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1. Introduction
Helios Urban Mobility (HUM) has grown to employ 450 staff over its five years operating in London, Berlin and Singapore but its human capital system has failed to keep up with the headcount growth. All three symptoms – eight months required for ramp-up to competency, 54 per cent engagement rate among employees and the loss of top-performing graduates – are not standalone problems but the visible tip of the iceberg representing a gap in HUM's architectural approach. The macro-environment adds to the urgency of solving the problem. According to Gallup, global employee engagement reached the historic minimum of 20 per cent in 2025, resulting in a loss of US$10 trillion for the world's economy, and Europe is the least engaged geographical region at 13 per cent. Given the level of fragility of the market, poor socialisation of new hires and lacklustre jobs are existential, not merely cosmetic, dangers. This report, created as a Strategic Human Capital Advisor to the company, outlines an integrated architectural solution across three levers: organisational socialisation, job design and ethical AI use in HR management.

























2. Task A: Socialisation, Identity and Business Activism
[bookmark: __RefHeading__328_974335965]2.1 From transactional onboarding to strategic socialisation: a critical evaluation
Onboarding and organisational socialisation are often considered to be the same processes, but the distinction between them is important to highlight in the case of Helios. Onboarding is a temporary process of administration-related procedures such as paperwork, IT provision, and orientation, making a newcomer competent. Organisational socialisation, however, is a process through which a newcomer acquires necessary information, behavioural patterns, and especially, the identity that would allow him or her to become an insider in the organisation. The research demonstrates that most organisations do not go beyond onboarding since only 12 per cent of the surveyed employees claim that their organisation is good in onboarding and 88 per cent of the companies admit poor execution of this process. However, the pay-off of doing onboarding right is significant because Brandon Hall Group found that effective onboarding increases retention of new hires by 82 per cent and makes them more productive, increasing productivity level by over 70 per cent; additionally, organised programmes make new employees competent in four to six months, rather than eight to twelve months during administrative onboarding.
This framework by Van Maanen & Schein continues to be analytically effective in that it identifies the means of socialisation. It identifies six tactical dimensions, which Jones  subsequently categorised into two orientations: institutionalized tactics, namely collective, formal, serial, invested, fixed and sequential and individualised tactics – their opposite counterparts. While institutionalized tactics limit role ambiguity and speed up common feeling of belonging, it tends to foster custodial orientation whereby the newcomer will end up reproducing the status quo. Individualised tactics foster innovation and role making but there is a danger of fostering anomie, isolation and inconsistent identity, possibly contributing to the graduate attrition experienced at Helios whereby new recruits are set adrift to “sink or swim”. The critical decision for a firm which thrives on innovation is that one extreme is not enough: Helios must have institutionalized tactics for identity consistency during its initial phase in order to deal with role ambiguity before gradually shifting towards individualized and growth oriented tactics.
Two additional theories provide reasons for why a poor socialisation process contributes to loss of retention. First, psychological contract theory states that recruitment and initial experiences constitute a set of mutual obligations which, if not met by reality in the first few months, are seen as being violated; breach of contract is a strong predictor of low commitment and turnover. Flight of Helios’s high-potential graduates fits into relational contract violation – talented new hires were assured development and meaning but not supported. Second, social identity theory and organisational adaptation there of consider socialisation as an identity process where individuals are committed to organisations whose self-concept is tied up with the organisation. Poor socialisation process that does not build organisational identification leaves the door open to psychological departure. Table 1 contrasts the two theories.


	Dimension
	Transactional onboarding
	Strategic socialisation

	Time horizon
	Days to weeks; event-based
	Pre-boarding to year one; process-based

	Primary goal
	Compliance and functional readiness
	Identity, belonging and commitment

	Theory base
	Administrative efficiency
	Van Maanen & Schein; Rousseau; Ashforth & Mael

	Owner
	HR / IT
	Manager, buddy, cohort and HR jointly

	Risk if neglected
	Slow ramp-up; early exits
	Identity vacuum; psychological-contract breach

	Helios relevance
	Current state — 8-month ramp-up
	Proposed future state


Table 1: Transactional onboarding versus strategic organisational socialisation.

2.2   A structured socialisation framework for Helios
I suggest a three-stage strategy based on Bauer’s  Four Cs and purposefully progressing from institutionalized to personalized techniques. The justification for each stage will be provided with reference to the above theory and particular symptoms of the company.

	Phase
	Key mechanisms
	Theoretical justification

	Pre-boarding

	Welcome from CEO framing the ‘why’; buddy assigned; equipment, system access and first-week plan sent ahead; community introductions.
	Identity priming; removes day-1 friction.

	First 90 days

	Cross-hub cohort induction; 30/60/90-day milestones; weekly manager cadence; project embedding by week two; psychological-contract ‘expectation reset’ conversations at 30, 60 and 90 days.
	Institutionalised tactics reduce ambiguity; 56% say a buddy met once speeds productivity.

