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1. Introduction
For Helios Urban Mobility (HUM), this is a strategic people management challenge, not simply a hiring issue. High graduate attrition and low engagement suggest a disconnect between organisational socialisation, job design and employee expectations. This report recommends a holistic strategy of strategic socialisation, skills-based Job Design, and responsible AI implementation to enhance organisational commitment, adaptability, and sustainable performance. The recommendations seek to minimise attrition and to build a stronger, more resilient workforce.
[bookmark: _Toc232345796]2. Task A: Socialisation, identity and business activism
[bookmark: _Toc232345797]2.1 Traditional Onboarding: Administrative Integration
Traditional onboarding is about introducing policies, systems, and compliance requirements in an organisation. This may create operational readiness, but is a strategically narrow way of doing it with employees as passive receivers of information, not active contributors to the organisation. In HUM, this can lead to psychological detachment, that is, employees know what to do but don't feel committed to the goals of the organisation. As a result, onboarding can result in the short-term compliance, not the long-term engagement (Allen et al., 2004).
[bookmark: _Toc232345798]2.2 Strategic Organisational Socialisation: Building Identity and Commitment
Strategic socialisation is not just about orientation, it also helps to influence the making sense of organisational values, norms and expectations of newcomers. Van Maanen and Schein (1979) suggest that socialisation is a deliberate process that employees engage in to learn appropriate behaviours and roles within the organisation. This is not a normal onboarding process but rather it helps increase the feeling of belonging and shared purpose, which encourages organisational identification. When being a member of the organisation is an integral part of an employee's identity, he is more likely to be committed to the organization as Ashforth, Harrison and Corley (2008) recommend.
[bookmark: _Toc232345799]2.3 Psychological Contract and Identity Construction
Socialisation is highly correlated with the psychological contract. When unmet expectations lead to perceptions of contract violation, it can diminish trust and enhance turnover intentions (Rousseau, 1995). This is especially true of HUM, where the graduate might expect to have his ideas developed quickly and meaningfully. In addition, identity construction theory states that employees construct their professional identities by means of feedback, social interaction and organisational cues (Pratt, Rockmann and Kaufmann, 2006). Some recent evidence suggests that structured onboarding works best when integrated into a wider socialisation strategy that addresses issues of adjustment, commitment and retention (Frögéli et al., 2023).
Table 1. Critical comparison of onboarding and strategic socialisation
	Dimension
	Traditional onboarding
	Strategic socialisation
	Implication for HUM

	Time horizon
	Short term and event based
	Longitudinal and developmental
	Extend beyond week one

	Primary focus
	Rules, systems and compliance
	Identity, norms and meaning
	Use culture as a capability

	Outcome sought
	Operational readiness
	Commitment and internalisation
	Reduce early attrition


Source: Author’s table, informed by Van Maanen and Schein (1979)
[bookmark: _Toc232345800]
2.4 Designing the socialisation architecture
HUM needs to develop a staged architecture of socialisation starting prior to entry and extending throughout the first year. This means that their successful integration is not solely based on the knowledge that they will need in the workplace, but also requires their development of commitment and identity to the organisation. A structured process helps to minimize uncertainty, strengthens the psychological contract, and provides a consistent employee experience at HUM's international operations.
[image: ]
Figure 1. Socialisation architecture for HUM. Source: Author's illustration, informed by Rousseau (1995) and Bauer (2010).
[bookmark: _Toc232345801]2.4.1 Pre-boarding
A realistic job preview, digital welcome platform, and peer sponsor and role map should be part of the pre-boarding phase, summarizing key responsibilities and stakeholder relationships. This phase matters because it helps set all parties' expectations in line with the realities of the organization, thereby helping to avoid a breach of the psychological contract and early turnover (Rousseau, 1995). By also introducing HUM's mission, sustainability goals and smart mobility initiatives, the early identity construction of recruits is enhanced, helping them to understand the broader meaning of their mission.
[bookmark: _Toc232345802]2.4.2 First 90 Days
In the first 90 days it is important that the emphasis is on guided participation rather than information delivery. Formal induction must be supported by buddy support, frequent check-ins with the manager and cross functional exposure and pulse surveys. The mechanisms facilitate adjustment by giving feedback, social support and opportunities to contribute early. For this reason, new employees are more likely to become confident, involved and feel a sense of belonging – all important factors in predicting retention and performance.
[bookmark: _Toc232345803]2.4.3 Year One
Socialisation should be developed to capability and identity development in year one through mentoring, project rotation, communities of practice and formal capability reviews. These activities make employees think of their job as something that is not just a temporary one, but part of their career journey. Such a strategy would enhance an employee's sense of belonging, would benefit their career progression and would help integrate them into a culture across remote teams in different locations (Deloitte, 2024; WEF, 2023).


