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Instead of testing lots of use
cases across the company,

pick one area and go deep.

- Harvard Business Review
STOP RUNNING SO MANY Al PILOT
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’I Why transforming readiness
matters more now

Readiness pressures are now compounded by For Process Excellence leaders, the strategic question
structural workforce dynamics. Organizations are is therefore larger than, “How do we train faster?” It
introducing new tools. Al-enabled workflows and is, “How do we reduce time to competent execution,
redesigned processes are shifting role expectations, support performance in the moment of work, and
while experienced employees are leaving. Frontline preserve the institutional judgment that keeps
managers are being asked to absorb more change processes stable while transformation is underway?”
with less support. What looks like a training shortfall This is clearly a process continuity issue directly tied to
on the surface is often a broader workforce continuity business resilience.

problem underneath.

Operational pain shows up in margin,
speed, quality, and continuity — not just
in training completion.
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The process
connectivity problem

Many organizations still diagnose workforce performance
problems too narrowly. A ramp issue gets labeled an
onboarding problem. Execution inconsistency gets
labeled a coaching problem. Retiring experts become a
documentation problem. But in practice, these are not
separate issues. They are connected.

Hiring is anchored to yesterday’s role definitions.
Onboarding does not reflect the future-state process.
Support disappears once employees go live. And
critical know-how remains locked inside top performers
instead of being converted into scalable experiences
that build capability at scale.

This is why workforce transformation should be
viewed as an execution system, not a content system.
Process change does not take hold when a new SOP

is published or a curriculum is launched. It becomes
real when hiring criteria, readiness pathways, in-work
support, and knowledge continuity are deliberately
designed to reinforce one another.

For Process Excellence teams, that distinction matters. If
the organization treats workforce change as a collection
of isolated interventions, it will continue to absorb
friction at every handoff. If it treats workforce change

as an integrated operating layer, it can reduce ramp
variability, improve adoption, and sustain performance
through transitions.

What looks like a training issue is often a role readiness,
execution, and knowledge loss issue underneath.

Training is only one layer. The operating
problem spans role design, readiness,
execution support, and knowledge continuity.
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What Process Excellence
leaders are really solving

Process Excellence leaders are not typically chartered to
improve learning in the abstract. They are accountable
for adoption and improvements in throughput, quality,
compliance, reliability, and cost to serve. Workforce
transformation only becomes strategically relevant when
it helps improve those outcomes in measurable ways.

To address that mandate, many Process Excellence
leaders are turning to Al. The question is no longer
whether Al belongs in the employee lifecycle. It is how
to use Al, immersive practice, and execution support to
deliver results.

They need to stabilize the system and reduce operating
drag by creating a faster path to proficiency for new
hires, less ramp-period rework, more consistent
execution in high-variation environments, and less
dependency on a shrinking pool of veteran employees.

The deeper transformation thesis is that the
employee lifecycle is not merely an HR workflow;

it is a performance architecture. Each stage either
compounds or reduces operational risk, and the
organizations that connect those stages intentionally
are better positioned to absorb change without
sacrificing execution.
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The practitioner signal

Al strategy is often discussed at a high level, but practitioner demand tends to reveal where
operational urgency is strongest. In a recent live poll of 246 Process Excellence Network

attendees during the ‘Al in PEX” webinar The Missing Ops Story in Al: From Pilots to Enterprise
Scale RO, leaders were asked to identify the stage of the employee lifecycle where an Al-

enabled intervention could most directly improve a real operating KPI. Responses clustered
around two priorities, readiness and knowledge continuity.

The pattern is meaningful. For many operational leaders, the first
problem to solve is not broad Al transformation; it is shortening
4 5 O/ ’I 5 O/ the path to competent performance. It also shows that protecting
O O critical expertise, before it exits the system, is urgent. Support in
prioritized agentic prioritized the flow of work and structured hiring remain important, but they

onboarding execution support are more often understood as part of the longer-term operating
model rather than the immediate starting point.

When asked where to deploy their first high impact Al pilot,
nearly 70% of practitioners chose either accelerating readiness
or protecting expert knowledge. That is where the operational

2 4 O/O 3 O/O demand signal is strongest today.

prioritized prioritized
knowledge capture structured hiring
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The hire-to-retire

operating model

The most useful strategic frame is not a list of disconnected Al use cases. It is a connected
hire-to-retire operating model in which each intervention strengthens the next. Hiring
improves the quality of entry into the system. Onboarding reduces time to certified
readiness. In-the-flow-of-work support strengthens first-time-right execution. Knowledge
capture preserves judgment, exception handling, and tacit expertise before it disappears.

The opportunity is
not one Al pilot. It is a
connected operating
model across the
employee lifecycle.

