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[bookmark: _Toc234934658]Introduction
Helios Urban Mobility (HUM) operates at a highly demanding intersection of artificial intelligence, green technology, and public infrastructure across three distinct geopolitical landscapes: London, Berlin, and Singapore.  Despite the rapid development of technologies, the firm is facing a prolonged onboarding process (8 months), low employee engagement (54%) and high employee rotation rate (graduates). The challenges here suggest that competitive advantage is not just about innovation, but also in the strategic management of human capital. This report suggests a Human Capital Architecture that evaluates and challenges strategic organizational socialisation, innovative job design, and AI-driven HR practices. Based on current research, it establishes recommendations and will benefit the capability of the workforce, their commitment to the organisation, innovation and long-term strategic renewal of Helios Urban Mobility.
[bookmark: _Toc234934659]TASK 1: Socialisation, Identity & Business Activism
[bookmark: _Toc234934660]1.1 From Transactional Onboarding to Strategic Socialisation
The length of Helios' induction process of eight months indicates that their induction process is more focused on administrative induction than organisational socialisation for strategic purposes, which can not only delay employees' integration, but also drive them to leave the company. Bauer et al. (2025a) describe organisational socialisation as the onboarding process through which newcomers "learn the skills and acquire the information needed to adapt to new roles" and transition from organisational "outsiders" to "insiders." Although traditional onboarding programs are successful in teaching employees’ organisational rules, they do not create a psychological bond of belonging or a shared sense of organisational identity, especially in knowledge-driven companies where innovation and teamwork are the key components of their business (Sani et al., 2022; Bauer et al., 2025a).
Organisational socialisation refers to the process by which newcomers "learn the value system, the norms, and the required behaviour patterns" of the organisation they are entering (Schein, 1968, as cited in Aylmer, Aylmer and Dias, 2024). This is supported by the evidence of a meta-analysis showing positive impacts on role clarity and organisational commitment. The model has been criticized, however, for its relatively stable organizational environment and passive adaptation of employees, which is less applicable to agile organizations, where employees actively create roles and organizational culture (Bauer et al., 2025a). Conversely, the concept of Identity Construction Theory suggests that newcomers in the organization are active participants who are constantly constructing their professional identity through the socialization process, which is especially applicable to AI-related organizations like Helios. But, if not backed by formal organisational processes, identity-based approaches can lead to inconsistencies (Barbosa and De Oliveira, 2026).
The second perspective comes from Psychological Contract Theory, explaining how an unfulfilled psychological contract at the time of entry into the organisation affects trust, commitment and retention. High-potential graduates generally value ongoing development, purposeful job, and career advancement, which can be viewed as a psychological contract violation and lower engagement and turnover intentions. Thus, to accelerate the integration process, Helios should adopt a strategic socialisation system to integrate the individual in the institution to build the identity and fulfil the psychological contract, while maintaining the autonomy and innovative capacity of the individual (Aylmer, Aylmer and Dias, 2024).
[bookmark: _ldjh18r56syi][bookmark: _Toc234934661]1.2 Designing Helios' Strategic Socialisation Framework
Following the above analysis, neither institutional, nor identity-based socialisation is able to solve Helios' strategic problems on its own. Institutionalised methods offer uniformity and minimize uncertainty, but can limit creativity in an AI-driven world. In contrast, identity-based strategies promote autonomy and flexibility, but can lead to unequal experiences for newcomers when the strategies are not formally supported within the organization (Rani and Suneja, 2024). Hence Helios needs a mixed socialisation model that emphasizes both organizationally structured socialisation processes and personalized socialisation development to speed up the adaptation process without losing the aspect of innovation.



	Stage
	Strategic Intervention
	Intended Outcome
	KPI

	Pre-boarding (Day -15 to 0)
	AI-powered learning modules, digital role simulations and customized learning routes
	Minimize uncertainty and set achievable goals
	Cut onboarding time from 8 to 4 months

	First 90 Days
	Cross-functional mentoring, mentoring feedback, and cohort-based projects across London, Berlin, and Singapore
	Enhance organisational integration and psychological contract satisfaction
	≥85% onboarding satisfaction

	Year One
	Cross-border innovation projects, ESG initiatives, and continuous learning opportunities
	Promote sense of belonging, creativity, and longevity within organisation
	Retention ≥90%; Engagement ≥75%


