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Becoming the Change That We Desire:
Case Studies of Effective Organizational

Change Management in the
Water/Wastewater Utility Industry

Thursday, February 7, 2019
1:00 – 2:30 PM ET
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How to Participate Today 

• Audio Modes

• Listen using Mic & 
Speakers

• Or, select “Use 
Telephone” and dial the 
conference (please 
remember long distance 
phone charges apply).

• Submit your questions using 
the Questions pane.

• A recording will be available
for replay shortly after this
webcast.

Moderator

• Organizational Change Management -
Background

• Introduction to a few commonly used 
Change Management Frameworks
 ADKAR

 Kotter’s 8-Step Change Management 
Model

 Association of Change Management 
Professionals Standard for Change 
Management

Ryan Nagel – Hazen and Sawyer’s Asset and Utility Management Practice Leader
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Speakers
Todd Swingle, PE

 Executive Director

 Organizational Change Management 
associated with ongoing leadership 
succession

Glenn Page, PE
 General Manager

 Managing change associated with 
implementation of strategic 
workforce goals

Ting Lu, PhD, PE
 Principal Engineer

 Implementing an innovation 
transformation by putting people first

Organizational Change 
Management – Introduction
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What is Change Management?

“Change management is the discipline that 
guides how we prepare, equip and support 

individuals to successfully adopt change in order 
to drive organizational success and outcomes.”

Prosci®

Why Change Management?

Prosci 2016 Benchmarking Data
Date from 2007, 2009, 2011, 2013, 2015

Percent of Study Participants Who Met or Exceeded Objectives

15%

44%

76%

94%
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With Change, a Decline in Productivity 
and Increase in Resistance is Expected

Prosci® Flight Risk Model
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1st Communication or 1st Rumor

Productivity loss
Employee dissatisfaction
Passive resistance

Turnover of valued employees
Tangible customer impact
Active resistance
Opt‐out of the change

If Not Managed Properly, Change Often 
Leads to Uncertainty and Instability

1st Communication or 1st Rumor

Comfort/Security

Worry/Uncertainty

Risk/Flight
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Prosci® Flight Risk Model
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Change Management 
Frameworks Commonly Applied 

in our Industry

The ADKAR Model
The Five Building Blocks for Successful Change

AwarenessA

DesireD

KnowledgeK

AbilityA

Reinforcement®R
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1. Create a Sense of Urgency

2. Build a Guiding Coalition

3. Form a Strategic Vision and Initiatives

4. Enlist a Volunteer Army

5. Enable Action by Removing Barriers

6. Generate Short-Term Wins

7. Sustain Acceleration

8. Institute Change

Kotter’s 8-Step Change Management Model

Source:
John P. Kotter

Association for Change Management 
Professionals Standard
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Common Framework Principles

Start at the top and create the vision/strategy

Involve all impacted levels of the organization

Create ownership / Find champions

Equip staff for the change

Communicate, Communicate, Communicate

Successful Change Management = 
Successful Implementation

Leo Tolstoy

“Everyone thinks of changing the 
world, but no one thinks of 
changing himself.” 
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Todd Swingle, PE
Executive Director

Our Next Speaker

The Normalcy of Change
Strategic Planning as a Tool for Managing 

Dynamic Organizational Change
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Toho Water Authority (TWA)
Who are we?

• 3 member governments

• Established in 2003 
by special act of the 
Florida Legislature

• 320 employees

TWA - By The Numbers

• 102,000 water, 96,000 wastewater, 
and 17,000 reclaimed water customers

• Approximately 130,000 AMI endpoints

• 21 water and water reclamation facilities

• 1,338 miles of water mains; 1,193 miles of 
sewers; 435 miles of reclaimed water mains
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TWA – The Constant is Change
2018 – Founding Exec. 

