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Executiive Summary

Executive Summary

NexGlow Solutions, a mid-sized smart lighting and loT
systems manufacturer, experienced rapid workforce
growth across warehouse, technical support,
manufacturing, and customer service departments. As
hiring accelerated, inconsistent onboarding practices led
to delayed productivity, employee confusion, and high
turnover within the first 90 days.

This analysis evaluates NexGlow's current onboarding
and training processes, identifies inefficiencies, and
recommends improvements to strengthen employee
readiness, consistency, and retention.

Key Findings

Inconsistent Onboarding Processes

Departments following different onboarding procedures,
resulting in inconsistent employee experiences and
uneven training quality across the organization.

Lack of Centralized Documentation

Training materials and SOPs are stored across multiple
locations, making it difficult for employees to access
accurate and current information.

Delayed Time-to-Productivity

New hires required extended support from supervisors
due to unclear role expectations and incomplete training,
reducing operational efficiency.

High Early-Stage Employee Turnover

A notable percentage of employees left the organization
within the first 90 days, creating additional recruiting and
retraining costs.

Recommendations

¢ Implement a Standardized Onboarding
Framework

Centralize Training Documentation

Establish Role-Specific Training Paths
Introduce Onboarding Progress Tracking
Improve Cross-Department Communication

Amber Rogers Portfolio Project

Project Goal

To improve employee onboarding efficiency and
workforce readiness at NexGlow Solutions through the
implementation of standardized onboarding processes
and centralized training practices.

Objectives

Reduce Early Employee Turnover

Decrease 90-day employee turnover by
improving onboarding consistency and
effective training.

Improve Time-to-Productivity

Enable new employees to become operationally
effective within a shorter timeframe.

Increase Onboarding & Training
Consistency

Standardize onboarding across all departments
and implement an effective training system.

Enhance Knowledge Accessibility

Provide employees with centralized access to
accurate and up-to-date SOPs and training
materials.

Impact of Issues

Impact Level

@ Inconsistent Onboarding
Lack of Centralized Knowledge Materials

Delayed Productivity High Early Turnover

Issues
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Stakeholder Analysis

Project Name Onboarding Improvement Initiative

Organization NexGlow Solutions

Stakeholder Identification

Stakeholder Role Interest in Project Influence Level Pain Points
Manages Inconsistent
Human Resources onboarding . . onboarding
L High High .
Department coordination and procedures and high
hiring processes turnover
Train and Excessive retraining
Department Managers supervise new High High and reduced team
employees productivity
Participate in Unclear expectations
New Employees onboarding and High Low and inconsistent
training training
- . Manage trainin . " Lack of standardized
Training Coordinators ge 9 Medium Medium -
materials training content

Delayed onboarding

Provides employee requests and

IT Support Team system access Medium Medium .
. incomplete setup
and technical . 4
information
setup

Monitors Productivity loss and
Operations Leadership operational High High increased operational

performance costs

Stakeholder Analysis Summary

The onboarding improvement initiative impacts multiple departments across NexGlow Solutions,
particularly Human Resources, Operations, and department management teams. Effective collaboration
between stakeholders will be necessary to improve onboarding consistency, reduce early employee
turnover, and increase workforce productivity.
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Current Onboarding Process

NexGlow Solutions does not follow a standardized onboarding process across departments. While
Human Resources provides new employees with required hiring documentation, company policies,
and onboarding materials, the remaining onboarding experience varies depending on department
needs and management practices.

Due to ongoing production demands and tight operational deadlines, department managers often
prioritize immediate workforce productivity over structured onboarding and training. As a result, new
hires are expected to begin job responsibilities as quickly as possible, frequently with limited role-
specific guidance or formal training.

The current onboarding process generally follows these steps:

Candidate accepts employment offer.

Human Resources provides onboarding paperwork, company
handbook, and basic company materials.

Employee completes required hiring documentation.

Department manager assighs employee to operational tasks
shortly after start date.

Training is provided informally through peer guidance or manager
instruction as time permits.

Employees independently seek clarification on processes,
systems, and responsibilities when issues arise.

The absence of a structured onboarding framework has resulted in inconsistent training experiences,
delayed role preparedness, increased dependence on supervisors, and knowledge gaps among new
employees. Managers also experience increased workloads due to repeated coaching, onboarding-

related errors, and ongoing operational interruptions.

