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[bookmark: _Toc232449753]Introduction
Helios Urban Mobility (HUM) is an urban mobility start-up based in Europe and with 450 employees in London, Berlin and Singapore. It's built on an AI-powered electric mobility solutions and smart infrastructure analytics for cities business model. The eight month ramp up time, the low engagement of 54% and high attrition of high potential graduates, however, are three interconnected people issues that have arisen as HUM has grown quickly. They are not just HR problems, they are strategic human capital problems because it's essential for HUM's competitiveness to have knowledge integration, innovation, and ethical use of AI, along with employee commitment.
The broader employment picture increases the need for action and intervention. According to Gallup's 2026 global workplace report, only 20% of employees around the world are engaged and Gallup estimates that low engagement costs the global economy $10 trillion in lost productivity. Analytical thinking, AI and BIG data, Leadership and Talent Management are also workforce skills listed as priorities for 2025-2030 by the World Economic Forum (2025). The trends show that HUM needs to rethink its human architecture based on engagement, skills, identity and responsible innovation, instead of the traditional HR administration.
This report offers a strategic human capital design of HUM. Task A develops a system for socialisation to become “ organisational citizens”. Task B suggests an approach for designing the job with the aim of motivating and innovating. Task C is an aftertasting of responsible use of Artificial Intelligence and development of personal capabilities. The report will focus on the learning outcomes as it critically reviews existing HRM scholarship and uses it to design fair, effective and strategically fit HR policies.
[bookmark: _Toc232449754]Task A: Socialisation, Identity and Business Activism
[bookmark: _Toc232449755]Traditional Onboarding Versus Strategic Organisational Socialisation
Usually, the traditional onboarding process is brief and is geared more towards tasks like processing payroll, signing documents, compliance training, signing on to IT systems and introductory meetings. The necessary activities are necessary, but not enough for a more complex start-up like HUM where the employees need to acquire technical systems, cross-border cooperation, expectations, ethical duties and more. But research on newcomer adjustment has found that besides information transfer, role clarity, self-efficacy, social acceptance, and cultural learning are important for newcomer adjustment (Bauer et al., 2007; Saks, 2018; Didion et al., 2024). In the study of onboarding, as in organisational socialisation, there has been a growing interdisciplinary interest with new areas of inquiry emerging. According to Didion et al. (2024), there is growing recognition that onboarding and organisational socialisation is not a single event but rather a prolonged process. 
Strategic organisational socialisation is thus more suitable to HUM since it is a process that actively constructs identity, belonging, performance and ethics. The socialisation tactics of Van Maanen and Schein (1979) continue to be useful as they demonstrate the influence of organisations on newcomers through collective tactics, individual tactics, formal tactics, informal tactics, sequential tactics, random tactics, fixed tactics, variable tactics, serial tactics and disjunctive tactics, investiture tactics, and divestiture tactics. But all these strategies need to be used in a critical way. Tactics may be highly institutionalised and thus lower uncertainty and induce consistency, while extreme conformity may diminish innovation. Purified individualised socialisation, on the other hand, may foster creativity, while leaving different socialisations experiences, weak identification and fragmenting the psychological contract (Van Maanen & Schein, 1979; Bauer et al., 2025; Saks, 2018).
The explanation of HUM's graduate attrition is also in accordance with the psychological contract theory. New employees develop beliefs regarding their reciprocity with the organisation (reciprocity beliefs) such as their ability to develop careers within the organisation, be treated fairly, engage in meaningful work, and have opportunities for learning (Rousseau, 1989; Coyle-Shapiro et al., 2019). However, if the internal mobility and mentoring are weak, and roles are not clearly defined, employees could find themselves in a situation of psychological contract breach if they were recruited with promises of innovation, growth and international exposure. This violation can lead to decreased commitment, engagement and intention to leave (Coyle-Shapiro et al., 2019; Griep & Vantilborgh, 2018; Rousseau, 1989).
Construction of identity is also key. Organisational identification is when employees identify with a part of themselves because of organisational membership (Ashforth & Mael, 1989). This does not mean that for HUM, it should be a 'passive loyalty'. It should imply that the employees grasp how their job is part of a more sustainable urban mobility: cleaner, safer, smarter and more inclusive. Organisational identity studies in recent years have revealed that the strength of identification influences employees' commitment to their organisations if they believe that the values shared by the organisation are genuine and relevant to them (Weisman et al., 2023; Miscenko & Day, 2016). Thus, socialisation in HUM needs to create the characteristics of role clarity, role identity, ethics in the profession and awareness of responsibility as a stakeholder.
[bookmark: _Toc232449756]Structured Socialisation Framework for HUM
A framework for socialisation from pre-boarding to Year 1 should be put in place at HUM. The framework combines a structured approach to adhere to standards with a personalized approach for innovation.
Table 1: Structured Socialisation Framework for Helios Urban Mobility
	Stage
	Main purpose
	Key practices
	Expected outcome
	Evaluation measures

