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Project Overview — Scope Selection & At-a-Glance Summary

Step 1: Select your project track Step 2: Complete your project summary

Process Name

[ 1A | Service/BPO

AHT reduction, Ticket resolution time, Customer response time L
Problem in Brief

[ 1 B | Operations / Industrial Project Goal

Engineering response time, Maintenance turnaround, Work order completion
Baseline Value

[X] C | Corporate / Admin Target Value

Approval cycle time, Hiring process lead time, Procurement turnaround

Project Sponsor

Mark your chosen track with an X in the checkbox above.



DEFINE — Problem Statement

A strong problem statement answers three questions: WHEN does it occur? What is the GAP from target? What is the IMPACT on the m
business or customer?
WHEN GAP IMPACT
When and where does the problem occur? What is the measurable gap from the target? What is the business or customer impact?
Since Q1 2025, onboarding across all departments Current avg. onboarding: 28 days | Target: 20 days PHP 4.2M/year estimated productivity loss (25
consistently exceeds the 20-day target. Of 500 | Gap: 40% hires/month x avg. 8 lost days x PHP 700/day
records analyzed, 308 cases (61.6%) failed the loaded cost).
target — a systemic, widespread failure. Sigma Level: 1.80 | DPMO: 308,537 | Std Dev: 6.4
days | Range: 15-42 days | Cpk: 0.20 (far below Employee satisfaction: 58% avg (target >85%).

As of Q1 2025, all departments are affected. IT and minimum 1.0) Manager frustration: 52%. 18% of new hires
HR defects account for 31.8% of total delay events. report intention to leave within 90 days.

Failure rate is highest in Tech roles (74%) vs. Admin
roles (51%).

Your Complete Problem Statement:

As of Q1 2025, the employee onboarding process averages 28 days against a 20-day SLA target — a 40% gap — with a process sigma of 1.8c (DPMO: 308,537) and cycle time
variation of 15-42 days across departments. The primary defect drivers are IT provisioning delays (101 cases, 20.2%) and incomplete paperwork (58 cases, 11.6%), together
accounting for over 31% of all failure events. This results in estimated annual productivity losses of PHP 4.2M and employee satisfaction scores 27 percentage points below target.




DEFINE — Project Charter

Business Case

Problem Statement

Goal Statement

Project Scope

Team

Expected Benefits

Employee onboarding directly impacts time-to-productivity, retention, and employer brand. With 300 new hires/year and an avg.
8-day overrun per hire, the organization loses PHP 4.2M annually in delayed productivity. Improving onboarding supports the
2026 Talent Strategy goal of reducing 90-day attrition by 15%.

As of Q1 2025, the onboarding process averages 28 days vs. a 20-day target (40% gap), with a sigma level of 1.8a (DPMO:

308,537) and cycle time variation of 15-42 days. IT provisioning (101 cases) and incomplete paperwork (58 cases) are the primary
root causes, costing PHP 4.2M/year in lost productivity.

Reduce average onboarding cycle time from 28 days to <18 days and improve sigma level from 1.8c to 23.5¢ (DPMO from 308,537
to <22,750) by September 30, 2026.

IN SCOPE: Offer acceptance — Day 1 productivity, all Philippine-based departments. OUT OF SCOPE: International hires, executive
onboarding, contractor onboarding, post-Day 30 training.

Define: Feb 2026 | Measure: Mar 2026 | Analyze: Apr 2026 | Improve Pilot: Jun 2026 | Control Handoff: Sep 2026

Black Belt: Aguirre, Victor C. | Sponsor: HR Director | Process Owner: HR Manager | Core Team: Adriano (HR), Carretero (IT),
Payroll Lead, Training Lead

PHP 4.2M/year productivity recovery | 35.7% reduction in onboarding cycle time | Sigma improvement: 1.8 — 3.50 | Employee
satisfaction increase target: 58% — 285%



DEFINE — SIPOC Diagram

Complete all 5 columns. Define the start and end step of your process in the PROCESS column. Each row = one entry per column.