	Year one
	Serial mentoring; first internal ‘gig’ via the talent exchange; ethics and activism workshops; six- and twelve-month identification pulse checks.
	Shift to individualised tactics protects innovation; builds organisational identification.


Figure 1: The proposed Helios socialisation framework.
The rationale is linear. Pre-boarding narrows down the risky period between recruitment and start date, during which time up to one in five exit decisions starts to form, and it is less costly and more effective to prime identity than remedy disengagement. The 90-day process is designed to employ group and formal mechanisms because ambiguity creates Helios’s dilemma of gradual integration; cohorts are responsible for creating the peer relationships that will support identity formation at three distributed hubs. The intentional transition to individualized and developmental approaches in year one addresses the high attrition rates of graduates: they flee from custodial systems once competence is achieved.

2.3 Cultivating identification, ethical professionalism and the business-activist mindset
Identifying with the organisation is developed, not enforced. Following the suggestions made by Ashforth and Mael, I suggest implementing three initiatives: a recurring, top-leader-endorsed story of purpose, tying Helios’s purpose of creating cleaner and more intelligent cities to every position; symbolic rituals of the cohort, creating distinctiveness; and visible mobility within the firm, showing that the company invests in people on a longer term basis. These solutions will directly address the problem with the 54 per cent figure, as organisational identification is a better predictor of discretionary effort than mere job satisfaction.
There is an additional level of importance attributed to ethical professionalism because the company’s services have public interest implications, ranging from risks of surveillance to potential biases of algorithms used to assign transportation to residents of city governments. For that reason, I would suggest including ethics into the process of socialisation, rather than leaving it only as annual compliance: a published code of ethics created in collaboration with cohorts, an ‘ethical pre-mortem' ritual where a team evaluates how a system can endanger citizens prior to implementation, and psychological safety to incentivise speaking up.
Last but not least, the ‘business-activist’ approach incorporates Ulrich’s model of the evolving HR business partner, whereby the essential individual skill is that of being a ‘credible activist’ – having a point of view and acting on it, thereby earning the right to be listened to. Taking this to all employees in combination with stakeholder capitalism, defined by the new purpose of the corporation, adopted by 181 CEOs in the Declaration by the Business Roundtable and the Davos Manifesto by the World Economic Forum, the objective is to grow individuals who see how their everyday activities create value for customers, investors, communities and the environment and are prepared to speak up constructively. An important caveat is in order here: the concept of stakeholder capitalism has come under fire as being merely rhetorical, as experts have argued it may just be ‘talk’. The implication for Helios is operational rather than aspirational – the practice of activism has to be incorporated into tangible metrics or it will only exacerbate the very cynicism it is intended to counter.




3. Task B: Job Design for Intrinsic Motivation and Innovation
The disengagement and graduate exit of Helios is partly due to poor job design. In the case of Schneider Electric, when it sought to find out the reasons for employee exit, half of them gave the lack of opportunities for personal development as their reason. This resonates well with what happened at Helios when it failed to develop high potential graduates who were employed in limited autonomy jobs. Below is the job design approach that would address these problems.
3.1 The Job Characteristics Model as the design backbone
The Job Characteristics Model (JCM), developed by Hackman & Oldham in 1976 and 1980, posits that there are five basic job characteristics: skill variety, task identity, task significance, autonomy and feedback that lead to three psychological states, which in turn cause intrinsic motivation, performance and retention. Importantly, this model is conditioned by growth-need strength – it works best for those people who need challenge and growth. And as the graduates from Helios’ program are high potential employees by definition, their growth-need strength is high, which is exactly the reason why narrow job scope demotivates them and why the redesign would work so well for them. Specifically, Helios should increase skill variety by combining engineering tasks with client interactions; create task identity by giving the engineers ownership over one module of the city system from start to finish; increase task significance by highlighting its impact on the city; increase autonomy by giving the decision rights regarding methods and increase feedback by introducing fast build-measure-learn loops instead of annual performance evaluations.
3.2 Job crafting as a bottom-up complement
Redesign from the top is needed but not sufficient, since no manager can predict all employees' strengths. Job Crafting theory re-defines employees as proactive creators of their own jobs by task crafting, relational crafting and cognitive crafting. Tims and Bakker apply the approach to Job Demands–Resources theory as resource-seeking and demand-optimalizing behaviour by employees. For Helios, I propose job crafting workshops in the year one period, as well as idiosyncratic deals allowing star employees to design their own roles. Job crafting is cheap, scales organically within a company with 450 employees, and transforms passive job-holders into proactive co-designers of their job – a direct answer to 54 per cent engagement rate.
3.3  A skills-based architecture and an internal talent marketplace
The enabling structure represents the move away from the rigidity of job roles towards a skills architecture where work is based on skills and decomposed tasks, rather than job roles, facilitated by an internal talent marketplace (Deloitte, 2020). Evidence from similar companies is very persuasive. Unilever uses FLEX Experiences marketplaces that leverages artificial intelligence to redeploy more than 8,000 employees and 300,000 hours of work during the pandemic, resulting in 41% increase in productivity and 20% increase in internal collaboration. Schneider Electric's Open Talent Market received registrations from 77% of its worldwide employees, and the savings through increased productivity and lower hiring expenses amount to US$15 million. Marketplace initiatives from Seagate generated 35,000 hours of capacity and delivered savings of US$1.4m. In line with this, I propose the use of a proportional ‘Helios Talent Exchange’ where there would be a light system for cross-hub jobs, mentorships, and challenging assignments on a quarterly basis appropriate for an organization of 450 employees as opposed to 100,000-strong company. It is meant to provide visibility for internal development, which is the reason why 50 percent of those who left Schneider did so.
3.4 How the design stimulates intrinsic motivation and innovation
The theoretical basis that integrates the three components is Self-Determination Theory by Deci and Ryan. Intrinsic motivation is high if three basic human needs are fulfilled: autonomy, competence, and relatedness. Our design fulfils all three: autonomy through greater freedom to make decisions, job crafting and self-guided gig; competence through challenging tasks, mentoring and visible skill development; and relatedness through cross-hub collaboration and community feeling from socialization. Innovation emerges as a natural feature of the design rather than as an additional project: cross pollination through gigs exposes engineers to new challenges, autonomy allows them to experiment, and psychological safety – which we build in Task A – ensures that failure as part of innovation will be survivable.

