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About This Guide

This document presents the DYMARIS Workforce Integration & Onboarding Framework, a structured operating
model designed to support consistent onboarding, role development, and workforce continuity across programs
and departments.

The framework reflects operational practices that members of the DYMARIS team have implemented in complex
program environments.

Those experiences consistently demonstrated that onboarding problems are rarely caused by motivation or
capability. In most cases, onboarding failures occur because documentation is scattered, expectations are unclear,
and ownership of onboarding activities is informal.

The purpose of this guide is to provide organizations with a disciplined structure for integrating new staff quickly
while preserving operational knowledge as teams grow, rotate personnel, or transition responsibilities.

The framework is technology-agnostic and can operate across different collaboration environments.
Implementation examples referenced in this guide reflect enterprise tools commonly used across government and
corporate programs, such as Microsoft 365 and Google Workspace.

How to Use This Framework

This framework is a practical operating guide for operational leaders, program managers, HR partners, and team
leads responsible for integrating new staff into operational roles.

Organizations can adopt the framework incrementally. It does not require an entire organization to change
simultaneously to begin delivering value. Recommended starting points:

- Apply the Quick Start and Non-Negotiables first to gain early traction with minimal disruption.
-> Use the role-based structure and ownership rules in areas where onboarding friction is highest.
- Use the lifecycle, KPI, and troubleshooting sections to refine the model over time.

-> Review the framework quarterly and update as the organization or program evolves.

On-Site, Hybrid, and Remote Support

This framework supports on-site, hybrid, and fully remote teams. A dedicated onboarding hub and shared record
space ensure that every new staff member begins with the same clear structure regardless of location.
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On-site staff benefit because orientation materials and operational documentation are already organized. Remote
and hybrid staff avoid isolation because onboarding paths are visible, structured, and accessible in real time.

The same structure also supports ongoing skill development by turning onboarding paths into living development
records that managers can use when expanding team capabilities.

Executive Summary

Many organizations treat onboarding as an administrative orientation process rather than an operational
integration process. As a result, new employees often begin their roles without clear expectations, structured
learning paths, or reliable access to documentation.

These conditions typically lead to several recurring operational problems:

* Repeated questions from new staff — slowing down experienced team members
* Duplicated documentation and inconsistent procedures across teams

* Delays before employees can contribute effectively to program delivery

* Knowledge loss when personnel transition between roles or programs

The DYMARIS Workforce Integration Framework addresses these issues by introducing a small number of
structural rules that bring clarity and discipline to onboarding operations.

What the Framework Establishes

When implemented consistently, the model shortens onboarding timelines, strengthens knowledge continuity,
and improves coordination across teams. The framework establishes:

One onboarding path per role Centralized documentation

Prevents conflicting documentation and duplicate checklists. Operational knowledge survives staff
transitions.

Structured intake methods Visible progress tracking

Replaces fragmented email communication with defined processes. Managers and teams maintain clear

sight lines on integration status.

Defined role ownership Governance and review cadence

Every role path has a primary owner and a backup owner. Quarterly reviews keep the framework
aligned with program needs.
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Framework Lifecycle

The DYMARIS Workforce Integration Framework organizes onboarding and workforce development around a five-
stage structured lifecycle. Each stage builds on the previous, creating a continuous operational system rather than
a one-time onboarding event.

STAGE PHASE DESCRIPTION

Integration begins before the employee's first day. Access credentials,
Pre-Boarding onboarding resources, documentation, and role expectations are prepared in
Preparation advance. This prevents the common situation where new staff spend their first
days waiting for instructions or system access.

New hire information, role assignments, and onboarding tasks are captured
through structured intake tools such as digital forms or onboarding applications.
Structured intake replaces fragmented email communication and provides
visibility into onboarding progress.

2 Structured Intake

A centralized onboarding hub provides new staff with immediate access to
essential resources. This hub includes role documentation, onboarding
instructions, operational policies, and training materials — all in a single
discoverable location.

3 Onboarding Hub

Each role follows a structured integration path where expectations, progress
Role Integration updates, blockers, and development milestones are documented in a shared
Path collaboration workspace. Managers and team members maintain visibility
throughout.

Contintlows After initial onboarding, the same structure supports long-term development
5 and skill expansion. The system becomes a living operational record that
Development . . i
preserves institutional knowledge during staff transitions.

Core Structural Principles

The framework is built on six structural principles. Each principle is designed to address a specific failure mode
common to unstructured onboarding environments.

PRINCIPLE WHAT IT MEANS IN PRACTICE

Avoid multiple conflicting onboarding documents or checklists. A single
One record onboarding path per role authoritative path per role eliminates confusion about which version is
current.
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Expectations and progress updates remain visible to the team — not
Shared role workspaces buried in private email threads or individual folders that disappear when
staff rotate.