	Pre-boarding
	Psychological contract clarity
	Realistic job preview, digital welcome hub, AI ethics statement, project map, buddy allocation
	Reduced uncertainty and realistic expectations
	Pre-start survey; offer-to-start retention

	First 30 days
	Belonging and role clarity
	Collective induction, manager check-ins, team charter, graduate peer cohort
	Social acceptance and early confidence
	Role clarity score; check-in completion

	Days 31–90
	Capability and contribution
	Project sprint, mentor support, stakeholder shadowing, skills diagnosis
	Faster productivity and cross-functional learning
	Time-to-first-deliverable; manager feedback

	Months 4–12
	Identity and citizenship
	Innovation challenge, ethics clinic, talent marketplace access, career review
	Commitment, retention and innovation
	Engagement score; graduate retention; internal mobility


The pre-boarding phase should start after the students have accepted their offers. HUM needs to give the interviewees a realistic job preview of the advantages and challenges of being employed at a dynamic AI mobility startup. This will decrease misaligned expectations and contribute to the psychological contract's accuracy (Rousseau, 1989; Coyle-Shapiro et al., 2019). A “mission-to-role” map needs to illustrate the role of each role within the urban mobility mission and the impact each role has on the targets of the mission, including carbon reduction, safer mobility, access to mobility, and the ethical use of AI in mobility. This is significant as when employees can relate everyday work to a meaningful organisation purpose, they are more likely to be connected to the organisation (Ashforth & Mael, 1989; Weisman et al., 2023).
The first 30 days should focus on belonging, role clarity and psychological safety for HUM. New staff should be inducted into a group of new staff to create a sense of "we are new" but each employee should be given role objectives. Structured check-ins should be done in weeks 1, 2 and 4 by the manager. Expectations, obstacles, relationships, wellbeing and learning needs are areas to focus on for these check-ins. This strategy is supported by the finding that role clarity, social acceptance and manager support are key factors impacting the newcomer adjustment (Bauer et al., 2007; Saks, 2018; Bauer et al., 2025).
HUM should take new members from observation to contribution from day 31 to day 90. A cross functional project sprint should be done by each new employee with a mentor and peer buddy. For instance, a graduate data analyst might be collaborating with AI engineers, policy experts and client managers regarding a city transport analytics issue. This would provide more functional isolation and employee access to the larger HUM stakeholders' universe. Bauer et al. (2025) highlight the importance of socialisation as a process of active learning and not passive adjustment, emphasizing the importance of socialisation outcomes that include newcomer's proactivity, social acceptance, fit perceptions and wellbeing. 
The year one phase should be based on identity, ethics and citizenship. HUM should launch a “Mobility Impact Challenge” in which newcomers would be brought together in cross-border teams to solve real-life organisational challenges. It can be as simple as enhancing accessibility metrics, and creating a more equitable mobility dataset or designing client-facing sustainability dashboards, among other things. This would enhance task significance and organisational identification and innovation. All staff members should be provided with a career architecture review that matches their skills profile with future projects, learning opportunities and global opportunities at year's end.
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Figure 1: Socialisation-to-Citizenship Pathway( Bauer et al., 2025)
[bookmark: _Toc232449757]Cultivating Organisational Identification
Organisational identification through purpose, participation and credible leadership is to be encouraged in HUM. Purpose is important especially within the context of HUM's work influencing the public transport network, city sustainability and citizen mobility. Leaders should thus communicate the potential role AI-powered mobility plays in creating public value, not just commercial value. Employees are more likely to feel identified with an organisation when they think that there is a unique and meaningful identity in their organisation (Ashforth & Mael, 1989; Miscenko & Day, 2016; Weisman et al., 2023).
It's also crucial that everyone is involved. HUM to encourage employees to co-create a team charter and values in action statement and project ethics norms. This would avoid that the brand of the organisation becomes a top down exercise. It also would facilitate psychological ownership and voice. Identification should be tempered with critical thinking, though. Over-identification can also result in conformity, stifling dissent and normalising excessive work demands, particularly in high growth start-up enterprises (Ashforth et al., 2008; Conroy et al., 2017). So, HUM should make sure that the employees have a mindset towards the purpose of the organisation, but they are also feeling safe to question the ineffective and unethical decisions.Thus, HUM should encourage “critical identification” in which employees are dedicated to the purpose of the organization but feel safe to question the decisions that are ineffective and unethical.