Director Retires
2003 –

TWA Established

2010 – First Human 
Resources Department

2007 to 2010 - Poinciana 
Added, Grows TWA by ??%

2013 – First Customer Service 
Department and Full AMI System

2006 – STOPR Formed as 
Regional Partnership

AND:

• 8th Fastest Growing County in the US
Over 3% Sustained Growth Rate

• Limits on Traditional Water Supply

• All the normal stuff – rates, retirements

2018 – First In-House 
General Counsel

But The Core Remains Constant

Mission

• Provide reliable, cost effective, and 
responsive water services to our 
customers while protecting public 
health and the environment

Vision

• Toho Water Authority:  The standard 
of excellence for responsible water 
supply stewardship
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High Level Priorities are Similar

2007/2013 2019

2007/2013 Strategic Plan
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2007/2013 Plan Outcomes
• Some successes

 Employee training and development program
 Maturing asset management program
 Long range water resource project plans
 Launch of customer service department
 Fitch AAA rating upgrade 

• And some challenges
 Knowing if we succeeded 

(deliverables/measurement)
 Engagement

(communications and 
connection to all)

 Execution (resourcing and accountability)

Launching the 20189 Plan
• Differences from 2007

 Maturing organization – many systems in place
 Much larger organization –

(170 vs 320 employees and 70k vs 110k connections) 

 New dedicated support functions 
(HR, Customer Service)

 And …
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Launching the 20189 Plan
• Impacts of Leadership Transition

 People expect change – embrace the opportunity

 Opportunity for conversation - set the tone

 Plan is opportunity to establish direction and commitments 
(roadmap) while retaining connections to the organization’s 
comfort zone

 Taking the time to get it right

1. Create a Sense of Urgency

2. Build a Guiding Coalition

3. Form a Strategic Vision and Initiatives

4. Enlist a Volunteer Army

5. Enable Action by Removing Barriers

6. Generate Short-Term Wins

7. Sustain Acceleration

8. Institute Change

Kotter’s 8-Step Change Management Model

Source:
John P. Kotter
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From Building to Enhancing

Board Validation

Feedback

Communication

Plans
Individual Ownership
Resource constrained

Board Champions

Iterative Development

Engagement

Milestones
Team Ownership
Resource focused

Keep up the quick wins, because collaboration may not be quick!

2019 Strategic Plan Structure
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2019 Plan Notables

• Much of the plan is core business, but high 
impact elements that we must keep visible

• Transformative elements are embedded and 
Executive Sponsored
 Revisit Vision, Mission, Values
 Establish a customer service culture
 Formal IT and customer centered technology plans
 Promote a culture of team oriented 

communication / collaboration
 Formalized risk based asset management approach

• Every employee can find a connection

Takeaways

• TWA exists in a dynamic environment –
growth, regulatory, political, organizational

• Our Strategic Plan is more than 
a few transformational items –
it is the roadmap for 
organizational change

• Change management has 
common components –
execution is very personal
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Glenn Page, PE
General Manager

Our Next Speaker

Change Towards 
Sustainability

Developing a Workforce for the Future
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Cobb County-Marietta Water Authority (GA)

• Drinking water 
wholesale 
provider

• Second largest 
producer of 
drinking water in 
Georgia

• Two water 
treatment plants

• 210 miles of 
transmission 
water mains

• Pumped storage 
reservoir

CCMWA 
Workforce

• 116 FTEs
• Average age – 48 years
• Average tenure – 16 years
• 32 with 25 or more years
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CCMWA Workforce
33 with 5 or less years

Knowledge/experience “gap”

2016 Strategic Plan

• 9 Strategic 
Initiatives

• Focused on two
 Safety culture
 Workforce 

development
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Oh, yeah…
about that 
“change” 
thing

• New Director of Operations

• New structure
 From plant-specific 

Maintenance Departments

 To centralized Maintenance 
Division

So…why the change?
• Fix “gaps” in infrastructure 

maintenance
 Operations areas with no 

dedicated maintenance staff
 “Facilities” maintenance 

needs

• Effective development and 
use of newer staff

• That “millennial thing”



2/6/2019

21

Workforce Development
• Knowledge / 

experience 
gap

• Leadership / 
management 
skill 
deficiencies

Addressing the Knowledge Gap

• Standard Operating 
Procedures
 Update
 Align

• “Full” 
implementation of 
CMMS

• Encouragement of 
mentoring

• Information Sharing 
improvements
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Improving leadership and 
management skills

• Formal training classes (in-house)

• Defining desired leadership competencies

• 360-degree assessments

• Action plans

• Change management

• Succession planning

Defining 
Desired 
Leadership 
Competencies
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360-degree assessments

