and talent-matching across culturally diverse locations like London, Berlin, and Singapore; there are also ethical issues to consider, including issues with bias, opacity, and overreliance (Madanchian, 2024). The rules for AI governance are based on appropriate accountability, an auditor to ensure that there is no bias, and clear escalation channels; Responsible AI focuses on having the recommendations within the limits of contestation by humans. Going back: with critical thinking you shouldn't only accept what you are told by an AI system, but you have to confront it and critically examine it; if, in the processes, an AI system refers to a decision of the career, the evaluation of the output according to critical thinking is not a substitute for a real discussion in which human actors get a deeper insight into the situation (Lei et al., 2024).
[bookmark: _Toc234424550]4.2 Personal Capability Development Plan
This consultancy experience gave me more insight as to what to focus on when job searching. I need to be more data literate, have confidence in analysing engagement and skills and take applied coursework and work on some HR Analytics projects (Gujrati, 2025). HR professionals must continue to expand their understanding of new technology, which will need to be continually learned and updated via certifications and keeping track of workforce-technology developments to appreciate what AI can add. The ability to be strategic and influence and to communicate as a leader must be developed by fully simulated consultancy exercises, stakeholder presentations and mentoring feedback. 
My SMART priority: Get me an approved HR analytics certification and personally work on at least one cross-border project in the next 12 months, which will further augment my data-focused, ethically sound and worldly strategic HR skill-set.
[bookmark: _Toc234424551]5. Conclusion 
These three elements (phased strategic socialisation, job design based on skills and deliberate development of activists in the business) together will bring about a change in Helios' culture. The use of AI to support HR can help make informed decisions, guided by data and expertise, thereby streamlining the entire onboarding process, improving engagement rates above 54%, retaining high-potential graduates and driving Helios' strategic renewal in general.
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