[bookmark: _Toc232449758]Cultivating Ethical Professionalism
An ethical professionalism is critical since HUM creates systems for public infrastructure based on AI. These may affect the modes of transportation, environmental planning, the utilization of citizen data and decisions made by public sector bodies. Reliable AI, respect for human rights, democratic values, transparency, robustness and accountability are core tenets of the OECD AI Principles. The NIST AI Risk Management Framework also calls for control, mapping, measuring and managing risks throughout the AI system lifecycle. 
Therefore, it is essential that HUM develops an “AI and Mobility Ethics Passport” for the new members of the workforce. These should cover aspects of algorithmic fairness, privacy, accessibility, limitations, sustainability and impact on stakeholders. But ethics training is not a question of compliance! HUM should incorporate scenario scenarios in ethics clinics in which staffers consider ethical issues like biased traffic data, the pressure to overestimate the precision of AI, and clashes between client needs and public interest. This is one of the reasons that this approach reflects the argument that ethical HRM and responsible AI should be grounded in pragmatic principles of fairness, transparency and accountability (OECD, 2024; NIST, 2023; Capasso, 2024).
[bookmark: _Toc232449759]Cultivating the Business Activist Mindset
Based on the HR business partner model, the HR team must shift its focus from an administrative and transactional role to a strategic partnership and capability building and credible activism (Ulrich et al., 2017). This “business activist” mentality ought to not just be confined to HR at HUM. The employees need to know about business objectives, roles of stakeholders and ethics. This aligns to stakeholder capitalism, which holds that companies need to generate value for their shareholders, employees, customers, suppliers, communities and society (Freeman et al., 2020; World Economic Forum, 2019).
HUM should conduct stakeholder-mapping workshops at the time of onboarding. New hires should engage in an analysis of the impact of decisions on commuters, disabled passengers, city governments, employees, suppliers, regulators and investors. This will enhance strategic thumb and avoid a narrow technical way of thinking. The intent is to develop staff that are able to link human capability to business value, but also are able to question decisions that violate public trust, inclusion or ethical AI norms (Ulrich et al., 2017; Freeman et al., 2020; OECD, 2024).
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Figure 2: HUM Strategic Human Capital Architecture(Deloitte (2022), and Bauer et al., 2025)
[bookmark: _Toc232449760]Task B: Job Design
[bookmark: _Toc232449761]Innovative Job Design Strategy
The Job Characteristics Model (Hackman & Oldham, 1976) states that the psychological states that come from five job dimensions – skill variety, task identity, task significance, autonomy and feedback – affect motivation, satisfaction, and performance at work. The model is an old theory, but is still very much relevant as the employees of the HUM must have meaningful, autonomous and feedback-rich work. Task significance is a key component of AI mobility projects but it can be lost if the task is too narrowly defined, with no awareness of client or citizen outcome, following the work of Hackman and Oldham (1976), Parker et al. (2017) and Parker and Grote (2022).
The model has been reinforced with the inclusion of the concept of job crafting theory in which employees are seen as producers who are active in designing their own jobs. Tasks, relationships and cognitive meanings can be created by employees to enhance person-job fit (Wrzesniewski & Dutton, 2001). In recent years, the positive consequences of job crafting have been found to lead to higher engagement and motivation; yet, job crafting can also be an unequal opportunity if only high-confidence, well-connected employees are the ones to be able to craft their jobs ( Zhang & Parker, 2019; Tims et al., 2022). Hence, job crafting should be formalised by structured conversations for role design, not on informal initiative, and HUM should encourage these conversations.
A skills-based architecture is also a must have. The skills-based organisations that Deloitte (2022) discusses, change the focus of work from job to skills, capabilities and work outcomes. Similarly, McKinsey & Company (2022) suggest that skills-based hiring can be used in organizations to widen their talent pools and be more efficient in employee retention, focusing on skills instead of credentials. The research also by Deloitte points out that without linking skills practices to business outcomes and governance, many organizations are falling short of actually generating value from a skills-based approach, even if it is a new one. This applies to HUM given the need for AI mobility work involving the quick shifting of limited skills from country to country, project to project and problem to problem.
Table 2: HUM Job Design Architecture