Table 1: Strategic Socialisation plan for Helios Urban Mobility
The framework gradually transitions employees from learning about the organisation to making a strategic contribution. With AI pre-boarding, a realistic expectation is set and capability gaps identified prior to entry, minimizing the risk of a psychological contract breach. Mazzei et al. (2023) emphasise that perceived organisational support and supervisor support are critical for newcomer adjustment and affective commitment in hybrid work contexts. Innovation projects and ESG work extend the initial socialisation process and further integrate the purpose of the organisation into the professional identity of employees, yielding more commitment and discretionary effort (Lee and Han, 2025). As a result, the new socialisation process becomes a capability that can be developed in a phased manner and contributes to the agility of the workforce, to continuous innovation and to the long-term performance of the organisation.
[bookmark: _jb4isdkxp6ya][bookmark: _Toc234934662]1.3 Building Organisational Identification, Ethical Professionalism and Business Activism
While strategic socialisation helps to promote the integration of employees, it is important to maintain engagement by helping employees connect with the values of organisations rather than just conform with organisational processes. Organisational Identification Theory suggests that when employees identify with the organization (that is, when their sense of self is tied to the organization), they will feel more committed to the organization. Too much identification, however, can also stymie positive dissent, thereby reducing innovation in knowledge-based organisations. On the other hand, Jeong and Chung (2025) describe ESG management as extending "beyond the pursuit of short-term profitability" by incorporating sustainable development, ethical conduct and stakeholder value. From its AI-powered mobility solutions, which directly impact urban sustainability and public trust, this broader view is more apt for Helios.
Helios' engagement levels were 54% and Lee and Han (2025) found that only 21% of employees globally are engaged, engagement is not just a HR problem, it's a strategic business problem, costing the global economy about US$8.9 trillion a year. Helios should therefore incorporate ESG objectives into the performance management system, in innovation projects and leadership development, to make it easier for employees to take the social consequences of their work into account (Jeong and Chung, 2025). Instead of the activist as an individual, a new type of activist, one "who is credible," and argues that the HR professional needs to institutionalize employee voice by bringing ethical AI forums, ESG-centric cross-functional innovation challenges and community smart-cities into the routine HR practices of the organization (Naoum et al., 2026). To further embed organisational identification in the employees and to support Helios' public purpose, allowing 5% of their working time for sustainability projects would be beneficial.




	Strategic Dimension
	Intervention
	Target KPI

	Organisational Identification
	ESG-integrated performance objectives
	≥80% Culture Alignment Index

	Ethical Professionalism
	Training in ethical AI and sustainability
	100% annual completion

	Business Activism
	Efforts to involve employees in smart-city and ESG work
	≥60% employee participation


Table 2: Strategies for Organisational Identification, Ethical Professionalism and Business Activism
Helios can reinforce the commitment of employees and ensure that innovation is socially responsible and sustainable over the long term through their human capital architecture that includes ethical professionalism, organizational identification, and business activism (Jeong and Chung, 2025; Naoum et al., 2026).
[bookmark: _17r4vtcieqz1][bookmark: _Toc234934663]TASK 2: Job Design and Strategic Talent Architecture
[bookmark: _c6wnq9sahxks][bookmark: _Toc234934664]2.1 Rethinking Job Design for an AI-Enabled Organisation
The employee engagement score of Helios is 54%, revealing that the traditional job model is not meeting the need for autonomy, purpose and flexibility in a knowledge-driven company (Lee and Han, 2025). The Job Characteristics Model (JCM) suggests that jobs that are enriched increase the intrinsic motivation because of increased Skill Variety, Task Identity, Task Significance, Autonomy and Feedback (Hackman and Oldham, 1976), but a top-down approach assumes that managers can accurately predict future job demands. However, in AI-powered businesses, where job roles are constantly changing, and staff need to continuously sharpen their skills to match tech and market shifts, this is becoming a pressing question (Barbosa and De Oliveira, 2026).
Job Crafting Theory, however, places workers as active agents and potential shapers of their jobs, relationships and cognitions of working to make tasks more meaningful and engaging. Job crafting is a recent area of study that has shown to enhance adaptability and innovation, especially in dynamic digital environments (Bhopal and Devi, 2026). Too much autonomy, however, can lead to issues of alignment and ambiguity with organisational goals if roles are redefined without direction (Deng et al., 2026; Bhopal and Devi, 2026). Neither theory alone provides the answer to the question of balancing the control of the organisation with flexible working of the employees at Helios.
Hence, Helios needs to implement a Dual-Engine Job Design Model, which combines both structural elements of JCM and adaptiveness of Job Crafting. That is, the method selected is one that is clearly defined and includes developmental and performance expectations, as well as feedback, and as job crafting allows employees to be part of the development of a cross-functional project, acquire new skills, and redesign aspects of their job role within strategic boundaries (Jonathan and Reychav, 2024). This holistic design fosters increased intrinsic motivation, as well as the agility of the workforce needed to sustain ongoing innovation in AI-powered urban mobility solutions.
	Job Design Theory
	Strength
	Limitation
	Application at Helios