Leadership Development Plans



2/6/2019

24

Change Management

• Executing the plan

• Cadence of 
accountability 
(monthly check-in 
with supervisor)

• Update 360-degree 
assessment after 
2-3 years

Succession Planning
• Since we have 

now defined 
the 
competencies…

• And since we 
have a program 
in place…

• Let’s expand 
the process…

• To include our 
rising stars
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Challenges to a Successful 
Development Program
• Conflict with Culture

• Leadership Buy-in 

• Inconsistent 
Leadership

• Goal Clarity

• Scheduling & Time 
Conflicts

• Lack of Effective 
Performance 
Management System

Ting Lu, PhD, PE
Principal Engineer

Our Next Speaker
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Implementing Transformation  
by Putting People First

Ting Lu, Ph.D., P.E. 
Clean Water Services

February 7, 2019

Our Story

• Introduction

• CWS’s transformation 
journey
 District-wide Hubs
 IT Division 

Transformation

• Lesson learned

Tualatin River
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Clean Water Services

Advanced 
Wastewater Treatment

Natural Treatment System 

Stream Restoration
Conveyance System

Stormwater Management

Today, we face complex
environmental problems

Drought and Flooding Nutrient IssuesHydro Modification
Requirement

Aging Infrastructure RegulationsOverflowsStormwater
Phase II Permit
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Solving complex problems 
requires a collective impact 
effort and break the silos 

Interconnected Hubs as an Ecosystem

• Hierarchical along Departmental Lines

• Individual Project Orientation

• Consultation Model between Departments

• Multi-disciplinary Teams

• Thematic & Project-based

• Interconnected & Networked

• Co-creation  Model

Working in 
interconnected Hubs 

as an Ecosystem

Working in Department Silos

Infusion of
a new way
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CWS’s Integrated Planning Structure 

Communication Through Wiki

• Continuously updated, 
easily accessible and 
editable

• Highly visual and interactive

• Efficient and widespread 
data sharing and knowledge 
exchange

• Enhances collaboration 
between Departments 
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District-wide Interconnected Hub to Facilitate 
Collaboration and Data-Driven Culture

Flow Hub Watershed 
Assessment Hub

Modeling Hub Data Management 
Hub

Framework and 
Strategy Hub Lucity Hub

Digital Solutions of the Future 

Conveyance System

Advanced 
Wastewater Treatment

Natural Treatment system 

Stormwater Management

Stream Restoration
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Broader Digital solutions Ecosystem 
Partner within CWS with IT and OT 
integration to meet District Strategic 
needs and business needs. 

Transform CWS IT from a hierarchy to an agile CWS 
Digital Solutions, a network of talented individuals 
co-creating solutions together.

McKinsey&Company + CWS modifications
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Transformation Outcome

• IT and OT integration

• Leverage the power of data 
and analytics

• Outcome based actions

• Infuse passion into the 
workplace

• Coordinated projects planning 
and implementation

Ideally…

Workshop
Change

Implementation
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In reality…

Uncertainty

Excitement
Anticipation

ENDING

Denial
Frustration

Reservation
Confusion

Skepticism

Creativity

Anxiety
TRANSITION ZONE

Innovation

Resistance

Confusion

Exploration

NEW
BEGINNING

Unsure
Ambivalence

Relief

Commitment

• Accomplishment
• High Energy
• Learning

Managing Change: New Beginning Phase 

Design Teams
Process

Optimization

DIGITAL
SOLUTIONS

Design Team

Optimize business 
process responding 
to change 

Business
Process 
Improvement 

Indicator Matrix 

Include personal 
reflection and specific 
goals and regular check 
in with supervisor

Agile Team Work Space  

Foster collaboration 
and freedom 

Workload 
Summary Understand

existing workload 

Identify personal goals 
to align with career 
goals and skill sets 

Professional 
Development      



2/6/2019

34

Still ongoing… lesson learned

Transformation 
Journey

Acknowledge 
existing 
success 

Address 
concerns 

Collaborate to 
involve team 

members

Systematic 
integrate 

culture and 
business 
together   

Be patient
Communicate 

the change and 
why

FIN
ALLY

lut@cleanwaterservices.org
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Questions?