	Design lever
	JCM / crafting mechanism
	SDT need activated

	Decision rights over method
	Autonomy
	Autonomy

	End-to-end module ownership
	Task identity + significance
	Competence + meaning

	Build-measure-learn feedback
	Knowledge of results
	Competence

	Cross-hub gigs (Talent Exchange)
	Skill variety
	Competence + relatedness

	Sanctioned crafting & i-deals
	Task/relational/cognitive crafting
	Autonomy + relatedness


Table 2: Mapping Helios’s job-design levers to motivational mechanisms.







4. Task C: Reflective Report
Note: this reflection is written in the first person and should be personalised to your own experience before submission.
[bookmark: __RefHeading__346_974335965]4.1 Using AI as a decision-support tool without eroding human judgement
Designing this report sharpened my view that the value of AI in HR lies in augmentation, not automation. The evidence reassures me that the profession agrees: roughly three-quarters of HR professionals believe AI will heighten, not diminish, the value of human judgement over the next five years (SHRM, 2025), and 93 per cent of hiring managers insist on human involvement even amid heavy AI adoption (HireVue, cited in HeroHunt, 2025). My working principle is to let AI surface patterns — predicting attrition risk, matching skills to gigs, flagging biased job-advert language — while reserving consequential decisions about hiring, promotion and exit for accountable humans. I am conscious of two specific failure modes. The first is automation bias, the tendency to over-trust a confident algorithmic recommendation; the second is algorithmic bias, which Bandara et al. (2025) usefully decompose into data, model and deployment bias. I would mitigate both through a ‘human-in-the-loop’ design, routine bias audits and explainability requirements, recognising that under the EU AI Act employment-related AI is classified as high-risk (CIO, 2026). There is a productive irony here: because Helios builds AI for public clients, it must model responsible AI internally before it can credibly sell it externally — a point I would carry into any advisory engagement.
[bookmark: __RefHeading__348_974335965]4.2 Personal capability development plan
Translating this into my own employability, I have identified four capabilities to develop. First, data literacy: I will complete a structured analytics course (for example, people-analytics or introductory statistics) within six months so that I can interrogate, rather than merely accept, HR dashboards. Second, AI augmentation in HR: I will build hands-on fluency with AI tools for skills-matching and sentiment analysis over the next year, pairing each tool with a critical question about its bias and limits, so that I become a discerning user rather than a passive consumer. Third, strategic influencing: drawing on Ulrich’s (2018) ‘credible activist’, I will deliberately practise translating data into board-ready arguments, seeking feedback on persuasion and stakeholder management, since technical insight is worthless if it cannot move decisions. Fourth, global mobility awareness: because Helios operates across three continents, I will deepen my understanding of cross-cultural HRM and international employment regulation through targeted reading and, where possible, cross-hub project exposure. Underpinning all four is a commitment to a ‘T-shaped’ profile — deep HR expertise paired with broad commercial and digital breadth — and to continuing professional development as an ongoing discipline rather than a one-off event. I will review progress quarterly against these goals to keep the plan accountable.




5. Conclusion
Helios’s difficulties are systemic, and so the remedy must be architectural rather than a set of disconnected fixes. Strategic socialisation builds the identity and psychological contract that make people stay; redesigned, crafted and marketplace-enabled jobs supply the autonomy, competence and relatedness that make them perform and innovate; and the disciplined, augmentation-first use of AI ensures these decisions are sound without surrendering human judgement. Implemented together, these three levers convert Helios’s headcount into genuine human capital — the precondition for strategic renewal.
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