Seen through this lens, the employee lifecycle becomes
an operating chain rather than an administrative
sequence. Decisions made upstream shape performance
downstream. Weak selection increases ramp burden.
Weak onboarding amplifies execution variability. Lack of
support increases errors and rework. Failure to capture

expertise increases fragility as experienced workers leave.

For Process Excellence leaders, a connected model offers
a more practical roadmap than “pilot Al somewhere.”

It helps identify where interventions can compound

over time, creating a workforce system that improves
readiness, execution, and continuity together rather than
one at a time.

FDONITTIDOXT SSID0Ud 404 IV 3Dd04HdOM



Why onboarding
IS crucial

The practitioner signal underscores the importance content and inconsistent local coaching, the business
of onboarding and the PEX lens explains why. The experiences a lag between intended change and
operational cost of slow readiness is visible almost actual execution.
immediately in the form of longer time to proficiency,
higher supervisor burden, more variation during ramp, Fit-for-purpose onboarding is essential in a broader
more rework, and lower confidence in new hires during workforce transformation strategy. It offers a near-
live performance conditions. term opportunity to reduce days to readiness and
ramp period friction, while also establishing the
Onboarding is where the gap between process design data, orchestration patterns, and behavioral practice
and role execution first becomes visible. If the mechanisms that can later extend into support,
organization has redesigned workflows, introduced reskilling, and knowledge transfer.

new tools, or changed service expectations, but new
employees are still being brought in through static

McKinsey describes modern onboarding as a “launchpad”

for impact, not a checkbox exercise—when you redesign it
around real work, you see faster contribution and stronger
performance from day one.

SOURCE: McKinsey, “From orientation to impact: Rethinking how we prepare new hires,” 2025.
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Why knowledge capture
IS the second vital move

If onboarding addresses readiness risk at the front end of the
system, knowledge capture addresses continuity risk at the back
end. Retirement-driven expertise loss is often discussed as a
demographic issue, but operationally it is more consequential

than that. What leaves with experienced employees is not just
“experience” in the abstract. It is the operation’s ability to efficiently
perform exception handling, process judgment, troubleshooting
logic, workarounds, and informal safeguards that keep systems
stable under pressure.

Most enterprise knowledge does not live neatly inside formal
documentation. It is embedded in experts’ decisions, conversations
and accumulated pattern recognition. Once those experts leave,

the organization typically rediscovers the value of their knowledge
through slower ramp, avoidable mistakes, inconsistent responses, or
increased reliance on a shrinking number of veterans who become
single points of failure.

02 03

Single point Structured
of failure risk interviews
and coaching

KNOWLEDGE CAPTURE = CONTINUITY

From a Process Excellence perspective, every retiring expert is a
potential single point of failure in the process. The risk is not just a
vacancy. It is a walking process dependency that can turn one person’s
exit into systemic performance instability. Knowledge capture should
therefore be treated as a strategic imperative and a capability to

be built, not a documentation exercise. When expert coaching

and interviews are structured, converted into reusable assets, and
connected to onboarding and in-role guidance, organizations turn
individual expertise into organizational intelligence that improves
readiness for the next generation of workers.

Knowledge capture is how organizations turn retirement risk into
reusable operational intelligence.

ONBOARDING = READINESS

05 06

Onboarding and Stable

04

Tagged
knowledge assets

in-role guidance

performance
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Support in the
flow of work

Even the strongest onboarding model cannot
anticipate every real-world variation. Employees
still encounter edge cases, unfamiliar situations,
and high-pressure moments where performance
depends on access to guidance in context, not just
memory of prior training. That is why support in
the flow of work is a necessary layer in the lifecycle
model, not an optional extension.

For Process Excellence leaders, this matters
because process adherence often breaks down at
the moment of application. A team member may
be “trained,” but when conditions shift, customer
demands escalate, or equipment behavior changes,

employees need immediate support that helps them
execute correctly without pausing the operation or
escalating unnecessarily.

This is where Al coaching, roleplay reinforcement,

AR guidance, and just-in-time support become
operationally valuable. They reduce the distance
between formal readiness and live execution, turning
the workplace itself into part of the performance
system. In that model, support is not separate from
work. It is embedded in the conditions where work
succeeds or fails.

Readiness matters most when support is
available at the moment of execution.
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Where CGS Immersive

fits in the operating model

CGS Immersive he

organizations turn

process ambition i

workforce readine
and operational
behavior.

CGS Immersive is a workforce performance
partner that combines consulting, Al,

and immersive / XR technology to help
enterprises hire, onboard, and support
people in ways that move real operating
metrics. We are focused less on content
volume, training hours, the number of tools
you buy, or the time spent per FTE, and
more on the measurable gains in throughput,
quality, and continuity you derive.