	Design element
	Practical application at HUM
	Motivation effect
	Strategic effect

	Skill variety
	Cross-functional AI, transport, policy and UX squads
	Builds competence and learning
	Breaks silos

	Task identity
	Employees own work packages from problem to client outcome
	Builds accountability
	Improves delivery

	Task significance
	City impact dashboards show citizen and sustainability outcomes
	Strengthens meaning
	Reinforces public value

	Autonomy
	Squad decision rights within ethical guardrails
	Supports intrinsic motivation
	Increases agility

	Feedback
	Sprint reviews, client feedback, model audits and peer learning
	Supports mastery
	Improves innovation

	Job crafting
	Quarterly role-crafting conversations
	Improves person-job fit
	Reduces attrition

	Talent marketplace
	Platform for projects, gigs and stretch assignments
	Increases mobility
	Retains high-potential graduates



[bookmark: _Toc232449762]Mission-Based Squads
HUM should facilitate work in mission based team rather than in narrow department. AI engineers, transport planners, data analysts, public sector consultants and graduate associates are examples of members of a “Berlin Mobility Equity Squad”. The team would collaborate to achieve a particular goal, say, to enhance predictive analytics for underserved transport areas. This design contributes to greater skill variety, task identity and task significance due to employees' awareness of the entire picture of how their work connects to the outside world (Hackman & Oldham, 1976; Parker et al., 2017; Parker & Grote, 2022).
Innovation is also facilitated by mission-based squads as they need to have multi-disciplinary knowledge to solve complex urban mobility problems. While technical skills are essential for innovation, it is important that they are not stand alone, but are part of a larger ecosystem of expertise that includes data science, user experience, policy, ethics and client management (World Economic Forum, 2025; Edmondson & Harvey, 2018). But HUM will have to ensure that their teams are not overloaded. To prevent an agile work design being an excuse for excessive workload, managers should monitor workload, psychological safety and learning quality.
[bookmark: _Toc232449763]Guided Job Crafting
HUM to institute regular guided job crafting discussion quarterly. Three questions to be discussed with employees and managers are: What adds the most value to the work? What relationships are conducive to learning? What does the employee's work have to do with HUM's purpose? This would enable staff to adjust their working practices and keep them in line with the strategic direction. The concept of job crafting has been found to have a positive impact on engagement as it provides employees with a sense of control over the boundaries of their tasks, relationships with others, and the meaning of their work (Wrzesniewski & Dutton, 2001; Zhang & Parker, 2019; Tims et al., 2022).
But job crafting is not to be done unfairly. Even though HUM deems informal crafting adequate, high-potential graduates may still be unable to access a good project because of their lack of networks. As a result, managers should record agreed crafting actions and consider access to/by gender, nationality, location and career stage. This would help to keep it fair and maintain autonomy and innovation. By structuring job crafting into a mechanism for inclusion, instead of a privilege for the few, it can be seen as a systematic way of integrating all employees.This way, job crafting is not a privilege for a few, but a systematic approach to integrating all employees.
[bookmark: _Toc232449764]Internal Talent Marketplace and Skills-Based Architecture
HUM to develop an internal skills marketplace that employees have verified skills profiles and project leaders post short-term projects, innovation sprints and stretch opportunities. After their 90-day period, employees would be able to devote 10–15% of their time to projects in the marketplace. This would help to reduce the rate of employee turnover by allowing for an opportunity to see growth within the company, before employees look elsewhere.
Technical skills, transferable skills, language proficiency, location preference, mobility interest and ethical AI training records should be included in the platform. But algorithmic matching should not be the only factor for the marketplace. While AI can suggest matches, there needs to be human oversight to maintain fairness, inclusion and development value. This is crucial since algorithmic HRM offers the possibility of efficiency gains, but can also lead to issues of opacity, bias and unequal opportunity (Capasso, 2024; Alabdali et al., 2024; NIST, 2023).
