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INTRODUCTION
Helios Urban Mobility (HUM) has grown quickly over five years, but this fast growth has created real people-problems. New employees take too long to settle in (eight months on average), only 54% of staff feel engaged, and many talented graduates are leaving early. These issues put the company’s future at risk, because motivated and skilled people are what drive innovations in a smart-mobility business. This report acts as strategic advice from an external human capital adviser to the HUM board. It looks at three connected areas. First, it designs a stronger onboarding and socialization system to build employee identity and ethical business-minded thinking. Second, it proposes a modern job design approach to boost motivation and innovation. Third, it reflects on how AI can support, but not replace, good human decision-making in HR, along with a personal plan to build future-ready skills. This report will examine these issues analytically in the following paragraphs.
OVERVIEW
Helios Urban Mobility (HUM) is a fast-growing European start-up with 450 employees working in London, Berlin and Singapore. The company builds smart electric transport systems and data tools for city governments. Over five years HUM has grown quickly, but this growth has caused some serious people problems. New employees take too long to feel settled and productive. Around eight months on average, staff engagement has dropped, with only 54% of employees feeling motivated at work. Many talented graduate employees are also leaving the company early, a big loss for future leadership. Because of these problems, the Board has hired an external strategic human capital advisor. The advisor must design better onboarding systems, improve job design to boost motivation, and think about how AI can support (not replace) good HR decisions, while also planning their own career growth.
 
TASK: A
Socialization, Identity and Business Activism
1. Traditional onboarding at Helios Urban Mobility (HUM) follows a basic administrative approach. New employees complete paperwork, receive IT, equipment and attend a policy briefing during a single induction day. This model treats socialization as a one-time event rather than an ongoing process. The results are clear: new graduates take eight months to become fully productive, and only 54% report feeling engaged at work.

Van Maanen and Schein (1979) provide a more useful framework. They describe socialization as a set of tactics that organizations use to help newcomers adjust to their roles. These tactics include collective or individual approaches, formal or informal methods, sequential or random steps, fixed or variable timelines, serial or Disjunctive support and investiture or divestiture strategies. When organizations use institutionalized tactics such as collective training, formal programs, sequential steps, fixed schedules, serial mentoring, and investiture approaches, newcomers develop predictable role behavior, adapt faster, and show lower turnover intentions. In contrast, individualized and disjunctive tactics encourage role innovations but create more anxiety and slower integration. (Ashforth, Sluss and Saks, 2007)

For HUM, a hybrid approach makes sense. Institutionalized tactics work well for technical and safety training where consistency matters greatly. Individualized tactics are suitable for analytics roles where graduate creativity and innovation are essential.

Psychological contract theory adds another important dimension (Rousseau,1989). During socialization newcomers from beliefs about their mutual obligation to the organization. Poor onboarding creates confusion and uncertainty. When expectations go unmet during the first 90 days, employees often perceive a contract breach. Research shows this leads to disengagement and higher turnover (Robinson and Rousseau, 1994). This explanation fits HUM’s graduate attrition problem. Effective socialization therefore functions as contract-setting, not merely orientation.

Identity construction theory offers a third perspective (Ibarra, 1999; Ashforth and Meal, 1989). Newcomers do not simply learn task; they develop a professional and organizational identity. Organizational identification occurs when employees define themselves partly through their membership. This identification predicts discretionary effort and retention. Traditional onboarding rarely addresses identity work, while strategic socialization deliberately does.

2. A structured socialization framework for Helios Urban Mobility

	PHASE
	TIME INTERVAL
	ESSENTIAL MECHANISMS
	THEORETICAL BASIS

	Pre-boarding
	Offer to Day 1
	Digital welcome hub; assign peer buddy; pre-start micro-learning on HUM’s mission (decarbonizing cities); manager welcome call.
	Psychological contract formation (Rousseau, 1989)

	First 90 days
	1-13 weeks
	Structured induction cohort (collective, formal, sequential tactics); rotational exposure across London, Berlin and Singapore Hubs; milestone check-in at 30,60 and 90 days assigned senior mentor.
	Institutionalized socialization(Van Maanen and Schein ,1979)

	One year
	4-12 months
	Cross-functional project assignment; sponsored CSR/ sustainability initiative; 360-degree feedback; identity-affirming recognition
	Identification and  role innovation (Ashforth,Sluss and Saks, 2007, Ibarra, 1999)



This phased design has strong research support. Institutionalized tactics during early stages reduce role ambiguity and accelerate adjustment (Bauer et al., 2007; Saks, Uggerslev and Fassina,2007). Shifting towards individualized and investiture-based practice during year one protects the innovation mindset hum requires from its engineering graduates. The cross-site rotation also addresses HUM’s multi-country structure by building shared identity across London, Berlin and Singapore rather than allowing three separate local cultures to develop.