[bookmark: _Toc232345804]2.5 Organisational identification, ethical professionalism and business activism
Creating loyal organisational citizens is more than just about a cultural fit; it's about internalising organisational values, using ethical thinking and awareness of wider stakeholder responsibilities. Therefore, HUM's socialisation efforts should be targeted on identification, professionalism and business activism as rather intertwined capabilities than as individual efforts.
[bookmark: _Toc232345805]2.5.1 Organisational Identification
Organisational identification needs to be fostered by purposeful communication, team work and project learning that is related to urban sustainability goals. In terms of identity, commitment is greater when an employee feels that his or her personal needs are met as a result of organisational success instead of because of external pressures (Ashforth, Harrison and Corley, 2008). Similarly, socialisation needs to focus on how employee actions help achieve HUM's overall goals, rather than simply an individual task.Thus, socialisation should be about how individual actions contribute to the larger mission of HUM, and how employees become advocates for the organisation.
[bookmark: _Toc232345806]2.5.2 Ethical Professionalism
Professionalism in the workplace needs to be based on ethical principles and not just compliance. Issues like privacy, transparency and algorithmic bias are strategic risks as well as moral concerns in the context of HUM's involvement with public infrastructure and AI. Scenario-based ethics training, speak-up mechanisms and an ethical leadership can thus reinforce the legitimacy of organisations by not allowing performance goals to take precedence over the professional responsibility.
[bookmark: _Toc232345807]2.5.3 Business Activism
Business activism should be regarded as a capability which would enable to meet up commercial goals with value creation to create stakeholder value. According to the Stakeholder theory, sustainable performance relies on balancing the interests of several stakeholders and not just on short-term financial results (Freeman, 1984). Likewise, Porter and Kramer (2011) suggest that a competitive advantage today is, above all, linked to the generation of shared value. Thus, HUM's socialisation process needs to incorporate ESG learning, engagement with stakeholders and cross-functional problem solving. The aim is not just employee engagement, but upskilling of the employees to see social, ethical and commercial opportunities at once, as stated by Ulrich (1997) from a strategic HR viewpoint.
[bookmark: _Toc232345808]2.5.4 Mechanisms for Developing the Business Activist Mindset
In order to encourage business activism, it is important for HUM to integrate the awareness of stakeholders into the socialisation process and not social responsibility as an agenda of its own. ESG projects, stakeholder engagement initiatives and sustainability goals can drive short-term business decisions to a broader consideration of sustainability. Most importantly, this approach translates stakeholder capitalism into a metric of business performance and a reason to create social value (Freeman, 1984; Porter and Kramer, 2011). According to this view of business activism (Ulrich, 1997), the role of business activist is not an extra duty but a way of being more capable to build organisational legitimacy, innovation and long-term performance.