Documentation remains discoverable during staff transitions. When

Central knowledge base . . .
g someone leaves, their operational knowledge stays with the program.

Digital forms or onboarding applications replace ad-hoc requests.
Structured intake Structured intake ensures consistent data capture and creates an
auditable record of onboarding actions.

Cross-team initiatives have one designated coordination hub. This
Hub-and-spoke coordination reduces duplication and ensures all stakeholders reference the same
source of truth.

Each role path has a primary owner and a backup owner. This prevents
Two owners per role path single points of failure when the primary owner is unavailable or
transitions out.

Why This Matters for Government and Enterprise Programs

Government and enterprise programs frequently experience workforce transitions due to contract changes, staff
rotation, and program expansion. Without structured onboarding processes, these transitions can disrupt
operational continuity, delay delivery timelines, and create compliance risk.

A disciplined integration framework helps programs maintain stability by ensuring documentation, training
materials, and role expectations remain accessible regardless of personnel changes. Programs that adopt
structured onboarding models consistently experience:

Faster Onboarding Stronger Documentation Fewer Disruptions

Shorter timelines from first day to Operational knowledge captured in Structured handoffs during staff

full contribution, reducing shared systems survives personnel rotations preserve program

disruption to active programs. changes and contract transitions. momentum and stakeholder
confidence.

Technology Implementation

Microsoft 365 Reference Implementation

Many organizations implement this framework using Microsoft 365 collaboration tools that already exist within
their enterprise environment. The following describes a reference implementation using three integrated
components:
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A dedicated SharePoint site serves as the central onboarding portal. The site contains role
SharePoint guides, onboarding checklists, operational documentation, training materials, and links to
Onboarding Hub internal systems. Instead of distributing lengthy slide presentations or scattered folders,
new staff access all onboarding resources from a single discoverable hub.

A lightweight Power Apps application supports the onboarding process through structured
workflows. The application includes onboarding intake forms, automated task checklists,
progress tracking dashboards, and links to required documentation. Managers and
operations teams can monitor onboarding progress while new staff complete tasks within
a structured interface.

Power Apps

Application

Shared collaboration spaces such as Microsoft Teams provide the role workspaces where
expectations, updates, and coordination occur. These workspaces function as the
operational record path for all onboarding activities — ensuring visibility across the team
rather than private channels.

Collaboration
Workspaces

Definition of Record Path

A Record Path is the primary shared workspace where onboarding expectations, progress updates, and
operational coordination are documented for a role.

The record path ensures that onboarding knowledge remains visible to the team rather than stored in private
communication channels — where it cannot be accessed when personnel change.

Governance Structure

Effective framework implementation requires clear ownership at each level of the organization. The following
structure defines accountability from executive leadership through individual contributors.

ROLE RESPONSIBILITY

Provides strategic direction and resolves major program decisions. Accountable

Executive Sponsor . .
P for framework adoption at the organizational level.

Maintains framework governance and review cadence. Owns the framework

Operations / PMO . i
documentation and ensures quarterly reviews occur.

Support adoption and enforce ownership accountability. Coordinate with

HR / Workforce Leads . . . . .
/ operations to align onboarding processes with HR policies.
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Oversee operational execution of onboarding paths within their programs.

Program / Project Leads
& / ) Accountable for role-level outcomes.

Maintain role documentation, onboarding resources, and learning paths. Each

ReSs e role has a primary owner and a designated backup.

Follow documentation and collaboration standards established by the

All Staff
@ framework. Contribute to shared workspaces and update records as they learn.

Implementation Roadmap

Organizations can implement this framework in phases. The roadmap below provides a structured approach that
delivers early wins while building toward full adoption.

TIMELINE ACTIONS

Establish governance structure and identify pilot roles. Assign primary and backup owners for
Weeks 1-2 each pilot role path. Conduct a documentation audit to identify what exists and what needs
to be created.

Centralize onboarding documentation and launch the onboarding hub. Migrate existing

Weeks 34 . S . _—

onboarding materials into the central hub. Remove duplicate or conflicting documents.
Weeks 5-8 Apply the hub-and-spoke coordination model across teams. Remove duplicate trackers. Begin

using structured intake for all new onboarding actions.

Conduct quarterly framework reviews and incorporate improvements. Monitor onboarding
Ongoing KPIs. Update role paths as programs evolve. Expand adoption to additional roles and

departments.

About DYMARIS

DYMARIS is a management consulting and operational delivery firm headquartered in Reston, Virginia. The
company provides mission and operational support across government agencies and enterprise organizations,
with service area coverage nationwide and globally.

The Workforce Integration & Onboarding Framework described in this guide reflects operational practices
developed and implemented by members of the DYMARIS team across complex program environments.

Core Capability Areas

Enterprise Technology Workforce Solutions Program Coordination

Logistics & Supply Chain Facilities Management Program Support Services
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