Amber Rogers Portfolio Project Page 3



NexGlow Onboarding Improvement

NexGlUw

— SOLUTIONS —

Root Cause Analysis

Identifying the underlying cause of NexGlow unboarding deficiencies:

Root Cause Analysis

Limited guidance for new

hires

Lack of role clarity and
expectations

Managers unavailable
due to workload

Managers unavailable
due to workload

No standardized
onboarding process

Inconsistent onboarding
steps

No onboarding checklists
or tracking

Unclear onboarding
responsibilities

l

CORE PROBLEM

HIGH-EMPLOYEE TURNOVER, INCONSISTENT

ONBOARDGING EXPERIENCES, AND DELAYED
PRODUCTIVITY AMONG NEW HIRES

TRAINING

Informal training
methods

Lack of role-specific
training

No centralized
knowledge base

Employees learn through
trial and error

SOPs stored in multiple
locations

Outdated or
inconsistent materials

Employees unable to
easily access resources

Lack of onboarding
guides and checklists

DOCUMENTATION

1

reduced operational efficiency.

Amber Rogers Portfolio Project

I

Delayed system access
setup

No onboarding
management system

Training resources
difficult to locate

No centralized
document repository

[]

TECHNOLOGY

Fast-paced operational
environment

Rapid company growth

Staffing shortages

High workload and tight
deadlines

A

TECHNOLOGY

N IMPACT: Increased turnover costs, longer time-to-productivity, lower employee engagement, and
4 >
N
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Business Requirements

1. Business Need

NexGlow Solutions requires a standardized onboarding and training process to improve onboarding consistency,
reduce early employee turnover, and increase workforce productivity across departments. Current onboarding
practices are informal and inconsistent, resulting in knowledge gaps, delayed productivity, and increased
managerial workload.

2. Current Challenges 3. Business Requirements
¢ No standardized onboarding process across
departments ID Business Requirement
e Inconsistent employee training experiences sro0] |NexGlow mustimplement a standardized
onboarding process across all departments.
e Limited access to centralized onboarding The organization must provide centralized
documentation BR-02 |access to onboarding and training

documentation.

e Delayed role readiness among new hires - - ” —
New hires must receive role-specific training

BR-03 based on departmental responsibilities.

¢ Increased dependence on managers and
peers for guidance

Managers and HR must have clearly defined

BR-04 onboarding responsibilities.

e High employee turnover within the first 90 days The onboarding process must include

. L BR-05 |progress tracking and completion
e Operational inefficiencies caused by monitoring.

onboarding-related errors

Employees must receive required system
BR-06 |access and resources before beginning
operational tasks.

Amber Rogers Portfolio Project Page 5
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4. Functional Requirements

[»)

FR-01

Business Requirement

The system shall provide employees with digital onboarding checklists.

Business Requirements

FR-02

The system shall store onboarding documents in a centralized repository.

FR-03

The onboarding process shall assign role-specific training materials to employees.

FR-04

Managers shall be able to monitor onboarding progress and completion status.

FR-05

HR shall receive notifications for incomplete onboarding tasks.

FR-06

Employees shall have access to onboarding resources remotely.

5. Non-Functional Requirements

NFR-01

Business Requirement

Onboarding resources must be accessible from multiple devices.

NFR-02 |Training documentation must be updated regularly to ensure accuracy.

NFR-03 |The onboarding process should be scalable to support future company growth.

NFR-04

Access to employee onboarding information must comply with company security policies.

6. Expected Business Outcomes

8
&

Reduce Improve Decrease Reduce
onboarding employee early-stage retraining
inconsistencies readiness turnover efforts

Amber Rogers Portfolio Project

improve operational
efficiency across
NexGlow

Page 6



NexGlow Onboarding Improvement

NexGlUw

— SOLUTIONS —

Future-=State Recommendations

Future-State Recommendations

1. Purpose

NexGlow Solutions requires a standardized onboarding and training process to improve onboarding consistency,
reduce early employee turnover, and increase workforce productivity across departments. Current onboarding
practices are informal and inconsistent, resulting in knowledge gaps, delayed productivity, and increased

managerial workload.

2. Recommendations Summary

The recommendations below outline key initiatives to create a consistent and efficient onboarding process.

&

Standardizethe  Implement Role-
Onboarding Specific Training
Process Paths
Create a Deliver
consistent, targeted
company- training based
wide onroles and
onboarding department
framework. needs.