[image: ]
Figure 3: HUM Skills-Based Job Design Model(Ryan and Deci, 2017)
[bookmark: _Toc232449765]Stimulating Intrinsic Motivation
The proposed design will include fostering intrinsic motivation through the three psychological needs of Self-Determination Theory (Ryan & Deci, 2017), autonomy, competence and relatedness. Squad autonomy is facilitated with squad level decision rights and role crafting conversations. Competences are built up by skills profiles, through stretch assignments and feedback loops. The main means for strengthening relatedness are mentoring, peer cohorts and cross-functional collaboration (Ryan & Deci, 2017; Deci et al., 2017; Slemp et al., 2018).
Feedback dashboards, that should include technical indicators, learning indicators and impact indicators, should also be utilized by HUM. For instance, an AI engineer must be given feedback on the accuracy of the model, how it can be useful to their client, accessibility considerations and ethical dangers. This wider feedback system will not let performance drop to speed or output volume. It also has the potential to strengthen the meaning of the task and the pride associated with it, which are vital to engagement and retention (Hackman & Oldham, 1976; Parker et al., 2017; Gallup, 2026).
[bookmark: _Toc232449766]Supporting Innovation
The proposed architecture is conducive to innovation in four ways. First, cross-functional squads expand the range of knowledge.First, cross-functional squads improve the diversity of knowledge. Second, job crafting helps workers adjust to the technology and the changing needs of the client. Third, the talent marketplace relocates limited skills towards new opportunities. Finally, ethical professionalism guarantees that innovation is responsible and not reckless. This is especially crucial, since the development of smart city AI needs to be technically effective, socially legitimate and ethically governed (OECD, 2024; NIST, 2023; World Economic Forum, 2025).
However, a government is needed for the model. Talent marketplaces can introduce competition within well-known projects and may lead to a negative attitude against quieter employees or those not working in HQ. HUM should therefore track participation and promotion success and project allocation by demographic and location information. Managers should also make sure to not add to the unpaid work load. The last thing employees need is to feel they're being treated unfairly, stunted in their growth or development, and without a clear purpose for their work when experiencing a skills-based architecture (Deloitte, 2022; Deloitte, 2026; McKinsey & Company, 2022).
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Figure 4:  HUM Job Crafting and Talent Marketplace Cycle(McKinsey & Company, 2022)
[bookmark: _Toc232449767]Task C: Reflective Report
[bookmark: _Toc232449768]Using AI as a Decision-Support Tool Without Eroding Human Judgement
As HR professional of the future, AI would be a decision support rather than decision-making tool. HR can leverage AI's capabilities to summarise engagement data, uncover patterns of attrition, map skills, and aid in workforce planning. But AI can also perpetuate bias without any filter or critical thinking, and give managers false sense of security when they accept the algorithms without checking their work (Capasso, 2024; Alabdali et al., 2024; NIST, 2023).
My process would be based on an HIT (human in the loop). Humans are better suited to being able to listen to the context, challenge the assumptions and take personal responsibility for decisions while AI can identify patterns. AI might, for instance, determine what attributes are linked to dropping out of graduate school, such as not having a mentor or not having a strong connection to the manager. But the moral answer to the question is to fix the system, not identify people as “flight risks.” This aligns with the OECD's core principles of trustworthy AI and the NIST AI RMF's governance, measurement and risk management aspects (OECD, 2024; NIST, 2023).
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Figure 5: Human-in-the-Loop AI Decision Model for HR( Alabdali et al., 2024).
[bookmark: _Toc232449769]Personal Capability Development Plan
Table 3: Personal Capability Development Plan