[bookmark: _Toc232345809]3. Task B: Job design
[bookmark: _Toc232345810]3.1 Skills-based architecture and job crafting
HUM needs to reorganize work on a skills-based basis, not on rigid rules of job definition. Fixed jobs in a start-up company that operates in various segments of software, analytics, infrastructure and public-sector partnerships are soon made redundant when the job changes faster than the job description. A skills based architecture breaks down work into capabilities, project modules and outcomes. It enables the organisation to identify the skills within the organisation and the skills that are lacking and where the employee can add value other than his or her designated job function. This is a better, more flexible approach than a traditional structure as it enhances responsiveness and intra-organizational mobility.
[bookmark: _Toc232345811]3.2 Enhancing Job Design through the Job Characteristics Model
The Job Characteristics Model is still applicable as it provides a set of conditions in which work is intrinsically motivating. Hackman and Oldham (1976) suggested that meaningfulness and responsibility can be increased by adding skill variety, task identity, task significance, autonomy and feedback. Existing organizational structures at HUM can be refocused to allow employees to view the point of the work, rather than just a small part of it. For instance, a data analyst might not only help to prepare dashboards, but also become a part of the product interpretation meetings, creating an opportunity for a higher level of task identity and feedback. Similarly, an engineer could be assigned to an explicitly specified solution flow, resulting in more autonomy and perceived value (Bakker and Demerouti, 2007).
[bookmark: _Toc232345812]3.3 Job Crafting and Employee-Led Work Redesign
There is a more proactive layer, called 'job crafting'. Wrzesniewski and Dutton (2001) demonstrated that the employee is not a mere recipient of the way tasks are designed, but rather a human agent that can transform the nature of the task, the relationship with others, and the cognitive limits. This is particularly true for knowledge workers, as they are likely to have a better sense of the friction points ahead of management. The job, then, isn't about controlling job crafting – it's about directing it. HUM should allow staff to rebalance a section of their roles by being assigned to approved stretch projects, gigs in house and short-term, cross functional projects. Meta-analytic evidence in recent years suggest that there is a positive link between job crafting and work outcomes as well as employability when job crafting is allowed or encouraged (Silapurem et al., 2024).
Table 3. Job design strategy for HUM
	Theory
	Design element
	HUM application
	Metric

	JCM
	Skill variety and autonomy
	Core role plus project ownership
	Engagement and quality

	Job crafting
	Employee-led redesign
	Sanctioned stretch assignments
	Innovation and employability

	Skills-based architecture
	Capability mapping
	Internal talent profiles and gigs
	Internal fill rate and retention


Source: Author's table, informed by Hackman and Oldham (1976), Wrzesniewski and Dutton (2001) and Silapurem et al. (2024).
[bookmark: _Toc232345813]3.4 Motivation, innovation and internal talent mobility
In a self-determination approach to intrinsic motivation (Deci and Ryan, 2000), employees' sense of autonomy, competence and relatedness need to be fostered in order for the motivation to be strengthened. A skills-based architecture has the potential to boost employee motivation through higher levels of employee autonomy, more development opportunities, and wider networks of collaboration for HUM. It's not only about engagement; it's about keeping employees within the organization and providing them with the opportunity to move up in their career.
[bookmark: _Toc232345814]3.5 Supporting Innovation through Cross-Functional Knowledge Integration
It is also very good with regard to the innovation case. Grant and Parker (2009) recommend a relational approach and a proactive attitude in thinking about work design, rather than a prescriptive approach. This attitude is very pertinent for HUM, where innovation in AI-powered mobility is based on the recombination of knowledge across borders. The organisation has recombination capacity if employees are able to participate in a short-term urban analytics project, in a product sprint or in a city-pilot team without having to switch their profession. That is where innovation is more likely to occur as the solutions are more likely to be novel when skills are brought together to address the actual problems rather than they are siloed within a job role.
[bookmark: _Toc232345815]3.6 Internal Talent Marketplaces as a Retention and Mobility Mechanism
An internal talent marketplace is one way of achieving a skills-based architecture and connecting individuals to projects, learning and mentoring. AI can help with internal mobility and development as illustrated by Schneider Electric's Open Talent Market (2021; 2023). Mobility should not be considered as a retention tool for HUM; as an employee who has mobility opportunities within the company is less likely to leave. This is more crucial than ever, since the pace of change of skills in labour markets is getting faster (WEF, 2023).
[bookmark: _Toc232345816]3.7 Towards a Portfolio Model of Work
Therefore, it is important for HUM to develop a portfolio of their work. All employees should be assigned to a consistent base job, see their skills clearly reflected in the talent system, and receive project-based or gig-based contributions. This minimises the "either or" situation of depth versus variety. It also supports inclusion as there is an opportunity to allocate internal opportunity on skill and potential and not just on visibility. 
[image: ]
Figure 2. Job design architecture for a boundaryless smart-mobility firm. Source: Author's illustration, informed by Hackman and Oldham (1976)


