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Becoming the Change That We Desire:
Case Studies of Effective Organizational
Change Management in the
Water/Wastewater Utility Industry
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How to Participate Today

File View Help Q@E

e Audio Modes
Audio Mode: O Use Telephone

@ Use Mic & Speakers e Listen USing Mic &
& UTED L] Speakers

Audio Setup

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

[=] Questions

Questions Log

e Submit your questions using
the Questions pane.

[Enter a question for staff]

_ = Arecording will be available
b B e et sce for replay shortly after this
GoTo\Vebinar™ webcast.

Waéer Environment
I

Moderator Hazen

Ryan Nagel - Hazen and Sawyer’s Asset and Utility Management Practice Leader

* 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

Water Environment
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Speakers

roho Todd Swingle, PE
,“":",j':;,,i“.ti/ « Executive Director
— = Organizational Change Management
y —-
Ea_ka! associated with ongoing leadership
succession
Glenn Page, PE
o Y = General Manager
s_;.p,—zgr / = Managing change associated with

implementation of strategic
workforce goals

Ting Lu, PhD, PE
V = Principal Engineer

CleanWater Services « Implementing an innovation

transformation by putting people first

Water Environment
Federation

Organizational Change
Management - Introduction

Water Environment
Federation
the water qualty people
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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®

Water Environment
Federatjon‘

Why Change Management?

Percent of Study Participants Who Met or Exceeded Objectives

94%

100%

80%

60%

40%

0%
Poor (n=338) Fair (n=936) Good (n=1202)
Change Management Effectiveness

Excellent (n=245)

Water Environment
Federatjon‘
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With Change, a Decline in Productivity
and Increase in Resistance is Expected
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Turnover of valued employees

Time

Prosci® Flight Risk Model

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

Comfort/Security

asing productivity

decre

Risk/Flight

Time

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

Awareness

Desire

Knowledge

Ability

Reinforcement®

QNONONONO
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Kotter’s 8-Step Change Management Model

g & ‘ ' w Olﬁ 1. Create a Sense of Urgency

WCRESESRGINGY = T LTI M

' . ' e o 2. Build a Guiding Coalition

3. Form a Strategic Vision and Initiatives
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4. Enlist a Volunteer Army

‘ ‘ 5. Enable Action by Removing Barriers

o ail step 6. Generate Short-Term Wins
7 s -~ 06
e S E s 7. Sustain Acceleration
' I 8. Institute Change
.*" @ STEP
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Source:
John P. Kotter
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Association for Change Management
Professionals Standard S

Evaluating
Change Impact
and Organizational
Readiness

Closing the
Change

Formulating
Change

Management ACMP’s Management
STANDARD FOR

Effort Strategy

CHANGE
MANAGEMENT*

Executing Developing
Change Change
Management Management
Plans Plans

Water Environment
Fe n
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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

Water Environment
Federation

“Everyone thinks of changing the
world, but no one thinks of
changing himself”

Leo Tolstoy

ronment




Our Next Speaker

Todd Swingle, PE
Executive Director

Toho
Water

Autheority, 6/

O
—

The Normalcy of 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

« 102,000 water, 96,000 wastewater,
and 17,000 reclaimed water customers .. /= %x

» 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

2/6/2019
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TWA - The Constant is Change

2003 - 2007 to 2010 - Poinciana 2018 - Founding Exec.
TWA Established Added, Grows TWA by ??% Director Retires
| - ]

l [ ] [ + [ ] [ ]

|
2006 - STOPR Formed as 2013 - First Customer Service
Regional Partnership

Department and Full AMI System

2010 - First Human 2018 - First In-House
Resources Department General Counsel

AND:

15 years - > 300% Connection Growth

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

+  Limits on Traditional Water Supply 10Years > 0% Employee Growth

e All the normal stuff - rates, retirements

Water Environment
Federation

But The Core Remains Constant

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

Vision
» Toho Water Authority: The standard

of excellence for responsible water
supply stewardship

er Environment

2/6/2019
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High Level Priorities are Similar