	Capability
	Development need
	Planned action
	Evidence of progress

	Data literacy
	Improve interpretation of HR metrics
	Complete HR analytics training and practise dashboard analysis
	HR dashboard portfolio

	AI augmentation in HR
	Use AI responsibly and critically
	Learn prompt design, bias checking and AI governance
	AI-use reflection log

	Strategic influencing
	Improve ability to persuade senior stakeholders
	Practise business cases and stakeholder mapping
	Presentation feedback

	Global mobility awareness
	Understand cross-border HR issues
	Compare UK, German and Singapore HR contexts
	Comparative HR briefing

	Ethical judgement
	Strengthen confidence in challenging unfair decisions
	Use ethical decision frameworks and reflective case notes
	Reflective portfolio


The first priority for development would be to make everyone data literate. Human resource (HR) professionals have a growing need to interpret evidence from the workforce, analyse engagement data and link people data to business results. My second priority is Augmenting with AI. I will use artificial intelligence to aid in research, drafting, summarising and scenario analysis but will ensure that sources are accurate, assumptions are checked, and I will remain accountable for making final academic and professional decisions.
It is also crucial to have strategic influencing skills. Human capital challenges need to be presented to senior leaders in terms that they trade in – commercial and ethical. For HUM, this translates to a discussion that outlines the connection between socialisation, job design and talent mobility with ramp-up time, engagement, retention and innovation. Last but not least, it is important to raise awareness about mobility worldwide as HUM is active in London, Berlin and Singapore. I will broaden this by learning about the comparative HRM and employment expectations and cross-cultural leadership. These skills will enhance my employability and equip me to make a positive contribution in complex, international HR contexts in an appropriate and responsible manner.
[bookmark: _Toc232449770]Conclusion
It is time to move beyond HR interventions to a strategic human capital architecture to address HUM's problems. Task A suggested a staged socialisation model, comprising of three stages (pre-boarding clarity, year one citizenship and beyond) which involve psychological contract management, organisational identification, ethical professionalism and business activism. To enhance motivation, innovation and retention, Task B recommended designing a job architecture to be implemented using the Job Characteristics Model, the concept of job crafting and an internal talent marketplace. Task C reviewed issues of responsible use of AI and pinpointed a personal capability development plan. In general, HUM should regard human capital as a strategic capability that is dynamic. In addition to joining the organisation, staff members need to be aware of the organisation's mission, acquire ethical awareness, have the capacity to influence the meaningful work and drive strategic renewal.
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