3. Mechanisms for Identification, Ethical Professionalism and Business Activism.

Organizational identification
It is developed through narrative-based induction that connects each new hire’s role to HUM’s mission of sustainable urban mobility. Visible leadership storytelling and identity-affirming rituals, such as public milestone recognition, strengthen this identification (Ashforth and Mael, 1989). For example, pairing each graduate with the ‘city impact story’─ a real deployment their work will support─ converts abstract mission statements into personal meaning.


Ethical professionalism
This requires embedding the code of conduct into live scenario training rather than a compliance module. Workshops on data-privacy dilemmas in smart-infrastructure analytics are particularly relevant, since HUM’s AI system process citizen mobility data. Professional body frameworks such as the CPID Profession Map, provide credible external benchmarks (CIPD 2023).

The business activist mindset
This draws on Ulrich’s evolution of the HR business partner from administrative expert towards ‘credible activist’ and ‘strategic positioner’ (Ulrich, Younger Brockbank and Ulrich, 2013; Ulrich, 2016). This activist challenges constructively, uses data to influence decisions, and connect individual role to enterprise and stakeholder value. New joiners can develop these mindset through several mechanisms: graduate representation on cross-functional improvement forums, structured feedback into HR’s people-analytics dashboard, and rotational shadowing of client-facing city-government engagements.
Stakeholder capitalism framing reinforces this approach (Freeman,1984; Schwab and Vanham,2021). Employees become accountable not only to shareholders but also to cities, residents and environment─ consistent with HUM’s public-sector client base. A practical example is the ‘Sustainability Sprint’, where each new cohort proposes one improvement to HUM’s carbon or social-impact metrics within their first six months. This converts abstract stockholder-capitalism language into tangible activist behavior.

Together, institutionalized early socialization, contract-conscious onboarding, identity-affirming year one design and Ulrich-informed activist development form a coherent system. This system converts new entrants into committed organizational citizens who understand their roles, identify with the mission act ethically, and contribute productively to business success.

TASK B: Job Design

Strategic framework: To modernizes its human capital architecture across London, Berlin and Singapore HUM must transition away from rigid, legacy jobs descriptions. Instead, it must implement an integrated model combining structural autonomy with employee-led customization.
This figure is the integrated job design ecosystem (Source: Designed for HUM based on Hackman and Oldham, 1980; Tims and Bakker, 2010.).






1. Proposing the innovation job design strategy

Structural Foundation: Skills-based architecture and internal talent marketplace
HUM will transition from a position-based hierarchy to a skills-based architecture supported by an AI-driven internal talent marketplace (ITM). Instead of binding a high-potential graduate to a static role specification, there professional identity is unbundled into distinct capabilities such as Python, scripting spatial analytics or urban policy analysis.
The ITM operates as an internal decentralized platform where leaders post regional sprint project such as a 3-week smart infrastructure data visualization challenge for the Singapore land transport authority. Graduates and tenured staff allocate 20% of their working week to bid on these projects. These fluid approach shortens the 8-month onboarding gap by immersing new hires in cross-functional work immediately, bridging geographical divides between London and Berlin without bureaucratic delays.

Core design injection: Job Characteristic Models (JCM)
To prevent project fragmentation from determining focus the ITM is structured according to Hackman and Oldham’s (1980) job characteristics model roles are deliberately designed around five key dimensions.
I. Skill variety: The ITM expands task variation allowing data graduates to balance code base development with public transit client pitches.
II. Task identity: Sprints are scoped as visible, complete work packages rather than isolated administrative data cleanups (Hackman and Oldham 1980).
III. Task significance: Projects are tied to measurable real-world outcomes, such as reducing vehicle idling emissions in central Berlin.
IV. Autonomy: Workers have the independence to select their project portfolios, self-manage deadlines, and collaborate across international borders.
V. Feedback: Real-time performance reviews are built directly into the ITM providing immediate clarity upon sprint completion.

Bottom-up personalization: Job crafting theory
Top-down job enrichment is balanced by bottom-up job crafting, allowing employees to adjust their daily workloads across three distinct areas (Wrzesniewski and Dutton, 2001).
· Task crafting: An electric powertrain engineer can take on secondary data analytics task expanding their role into artificial intelligence.
· Relational crafting: Graduate hires can build cross-office mentorship networks, connecting with senior architects in separate regional offices.
· Cognitive crafting: Staff structurally reframe their roles from simple software debugging to creating sustainable, zero emission urban environments (Wrzesniewski and Dutton, 2001).
2.Stimulating Intrinsic motivation and innovation:
Cultivating intrinsic motivation:
The structural framework targets the fundamental drivers of human motivation to reverse HUM’s 54% engagement rate. According to Self-Determination theory, intrinsic motivation thrives when individuals feel autonomous, competent and socially connected (Ryan and Deci,2000).
	Core JCM Dimension (Hackman and Oldham, 1980)
	Psychological state induced
	Resulting motivational outcomes (Ryan and Deci,2000)

	Skill variety and task significance
	Meaningfulness of work
	High internal work motivation

	Elevated work autonomy
	Responsibility for outcomes
	Increased accountability and drive

	Systematic platform feedback
	Direct knowledge of results
	Continuous mastery and retention



By embedding the Structural dimensions within the ITM, HUM removes the routine task boredom that causes high graduate attrition. Early-career talent no longer faces long, unengaging onboarding periods; instead, they experience a dynamic workplace that supports continuous career development.