	Job Characteristics Model
	Enhances the motivation of job performance
	Takes on relatively fixed job structure
	Establish goals and expectations for the fundamental jobs

	Job Crafting Theory
	Encourages independence, flexibility and creativity
	May experience role ambiguity without guidance
	Give and encourage staff room flexibility to adapt work using cross functional projects


Table 3: Job Design Theory comparison
[bookmark: _lha82ruzxzja][bookmark: _Toc234934665]2.2 Skills-Based Architecture and Internal Talent Marketplace
The Dual-Engine Job Design Model has enhanced motivation and flexibility, but is still limited to the traditional job boundaries. Organisations are therefore increasingly moving towards a skills-first approach. As Prabowo et al. (2025) argue, organisations are shifting "from a job-based system to a skills-based system," prioritising technical, social and adaptive capabilities over formal job titles. Skills-based organisations are more agile than traditional job-based ones by allocating talent to new organisational needs based on skills and abilities instead of job title.
Helios must put this into practice by establishing an artificial intelligence-powered Internal Talent Marketplace (ITM) that will align employees' skills, career goals and development requirements, across its activities in London, Berlin and Singapore. AI-powered matching can match employees that have the skills required for temporary innovation initiatives, international assignments or mentoring programs, thereby providing internal career mobility instead of relying on external hiring (Alwe and Kulkarni, 2025). While AI can improve workforce visibility and decision-making, however, it can exacerbate existing bias if historical workforce data is used without the proper human oversight (Naoum et al., 2026). Therefore, AI should be used to assist, not make, talent decisions, and that assistance must be managed and governed, and the manager must review it.
This approach to skills is very relevant to Helios, where interdisciplinary collaboration is integral to innovation. For instance, an AI optimisation software engineer can join a sustainability analytics initiative in a different part of the world without having to switch professions, expanding their skill set while enhancing the organisation's capacity. Helios can help to reshape the internal mobility, build a more agile workforce that can cope with the technological and market shifts, and change the mindset from job description to skill deployment (Jonathan and Reychav, 2024).

	Strategic Initiative
	Business Value
	Target KPI

	AI-enabled Internal Talent Marketplace
	Enhance intra-enterprise mobility and project matching
	≥35% internal project staffing

	Skills-based workforce architecture
	Increase workforce agility
	Two new skills per employee each year

	Cross-border project deployment
	Enhance collaboration and knowledge sharing
	≥80% cross-functional project participation


[bookmark: _6fo3h17sifhi]Table 4: Skill-based Talent Architecture
[bookmark: _Toc234934666]2.3 Driving Innovation, Workforce Agility and Performance
The suggested Human Capital Architecture consists of three components: enriched job design, employee autonomy and skills-based mobility, all combined into one talent ecosystem, which fosters intrinsic motivation. Sun, Hu and Su (2026) identify employee–AI collaboration as "a novel job resource that fosters engagement" through meaningful work and creative self-efficacy. These findings complement Self-Determination Theory by showing how AI can strengthen employees' competence and motivation when used to support rather than replace human capability. Job Characteristics Model focuses on competence with enriched work design, while Job Crafting focuses on autonomy, enabling the employees to craft meaningful work experiences (Jonathan and Reychav, 2024; Prabowo et al., 2025). But neither theory alone allows you to achieve workforce agility, showing that an AI-powered Internal Talent Marketplace that remains agile with organisational changing requirements is key.
Helios' fusion of these methods develops an environment centered on learning and innovation, motivating its employees to embrace new learning opportunities and collaborate across disciplines on innovation initiatives that go beyond their assigned work roles. In an organization where technology is the driver of change, skills are constantly shifting, and the competitive edge is based on the adaptability of the organisation and not the traditional notion of a job, the flexibility of this is of crucial importance. Therefore, performance should be assessed both by the operational and human capital outcomes, while the innovation should go hand in hand with measurable employee engagement and capability development (Barbosa and De Oliveira, 2026).
	Performance Dimension
	Key Performance Indicator (KPI)
	Target