[bookmark: _Toc232345817]4. Task C: Reflective report
[bookmark: _Toc232345818]4.1 Using AI as a decision-support tool
I would definitely employ AI to help me analyse and make decisions, not replace professional judgment in my future practice. AI can detect trends in employee data, pinpoint potential issues with the help of employee engagement or turnover, and increase the analysis speed. The benefits of such are, however, only useful when human interpretation and understanding is added. As such, AI results should be considered as a suggestion and not as a final decision. I would assess the value of the data behind the recommendations, review any possible sources of bias, and review the AI-generated recommendations by management prior to implementation to ensure critical thinking is maintained. As per Deloitte (2024) and WEF (2023), a combination of data-driven insights and human accountability is essential to the future of work. 
[image: ]
Figure 3. AI as decision support, not decision replacement.
Source: Author's illustration.
[bookmark: _Toc232345819]4.2 Personal capability development plan
My focus areas for development are data literacy, HR AI Augmentation, strategic influencing skills and Global Mobility Awareness. Data literacy is a must-have because the credibility of people in HR is becoming more dependent on how they are able to interpret the data, understand the differences between correlation and causation, and present the information clearly to leaders. AI augmentation matters because it is crucial to future HR practice to choose the right tools, evaluate their results and understand their ethical implications. This is the case of other areas of influencing, as the best analysis is useless if I can't convince the stakeholders to do something about it! 
[image: ]
Figure 4: Personal capability development plan
Source: Author's illustration.


[bookmark: _Toc232345820]5. Conclusion
HUM's problems are related to the misalignment between its people architecture and its fast-growing organisation. Such problems need to be solved not just by enhancing the onboarding process, but by the strategic socialisation, skills-based job design, and responsible decision-making by AI. These interventions are designed to tackle the underlying barriers to strong engagement and exit of students. The report calls for changing the employment model from a transactional to developmental one. HUM can help to foster a sense of belonging, increase job flexibility and enable internal job hopping, all of which can lead to better retention, faster competencies development and a more innovative and resilient workforce.
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Figure 2. Job design architecture for a boundaryless smart-mobility firm
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Figure 3. Al as Decision Support, Not Decision Replacement
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Professional Development Roadmap (0-12 Months)

Capability Development actions Evidence of progress Timeline (Months)
0 2 4 6 8 10 12
Complete HR analytics Short analytic
.II modules; practise memo and
dashboard interpretation; dashboard 0-6 months
Data literacy critique data quality. commentary.
Test Al tools for drafting Documented
and pattern spotting; workflow with
apply bias checks and review notes. 0-6 months
Al augmentation validation steps.
. Y o U§e stakeholder maps, a Feedback ;
acn evidence-based from peers
— 3 presentations and and tutors. 6-12 months
Strategic influencing  negotiation practice.
/ Study comparative HRM, Case reflections
‘ cultural intelligence and onfeross border O )
4 international labour @ practice. 6-12 months
Global mobility regulation.
Purpose: Build core capabilities to / Outcome: Evidence-based decisions, ethical
‘ O ’ strengthen analytical, strategic and a .I use of Al, stronger stakeholder influence

global HRM practice. and cross-border HRM competence.




image1.png
N Prifysgol Cymru
3N ¥ Drindod Dewi Sant
S University of Wales

Trinity Saint David




image2.png
Figure 1. Socialisation architecture for HUM
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