Amber Rogers Portfolio Project

= L5
-
Centralize Introduce Improve Cross-
Onboarding Checklists & Departrpen_t
Documentation Progress Communication
Tracking
Store Track
onboarding onboarding Define roles &
materials and tasks & communication
SOPs in a single monitor channels
centralized completion in between
location. real time. departments.

[———]

Ensure Early
Systemand
Resource Access

Provide
required
access, tools &
resources
before day one.

Review and
Maintain

Onboarding
Materials

Continuously
review and
update
knowledge
materials.

Page 7



NexGlow Onboarding Improvement

NexGlUw

— SOLUTIONS —

3. Detailed Recommendations

Standardize the
Onboarding Process

Implementing Role-
Specific Training
Paths

Centralize
Onboarding
Documentation

Introduce Progress
Tracking

Improve Cross-
Department
Communication

Develop and implement a standardized
onboarding process with clear steps,
timelines, and responsibilities across all

departments.

Create structured training programs
tailored to job responsibilities, systems,

tools, and compliance requ

irements.

Establish a centralized repository for
onboarding guides, SOPs, policies,

templates, and training m

aterials.

Use onboarding checklists and tracking
dashboards to monitor onboarding
tasks and training completion.

Define onboarding ownership, and

communication expectation
departments.

s between

Ensure Early System & Provide system access, equipment, and
operational tools before start dates.

Resource Access

Review & Maintain
Onboarding

Establish ongoing reviews and updates
for onboarding documentation and

training materials.

4. Expected Outcomes

Reduce

onboarding
inconsistencies

Improve
employee
readiness

Amber Rogers Portfolio Project

8

&

Decrease
early-stage
turnover

improved consistency
reduced onboarding delays
improved employee experience

faster time-to-productivity
improved role readiness
higher employee confidence

easy access to information
reduced duplication,
improved documentation accura

increased visibility
accountability
onboarding oversight

better coordination
reduced onboarding gaps
improved communication

reduced downtime
smoother onboarding experience
increased productivity

current and accurate content
continuous improvement
scalability

Reduce
retraining
efforts

HR Department

HR & Training
Team

HR Department
cy

HR & Managers

HR & Leadership
Team

IT Department &
HR

HR & Training
Team

improve operational

efficiency across
NexGlow

Future-=State Recommendations
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KPI Details & Success Metrics

1. Purpose

The following Key Performance Indicators (KPIs) and success metrics will be used to measure the effectiveness of
the proposed onboarding and training improvements at NexGlow Solutions.

2. KPI1 Details

(Number of employees who

90-Day Employee Reduce turnover by 20%  leave within 90 days + Total Within 12 months
Turnover Rate hires) x 100

Average number of days of
Time-to-Productivity Reduce by 30% hire date to when employee Within 9 months
can perform independently

Onboarding Completion (Unboarding tasks
9 P Achieve 95% completion = completed on time + Total Within 6 months
Rate
tasks) x 100

Average score from
employee surveys and/or
manager evaluations after

training

Training Readiness Score Improve by 25% Wihtin 6 months

Number of onboarding

Onboarding Operational Reduce by 30% incidents reported by Within 12 months

Errors managers and IT tickets
3. Success Metrics 4. KPIReview Schedule
O measured by:
90-Day Employee

uarterl
Q Reduced employee turnover Turnover Rate g y

. Time to Productivit uarterl
Q Faster employer readiness Y R Y

Onboarding Completion Monthl
Improved onboarding consistency Rate y
e onboording e Training Readiness Score Quarterly
0 Onboarding Operational Monthly

Improved operational efficiency Errors

KPIs will be reviewed regularly to ensure progress towards goals and to identify opportunities for
continuous improvement

Amber Rogers Portfolio Project Page 9
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Business Impact

The implementation of a standardized onboarding and training framework at NexGlow Solutions is expected to
create measurable improvements in operational efficiency, employee readiness, and workforce retention across
the organization.

By improving onboarding consistency and providing employees with structured training resources, the organization
is expected to reduce early-stage employee turnover, decrease onboarding operational disruptions, and improve
overall employee productivity. Standardized onboarding procedures will also reduce the amount of time managers
spend providing repetitive guidance and correcting preventable onboarding errors, allowing leadership teams to
focus on operational priorities and team performance.

Centralized onboarding documentation and role-specific training paths are expected to improve knowledge
accessibility, employee confidence, and onboarding completion rates while reducing reliance on informal peer
training and inconsistent onboarding practices. Improved communication and coordination between Human
Resources, managers, and training coordinators will further strengthen onboarding accountability and process
efficiency.