Fueling Organizational Innovation:
Innovation in AI and trasport infrastructure requires cross-functional collaboration and high levels of psychological safety. Rigid departmental boundaries isolate technical knowledge and delay product development cycles. The combination of an ITM and job crafting builds high levels of task agility into team culture. (Cardenas-Munoz et al., 2025).
When an engineer notices an unexpected issue in a smart routing algorithm, they do not need to wait for multi-layered management approvals. Instead, they can immediately use the marketplace to pull together a cross border, multi-disciplinary task force (London Berlin Singapore). This agile approach allows team to quickly build phototypes, share insights across regions, and deliver the adaptive data solutions required by municipal governments worldwide. (Holman and McClelland, 2023).
TASK C: Reflective report:
 Balancing AI decision-support and human capital development
1.Using AI as a decision support tool at Helios Urban Mobility (HUM) implementing an ai driven Internal Talent Marketplace (TUM) introduces a risk of algorithm bias the erosion of human oversight (Gartner,2022). To mitigate this, AI must function strictly as a consultative decision-support tool rather than automated decision maker (Davenport and Miller, 2022).
When matching graduate competencies to regional transit projects, the ai engine will surface optimal matches based purely on objective skill frameworks. However, the final selection remains bounded by human judgement. Line managers across London, Berlin and Singapore must apply qualitative assessment─ evaluating cultural nuance, personal development, aspirations and emotional intelligence─ which algorithms cannot parse (Boudreau,2024). Maintaining this ‘human-in-the-loop’ framework prevents data fragmentation from alienating early-career talent, ensuring that technology skills operational efficiency while human leadership safeguards psychological safety and employee engagement.

2. Personal capability Development plan
To thrive within a highly automated environment like HUM and elevate long term employability, I have structured a targeted professional development plan across four core dimensions.







This above figure indicates four-quadrant Employability development (source: Adapted from CIPD 2023)
Data literacy
Objective: Advance from basic descriptive reporting to predictive human capital Analytics.
Action plan: Master statistical tools to analyze attrition indicators, directly addressing the underlying causes of graduate turnover (Cascio,2019).

AI augmentation in HR
Objective: Learn to audit marketplace matching algorithm for hidden bias.
Action plan: Undertake technical certification focused on responsible AI frameworks to ensure transparent talent distribution across organizational borders.

Strategic influencing skills
Objective: Translate complex operational work design interventions into compelling business cases for C-suite executives.
Action plan: Reframing engagement metrics─ such as shifting HUM’s score from 54% to 75%─ directly into measurable financial returns, such as reduced recruitment costs.
Global mobility awareness
Objective: Navigate different legal frameworks and distinct cultural dynamics successfully.
Action plan: Cultivate a deep understanding of cross-cultural communication to coordinate talent flows Seamlessly between European hubs and Singapore (Vaiman, Sparrow and Collings,2022).

CONCLUSION
Helios urban mobility stands at a critical juncture where strategic human capital investment must match its technological ambition. The proposed onboarding framework addresses the root causes of slow integration and graduate attrition through structure socialization, identity construction, and ethical activism. The integrated job design model, combining skills-based architecture with job crafting, directly tackles the 54% engagement deficit while fostering innovation across London, Berline and Singapore. Crucially, AI must remain a decision-support tool, preserving human judgement in talent decisions. This holistic approach transforms HUM’s people challenges into competitive advantages securing the motivated, skilled workforce essential for sustainable urban mobility innovation
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Future-proof employability


Data literacy (Disruptive to predictive data)


AI in HR Matrix (Skill mapping and ITM audits)



Global mobility (cross-cultural communication)


 Strategic influencing (C-suite ROI)



Top-Down Structural Engineering


Skills-based architecture and Internal talent marketplace


Deconstructs traditional roles compresses 8-month on boarding.


Job Characteristics Model (JCM) 


Injects core psychological safety, task significance and autonomy.


Job crafting theory





Bottom up work adjustment


Enable customised task, social and cognitive boundary shifts.


Strategic organisational outcomes





High intrinsic motivation plus continuous smart transport innovation
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