Recognized by Fast Company on its
2026 list of the World’s Most Innovative
Companies, CGS Immersive is positioned
around Al and XR powered workforce
readiness, with a mandate to transform
how organizations hire, train, and develop
their workforces.

CGS Immersive’s model sits as the execution
layer between strategy and frontline
behavior, translating process ambition into
workforce readiness, knowledge continuity,

and in-work support across the hire to retire
lifecycle. Our work spans experience design,
Al-enabled roleplay and coaching, immersive
simulations, and just-in-time guidance in the
flow of work.

Traditional consultants often define the
“what.” CGS Immersive defines the “what”

and the “why” and then builds the “how.”

We operationalize strategy into the specific
keystrokes, conversations, and decisions that
move a priority metric when the stakes are live.

Our ecosystem of partners, including

global consultancies, blue-chip cloud and Al
platforms, and leading hardware and device
manufacturers, ensure our execution layer
integrates with the systems enterprises
already trust. For Process Excellence leaders
who have seen too many “slideware”
strategies stall in the last mile (or even earlier
on), our execution focus is how our vision for
workforce transformation becomes credible.

The goal is not more content. The goal is to make
process change usable in the work itself.
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Why the Cicero
Al Platform?

Cicero is CGS Immersive’s Al-driven end-to-end workforce readiness platform. For
Process Excellence leaders, it acts as the connective tissue between hiring, onboarding,
coaching, support, and knowledge capture, so each stage reinforces the next instead of
operating as a disconnected point solutions.

1 Upstream, Cicero supports structured interviewing and
C I Ce ro CO n n eCtS a more consistent role-fit assessment. In onboarding, it
. . accelerates practice, feedback, and readiness validation
| nte | | | ge n Ce a C rOS S through Al-powered roleplay and immersive scenarios.

In-role, it provides coaching, reinforcement, and guided
1 support in the flow of work. Downstream, it helps convert
t h e e m p | Oyee | IfeCyC | e expert knowledge into reusable assets that strengthen the
. . next cycle of hiring and onboarding.
instead of treating

The penultimate value of the Cicero platform is continuity

in process excellence. Cicero helps organizations build a
ea C h u S e Ca S e a S a connected capability system across hiring, onboarding,
. . support, and knowledge capture. The end-to-end solution
d d | solves Process Excellence leaders’ prevalent problem:
I S CO n n eCte p I Ot ¢ funding isolated Al pilots that never scale or resolve

broader execution problems.
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’I ’I Governance and
execution discipline

A connected workforce model still requires governance.

For Process Excellence and operations leaders, this
priority is less about any single methodology and more
about having a structured mechanism that keeps
workforce initiatives tied to real operational priorities.
Drifting and disconnected innovation streams are
increasingly distracting and expensive.

CGS Immersive designs programs that bring together
stakeholders responsible for throughput, safety,
quality, customer outcomes, labor, and continuity. This
helps to clarify where the real operational challenges
exist and to decide where workforce interventions will
matter most. Without a shared operating mechanism,
hiring, onboarding, support, and knowledge capture

can easily become separate programs owned by
different functions with different success metrics.

With shared governance, those programs become a
coordinated portfolio of interventions linked to common
business outcomes.

In practice, this means translating operational pain
points into role-level decisions, implementation
priorities, success measures, and governance
routines that keep the work moving from concept
to adoption. The impact comes from using existing
operational cadences wherever possible rather than
creating new bureaucracy.

Governance connects operational pain points

to workforce interventions and execution plans.
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Metrics and closing

perspective

The opportunity is bigger than a single Al use case. Process Excellence and operations
leaders need a hire-to-retire model. That is how they improve who enters the system,
how fast they become ready, how well they are supported in live performance, and how
effectively the business preserves expertise before it is lost.

The strongest first wave
opportunities are onboarding
and knowledge capture,
based on current practitioner
demand signals.

For a Process Excellence leader, the scorecard must

stay anchored in business and operational outcomes
rather than activity volume alone. This means evaluating
interventions across the lifecycle in terms of quality of hire,
days to readiness, ramp-period rework, first-time-right
execution, and the capture of critical knowledge.

The practitioner signal clearly suggests where to begin:
onboarding and knowledge capture. But the broader

value lies in treating those as starting points into a larger
operating model that connects hiring, readiness, support,
and continuity. That is how organizations move from
isolated workforce projects to real business transformation,
proven by measurable improvements in execution.
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CARDS

Days to

Ramp-period
rework

First-time-right
execution

Quality
of hire

Knowledge asset

readiness coverage




Workforce Al for
process excellence.

Connect with CGS Immersive’s experts to
explore how this hire-to-retire model maps

to your own metrics. We’ll help you identify
the right starting point for onboarding,
readiness, support in the flow of work,

and knowledge continuity.

SCHEDULE A CONVERSATION
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