The proposed improvements are expected to generate the following business benefits:

Expected Business Benefits
z

Reduced 90-Day Faster Employee Improved Onboarding Reduced Managerial
Employee Turnover Time-to-Productivity Consistency Workload
Lower early-stage Employees become Standardized Fewer support
turnover by improving productive sooner with processes ensure d requests free
onboarding experiences structured training and consistent experience managers to focus on
and support. clear guidance. across departments. team performance.

Fewer Onboarding Increased Employee Scalable Onboarding Improved
Errors Engagement for Future Growth Operational Efficiency
Clear processes and Employees feel valued A strong framework can Streamlined onboarding
training reduce and confident, grow as the reduces delays and
operational disruptions. increasing retention. organization grows. improves efficiency

goals by creating a structured, efficient, and scalable employee onboarding experience that enhances

@/ Overall, the onboarding improvement initiative will support NexGlow Solutions’ long-term operational
both employee performance and organizational effectiveness.
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	Stakeholder Analysis Summary
	The onboarding improvement initiative impacts multiple departments across NexGlow Solutions, particularly Human Resources, Operations, and department management teams. Effective collaboration between stakeholders will be necessary to improve onboarding consistency, reduce early employee turnover, and increase workforce productivity.


	Current Onboarding Process
	NexGlow Solutions does not follow a standardized onboarding process across departments. While Human Resources provides new employees with required hiring documentation, company policies, and onboarding materials, the remaining onboarding experience varies depending on department needs and management practices.
	Due to ongoing production demands and tight operational deadlines, department managers often prioritize immediate workforce productivity over structured onboarding and training. As a result, new hires are expected to begin job responsibilities as quickly as possible, frequently with limited role-specific guidance or formal training.
	The current onboarding process generally follows these steps:
	Candidate accepts employment offer.
	Human Resources provides onboarding paperwork, company handbook, and basic company materials.
	Employee completes required hiring documentation.
	Department manager assigns employee to operational tasks shortly after start date.
	Training is provided informally through peer guidance or manager instruction as time permits.
	Employees independently seek clarification on processes, systems, and responsibilities when issues arise.
	The absence of a structured onboarding framework has resulted in inconsistent training experiences, delayed role preparedness, increased dependence on supervisors, and knowledge gaps among new employees. Managers also experience increased workloads due to repeated coaching, onboarding-related errors, and ongoing operational interruptions.
	Root Cause Analysis
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	Root Cause Analysis
	Identifying the underlying cause of NexGlow unboarding deficiencies:
	PEOPLE
	Limited guidance for new hires
	Lack of role clarity and expectations
	Managers unavailable due to workload
	Managers unavailable due to workload

	PROCESS
	No standardized onboarding process
	Inconsistent onboarding steps
	No onboarding checklists or tracking
	Unclear onboarding responsibilities

	TRAINING
	Informal training methods

	PROCESS
	Lack of role-specific training
	No centralized knowledge base
	Employees learn through trial and error
	CORE PROBLEM
	Fast-paced operational environment
	Rapid company growth
	Staffing shortages
	High workload and tight deadlines

	TECHNOLOGY
	Delayed system access setup
	No onboarding management system
	Training resources difficult to locate
	No centralized document repository

	TECHNOLOGY
	SOPs stored in multiple locations
	Outdated or inconsistent materials
	Employees unable to easily access resources
	Lack of onboarding guides and checklists

	DOCUMENTATION
	IMPACT:  Increased turnover costs, longer time-to-productivity, lower employee engagement, and reduced operational efficiency.
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	Business Requirements
	1. Business Need
	NexGlow Solutions requires a standardized onboarding and training process to improve onboarding consistency, reduce early employee turnover, and increase workforce productivity across departments. Current onboarding practices are informal and inconsistent, resulting in knowledge gaps, delayed productivity, and increased managerial workload.

	2. Current Challenges
	3. Business Requirements
	No standardized onboarding process across departments
	Inconsistent employee training experiences
	Limited access to centralized onboarding documentation
	Delayed role readiness among new hires
	Increased dependence on managers and peers for guidance
	High employee turnover within the first 90 days
	Operational inefficiencies caused by onboarding-related errors
	ID
	Business Requirement
	NexGlow must implement a standardized onboarding process across all departments.