	Employee Engagement
	Engagement Score
	Increase from 54% to ≥75%

	Workforce Agility
	Internal project staffing through ITM
	≥35%

	Capability Development
	Skills that have been verified per employee
	+2 skills annually

	Innovation
	Cross-functional innovation participation
	≥60% of employees


Table 5: Human Capital Performance Dashboard and Target KPIs
[bookmark: _ox8ye5v19w89]Helios can develop a resilient workforce by combining these three elements, motivation, skills, intelligence and internal mobility, which will be able to continue to innovate and build long-term organisational performance (Jonathan and Reychav, 2024; Sun, Hu and Su, 2026).
[bookmark: _Toc234934667]TASK 3: Reflective Report
[bookmark: _f2cmy0ehplwp][bookmark: _Toc234934668]3.1 Reflecting on AI-Augmented Decision-Making in Strategic HR
The work on Helios' Human Capital Architecture has reinforced my conviction that Artificial Intelligence should be used to augment and support the fundamental decision-making skills of managers. While artificial intelligence (AI) and computer-based human resource (HR) platforms can effectively analyse workforce information, identify skill gaps, and predict employee turnover, they do require historical data, which may carry forward biases within the organization (Naoum, Szakadáti and Balogh, 2026). However, relying too heavily on algorithmic recommendations can compromise fairness, diversity, and a nuanced approach to leadership potential or cultural fit, as well as aspects of ethics that can’t be measured (Hao et al., 2024).
Applying Augmented Intelligence perspective, I see that the real power of AI lies in bolstering evidence-based decision-making rather than automating it. Hence, I would recommend a Human-in-the-Loop (HITL) approach, where AI gives useful insights for the workforce, but it is the managers' responsibility to confirm or refute the recommendation based on the particular context of the organization, employee expectations and ethical concerns (Sun, Hu and Su, 2026). This is particularly relevant for Helios, as we must make HR choices on a global scale that are rooted in data but also take cultural factors into account.


AI-Augmented Decision Framework
[image: ]
Figure 1: AI-Augmented Decision Framework
(Source: Self-created)
[bookmark: _57topdgnzsf9]This approach helps to balance the efficiency of AI with professional judgment, transparency, and empathy, thereby minimizing potential biases or inappropriate talent selection (Hao et al., 2024).

[bookmark: _Toc234934669]3.2 Personal Capability Development Plan
Overall, this evaluation has shed light on the importance of having efficient HR leadership in terms of the integration of technical capabilities with strategic and ethical considerations (Węglarz, 2025). In order to improve my career prospects in the future, I will concentrate on four main competencies, all of which are related to each other (Naoum et al., 2026).
Decisions.
│
▼
AI Augmentation Skills ───► Ethical AI Governance & Prompt Design
│
▼
To align HR strategy with Business & ESG Goals Strategic Influencing is the point where the strategy and goals of HR and Business intersect and align.
│
▼
Global Mobility Awareness is a career path in Cross-cultural Leadership & International HR. 
Figure 2: Continuous Professional Development Flowchart
(Source: Self-created)
To begin with, I'll be improving my Data Literacy to grasp workforce analytics and translate HR metrics into savvy business decisions (Hao et al., 2024). Now, onto AI governance as we move forward and want to ensure that all HR technologies we use are transparent, accountable, and compliant with the latest regulations. Third, I will have the ability to do so in a way that will resonate with senior leaders by making evidence-based HR recommendations more impactful. Finally, I want to further my understanding of global mobility, this will help me to manage culturally diverse teams and understand the complexities of international employment laws (Bauer et al., 2025b).
[bookmark: _kjkx52lk2igs][bookmark: _Toc234934670]Conclusion
The strategic renewal of Helios is based on the central integration of people, technology and organisational purpose, and not as separate priorities. The proposed Human Capital Architecture aims to create a workforce that is more committed, agile and has a sustainable competitive advantage in an ever-changing business landscape by reinforcing strategic socialisation, skills-based job design and responsible AI governance.
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