SUPPLIERS INPUTS PROCESS OUTPUTS CUSTOMERS

Who provides inputs to the What materials, data, or 4-6 high-level process steps: What does the process Who receives the output?
process? information enters the produce?
?

process: 1. Initiate Onboarding (Day 0) TR
1. Hiring Manager 2. Collect & Complete 1. Employee Ready to S

1. Accepted Job Offer 2. Hiring Manager
2. HR Department # Paperwork (Day 1-5) Work < <
3. IT Department ) Enll A e s 3. IT Equipment & System Setup 2. Completed Documents b ARl e
4 Treitiag e 3. Laptop & System Access (Day 1-7) 3. Working Laptop & 4. IT/ Payroll

4. Orientation Materials 4. Payroll & Compliance Setup Access

(Day 5-10)

4. Orientation Completed
5. Conduct Orientation &

Training (Day 10-20)
6. Employee Ready to Work
(Day <20)



MEASURE — Data Collection Plan

CTQ Metric Operational Definition

Calendar days from signed offer letter to

Onboarding Cycle Time employee Day 1 productivity clearance

Count of onboarding records exceeding 20-

Del :
elay Cause Category day target, categorized by root cause

Days from IT ticket creation (Day 0) to full

IT Provisioning Lead Time
3 system access confirmed

Employee Satisfaction Post-Day 5 survey score on onboarding
Score experience (scale 1-100)

Data Type

Continuous

Discrete

Continuous

Continuous

Collection Method

HRIS system export +
manual log sheet

HRIS defect log + manual
tagging

IT ticketing system
(ServiceNow)

Automated survey (email
link)

Define exactly what you will measure, how you will collect it, and how you will ensure the measurement system is reliable (MSA/VMS).

Sample Size

n=300/year
(all hires)

n=100% of
hires

n=100% IT
tickets

n=100% of
new hires

Who Collects

HR Compliance Officer

HR Green Belt Lead

IT Manager

HR Business Partner

MEASURE

Frequency

Per hire event

Weekly batch
review

Daily

Per hire (Day 5)

MSA / VMS Note (15-2-20 Rule):

MSA Completed — % Gauge R&R: 8.3% v PASS (below 20% threshold) | NDC: 6 v PASS (adequate discrimination) | Bias: +0.4 days v ACCEPTABLE | Verdict: MEASUREMENT SYSTEM

IS CAPABLE — proceed with full data collection.




MEASURE — Baseline Performance & Sigma Level

BASELINE DATA CHART Process Performance Summary

Run Chart: Onboarding Cycle Time — Baseline (n=500, shown: 100 records)

. .. 500 onboarding
S UCL = 474 Total Units / Opportunities: records
50 - —— Target=20d - LCL = 9d
................................................................................................................................................................................... 308 defeCtS (Cycle
61.6% exceed H .
b Total Defects / Failures: I

DPU =0.616

Defects Per Unit (DPU): (61.6% defect rate)

DPMO: 308,537 DPMO

AR |
U‘ Current Sigma Level: 1.8¢ (Baseline

Sigma Level)

Cycle Time (Days)

L0 OSSR PR
Process Average (Mean): 28.0 days
0 T T T T T T
0 20 40 60 80 100
A 6.4 days | Cpk =0.20
Sample Number (Onboarding Record) Standard Deviation: Procesi [5‘ NgT capabIL
VMS / Gauge R&R Result:

% Gauge R&R: 8.3% (PASS) | NDC: 6 (PASS) | Bias: +0.4 days (ACCEPTABLE) | Verdict: PASS — Measurement System is Acceptable for this Study




ANALYZE — Root Cause Analysis: Fishbone (Ishikawa) Diagram

List all potential causes under each 6M category. Then validate with data to identify the Vital Few. Do not stop at symptoms — drill to root

causes.
MACHINE METHOD MATERIAL

Manual IT provisioning (n * Serial processing — IT New hire forms incomplete —

automation) waits for all paperwork missing SSN or add: ess
* Badge system not linked to before starting ° Laptops Ol'def’ed individually

HRIS * Manual email handoffs ) gﬁdml’ ’Zaf’ htme)d ’
* No onboarding tracking between HR and IT Sl T e MR

. . (prone to errors)
dashboard * Monday-only orientation
(causes 1-week delay) EFFECT

Onboarding Cycle Time

Exceeds 20-Day Target
(Avg. 28 days | 1.80 |
DPMO: 308,537)

MAN / PEOPLE MEASUREMENT ENVIRONMENT

No single onboarding case * No real-time onboarding High hiring volume
owner per hire cycle time dashboard (25/month) strains IT and HR
* Manager approvals delayed 3  Manual HRIS data entry — * Inconsistent process steps
—1.5 Flays VA e T acros§ .d.epartments
* Hiring managers unaware of «  No automated SLA alerts * No digitized document
correct software bundles submission portal

or escalation triggers



ANALYZE — Pareto Analysis: Identifying the Vital Few Root Causes

Step 1: Rank causes by frequency. Step 2: Calculate cumulative %. Step 3: Build Pareto chart. Step 4: Identify the Vital Few (causes that drive
~80% of the problem).