	Continued on next page...
	Amber Rogers Portfolio Project
	Page 5
	Business Requirements
	NexGlow Onboarding Improvement



	4. Functional Requirements
	ID
	Business Requirement
	FR-01
	The system shall provide employees with digital onboarding checklists.
	FR-02
	FR-03
	FR-04
	FR-05
	FR-06




	5.  Non-Functional Requirements
	ID
	Business Requirement
	NFR-01
	Onboarding resources must be accessible from multiple devices.
	NFR-02
	NFR-03
	NFR-04




	6.  Expected Business Outcomes
	Reduce onboarding inconsistencies
	Improve employee readiness
	Decrease early-stage turnover
	Reduce retraining efforts
	improve  operational efficiency across NexGlow
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	Future-State Recommendations
	1.  Purpose
	NexGlow Solutions requires a standardized onboarding and training process to improve onboarding consistency, reduce early employee turnover, and increase workforce productivity across departments. Current onboarding practices are informal and inconsistent, resulting in knowledge gaps, delayed productivity, and increased managerial workload.

	2.  Recommendations Summary
	The recommendations below outline key initiatives to create a consistent and efficient onboarding process.
	Standardize the Onboarding Process
	Implement Role-Specific Training Paths
	Centralize Onboarding Documentation
	Introduce Checklists & Progress Tracking
	Improve Cross-Department Communication
	Ensure Early System and Resource Access
	Review and Maintain Onboarding Materials

	Continued on next page...
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	3.  Detailed Recommendations
	Recommendation
	Description
	Key Benefits
	Owner
	Standardize the Onboarding Process
	Implementing Role-Specific Training Paths
	Centralize Onboarding Documentation
	Introduce Progress Tracking
	Improve Cross-Department Communication
	Ensure Early System & Resource Access
	Review & Maintain Onboarding

	4. Expected Outcomes
	Reduce onboarding inconsistencies
	Improve employee readiness
	Decrease early-stage turnover
	Reduce retraining efforts
	improve  operational efficiency across NexGlow
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	KPI Details & Success Metrics
	1.  Purpose
	The following Key Performance Indicators (KPIs) and success metrics will be used to measure the effectiveness of the proposed onboarding and training improvements at NexGlow Solutions.

	2.  KPI Details
	KPI
	Target Goal
	Metric Measurement
	Timeline
	90-Day Employee Turnover Rate
	Time-to-Productivity
	Onboarding Completion Rate
	Training Readiness Score
	Onboarding Operational Errors


	3.  Success Metrics
	Successful implementation will be measured by:
	Reduced employee turnover
	Faster employer readiness
	Improved onboarding consistency
	Fewer onboarding errors
	Improved operational efficiency

	4.  KPI Review Schedule
	KPI
	Review Frequency
	90-Day Employee Turnover Rate
	Quarterly
	Time to Productivity
	Quarterly
	Onboarding Completion Rate
	Monthly
	Training Readiness Score
	Quarterly
	Onboarding Operational Errors
	Monthly
	KPIs will be reviewed regularly to ensure progress towards goals and to identify opportunities for continuous improvement
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	Business Impact
	The implementation of a standardized onboarding and training framework at NexGlow Solutions is expected to create measurable improvements in operational efficiency, employee readiness, and workforce retention across the organization.
	By improving onboarding consistency and providing employees with structured training resources, the organization is expected to reduce early-stage employee turnover, decrease onboarding operational disruptions, and improve overall employee productivity. Standardized onboarding procedures will also reduce the amount of time managers spend providing repetitive guidance and correcting preventable onboarding errors, allowing leadership teams to focus on operational priorities and team performance.
	Centralized onboarding documentation and role-specific training paths are expected to improve knowledge accessibility, employee confidence, and onboarding completion rates while reducing reliance on informal peer training and inconsistent onboarding practices. Improved communication and coordination between Human Resources, managers, and training coordinators will further strengthen onboarding accountability and process efficiency.
	The proposed improvements are expected to generate the following business benefits:
	Expected Business Benefits
	Reduced 90-Day Employee Turnover
	Faster Employee Time-to-Productivity
	Improved Onboarding Consistency
	Reduced Managerial Workload
	Fewer Onboarding Errors
	Increased Employee Engagement
	Scalable Onboarding for Future Growth
	Improved Operational Efficiency
	Overall, the onboarding improvement initiative will support NexGlow Solutions’ long-term operational goals by creating a structured, efficient, and scalable employee onboarding experience that enhances both employee performance and organizational effectiveness.
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