Cause / Root Cause Category Frequency Count % of Total Cumulative % Vital Few? PARETO CHART

Pareto Chart — Employee Onboarding Delay Causes (n=500) ke

IT System Access Not Provisioned 101 20.2% 20.2% v YES I Vol Few (<80% ne)
1204 I Tivil M L 1o

Laptop Not Delivered 58 11.6% 31.8% v YES
Incomplete New Hire Paperwork 58 11.6% 43.4% v YES 2 Lj

z 5
Manager Approval Delays 43 8.6% 52.0% — No £ Y
HR Data Entry Errors 40 8.0% 60.0% — No I 20%
All Other Causes (10 categories) 200 40.0% 100% — No

[T System LaptopNot ~ Incomplete Manager HR Data Background Training All Other
Access Delvered Paperwork  Approvals  Entry Errors Check Unavailable Causes

Validated Root Causes (Confirmed by both Fishbone and Pareto):

1. IT system access not provisioned on time — 101 cases (20.2%) | Root cause: Manual provisioning with no automation trigger 2. Incomplete new hire paperwork
— 58 cases (11.6%) | Root cause: No digitized smart form or submission validation 3. Manager approval delays — 43 cases (8.6%) | Root cause: No SLA
enforcement or auto-escalation rule




ANALYZE — Hypothesis Testing: Validating Root Causes with Data

Use hypothesis testing to confirm that your suspected root causes are statistically significant. Select the right test based on your data type.

Test Selection Guide

Continuous vs. Continuous

Continuous vs. Categorical

Categorical vs. Categorical

Non-normal / Small sample

Proportions / Defect rates

2-sample t-test, ANOVA

ANOVA / Levene's Test

Chi-Square Test

Mann-Whitney, Kruskal-Wallis

2-Proportions Test

Your Hypothesis Test Results

Null Hypothesis (H,):

Alternative Hypothesis (H,):

Test Selected:

Test Statistic:

Decision Rule:

Conclusion:

Key Principle: Statistical significance must be demonstrated for at least your primary root cause before moving to the Improve phase.




IMPROVE — Solution Selection Matrix

Rate each solution against each criterion: 1 = Low, 3 = Medium, 5 = High. Select the highest-scoring solution(s) that directly address your |MPR0VE
validated root causes.

Solution / Countermeasure Add'f:j::,ROOt Ease of Implement. Speed to Results Cost Effectiveness Sustainability Total Score m

Automated IT Provisioning (Role-Based Access

. . . 5 5 5 4 5 24 SELECT
via HRIS integration)
Smgrt l?lgltal Onpoardmg Portal (e-forms + 5 4 4 4 5 22 SELECT
validation + reminders)
24—Hou.r Manager Approval SLA with Auto- 4 5 5 5 4 23 SELECT
Escalation Rule

+

Safety Stock Laptop Inventory + Kanban 3 3 3 2 3 14 Consider

Replenishment (5 units)

Selected Solution(s) and Rationale:

Solutions A, B, and C are SELECTED (scores: 24, 22, 23). All three directly target the statistically validated root causes: IT provisioning delay (Solution A), incomplete
paperwork (Solution B), and manager approval bottlenecks (Solution C). Together they address 40.4% of all defect causes. Solution D is considered as a supporting
action but is not a primary countermeasure.




IMPROVE — Implementation Results: Before vs. After Comparison

What Was Implemented
Solution 1: Automated IT Provisioning — HRIS-to-ServiceNow API integration deployed Apr
2026. Role-based access scripts auto-create Email, Slack, and ERP accounts within 2 hours of Metric BEFORE AFTER | % Change

offer acceptance confirmation.

Solution 2: Smart Digital Onboarding Portal — Web-based e-form system with mandatory Primary Metric 28.0days 17.3 days -38.2%
field validation, automated reminders at Day 1/3/5, and real-time completeness tracker.
Deployed May 2026.
Sigma Level 1.80 3.60 +1.80
I Pilot scope: 75 new hire onboarding cases (3-month pilot, Jun-Aug 2026)
DPMO 308,537 17,864 -94.2%
Pilot duration: June 1, 2026 to August 31, 2026
Secondary Metric 58% 86% +48.3%
Statistical Validation: Before vs. After Pilot — Onboarding Cycle Time Distribution

38.2% Reduction | 1.80 - 3.60 | DPMO: 308,537 —» 17,864

Test used: 2-Sample t-Test (Before=500 records, After=75 pilot records) 50 1 = P e
p-value: 0.0000 (p < 0.0001) Alpha (a): 0.05 t-statistic: 12.3

Result: STATISTICALLY SIGNIFICANT

Conclusion: The improvement IS confirmed. Avg. cycle time reduced from 28.0 to 17.3 days
(38.2% reduction). Sigma improved from 1.8c to 3.60. DPMO reduced 94.2% from 308,537
to 17,864. Cpk improved from 0.20 to 1.05 (now CAPABLE).

°
°

30

Median: 28d
IQR: 10d
Range: 10-48d

Cycle Time (Days)

10 o ]

BEFORE AFTER PILOT
(n=500, Baseline) (n=75, Jun-Aug 2026)




CONTROL — Control Plan

The Control Plan documents HOW the improvement is sustained. Every CTQ must have a measurement method, owner, and a clear
response plan if the process goes out of control.

Process Step Spec / Target Measurement Method Frequency Response Plan (if Out of Control)

Out-of-Control Rules (Nelson / Western Electric):

1 point beyond 3c | 2 of 3 points beyond 20 | 4 of 5 points beyond 1o | 8 consecutive points on one side of the mean | Any of these patterns signals an out-of-control condition
requiring investigation.




CONTROL — Sustainability & Process Owner Handoff Plan

SOPs & Work Instructions Updated Training Completed

Document name: SOP-HR-001 — Employee Onboarding Standard Process Who was trained: All HR Officers (8), IT Provisioning Team (4), All Hiring
(v2.0) Managers (22), Training Team (3)
Version: v2.0 | Effective date: September 1, 2026 * Training method: e-Learning module (30 min) + live Q&A session + job aid
Location: HR SharePoint > Policies > Onboarding > SOP-HR-001 card
Approved by: HR Director / VP Human Resources * Training date: August 15-29, 2026 (phased rollout)
* Completion evidence: LMS completion report (100% rate required before
go-live)
Chart type: X-bar & R Control Chart (cycle time) + Dashboard KPI scorecard Process Owner: HR Manager — Talent Operations
(HRIS) Handoff date: September 1, 2026
Review frequency: Daily IT/paperwork alerts | Weekly cycle time review | Acknowledgment status: SIGNED — September 1, 2026
Monthly exec dashboard Follow-up reviews: 30-day (Oct 1) | 60-day (Nov 1) | 90-day (Dec 1, 2026) —
Reviewed by: HR Green Belt (weekly) | HR Director (monthly) | HRLT final closure report
(quarterly)

Escalation trigger: Any week avg. >20 days OR 2+ consecutive points beyond
20 on control chart

Reminder: A project is not complete until the Process Owner has formally accepted control and a monitoring mechanism is in place.




PROJECT RESULTS SUMMARY

Your Black Belt Certification — Final Evidence at a Glance

% Improvement Sigma Gain
28.0d 17.3d 38.2% +1.8
.0 days .3 days 2% .80
1.80 | DPMO: 308,537 3.60 | DPMO: 17,864 improvement achieved sigma level

Project Takeaways — Complete all four fields

Root Cause: IT system access not provisioned on time (101 cases, 20.2%) and incomplete new hire paperwork (58 cases, 11.6%) — statistically validated via
2-sample t-test (p<0.0001) and Chi-Square (p<0.00001).

Solution: (1) Automated HRIS-to-IT provisioning APl — eliminates 8.2-day IT delay. (2) Smart Digital Onboarding Portal with e-forms and auto-reminders. (3)
24-hr Manager Approval SLA with auto-escalation. Deployed Jun-Aug 2026.

Impact: PHP 4.2M/year productivity recovery | Onboarding reduced from 28 to 17.3 days (-38.2%) | Sigma: 1.8¢ = 3.60 | DPMO: 308,537 — 17,864
(-94.2%) | Cpk: 0.20 = 1.05 (now CAPABLE) | Employee satisfaction: 58% — 86%.

Sustained: Controlled via X-bar & R Chart + HRIS KPI dashboard (weekly review). SOP-HR-001 v2.0 effective Sep 1, 2026. Process Owner: HR Manager —
Talent Operations. 30/60/90-day follow-up reviews scheduled.
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