1 Customer and Community
e by ot cusbomans avd skabeshis
ot axcant cstomes exparienca

FIVE YEAR

& STRATEGIC

A motivated, bealihy and engaged workdore

3 Technolo?y
m N Fhaskl AL ol f i Gy
penchacts and innevaiive sohstkons 10 our employees
2007 EDITION 4 Communication

Effective comrrers
ard grorwes el

2007/2013

Water Environment
Federat‘lon

Consistently deliver customer services
that meet the needs of our customers

Promote Toho Water Authority services
through public recognition and
education,

Complete Implementation of the
Customer Information System (CIS)

Advanced Metering Infrastructure
{AMI) Enhancements

2007/2013 Strategic Plan

Toho will provide a level of customer service consistent

STRATEGY: CUSTOMER SERVICE  ith the highest standards in the utility industry.

Develop and deliver a customer service training program to all existing and new Toho employees/
partners.

Develop new key performance indicators for various customers (residential, commercial, developers)
through a consensus based process.

Develop internal standard operating procedures.
Collect, analyze customer and stakeholder feedback on a periodic basis and improve as indicated.
Provide customers with additional ways to interact with the Authority including online access.

Develop and implement a Toho Water Authority marketing plan.
Increase communication channels for informing employees and customers.
Educate employees and the public about Toho Water Authority.

Complete Phase | - Poinciana.

Perform Lessons Learned after Go-Live.

Detail Phase Il requirements.

Identify facility improvement needs.

Enhance customer capabilities,

Deli\lrer a fully functional AMI system for all meters in the Toho System to provide optimal customer
service,

Develop a meter replacement plan to assist with AMR implementation.

Water Environment
Fed r_at‘l_o )

2/6/2019
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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

D Develophent
* And some challenges
= Knowing if we succeeded
(deliverables/measurement)
= Engagement
(communications and
connection to all)

Our
Departmar
-———
@

=

[

= 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 ...

2/6/2019
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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

£ . . i i, »
B e TEAM OF THE QUARTERIESE,
Wiy \Works Herelid A

Water Envi
Federation

STER 5 STEP
B 01_. & ‘ ' o ‘ ) 1. Create a Sense of Urgency
T ' . g ' fpeny 2. Build a Guiding Coalition
' ’ 3. Form a Strategic Vision and Initiatives
sTee o STEP
03 s
e = @ P i 4. Enlist a Volunteer Army

" TN
‘ ‘ 5. Enable Action by Removing Barriers

ot ; .
crep _D il ster 6. Generate Short-Term Wins
05 - - — 06 3
bbbzl i i 7. Sustain Acceleration
' jl 8. Institute Change
o Q" =
O 08

-~ - s e
DONTLETIP - - MRARE CHANGE STICE

Source:
John P. Kotter

Water Environment
Fe n
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From Building to Enhancing

Board Validation
Feedback
Communication

Board Champions

Iterative Development

Engagement
Plans

Individual Ownership
Resource constrained

Milestones
Team Ownership
Resource focused

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

Water Environment
Federat‘lpn‘ )

2019 Strategic Plan Structure

GOAL 1

Provide customer service consistent with the highest standards in the utility industry.

1-3 Make use of technology to enhance the customer experience.

Year1 Year2 Year3
Developer/Engineering Software Developer/Engineering Software Developer/Engineering Software
mplementation implementation. Enhancements as ldentified

Implement Aclara Customer engagement Update website including chat
software. functionality.

Enhance Bi
web portal f

ay customer facing Roll out email and texting notification
payment as well as VR features.
payment technology.

p customer centered technalogy Future customer centered technology

Future customer centered technology
admap deployments deployments

Prioritize a culture that focuses on customer service excellence. We will recognize that our customers represent more tha
our rate payers, but every person or organization that depends on TWA including our own employees. We will ensure that
fully understand what customer service excellence means to each of these stakeholder groups and we will take purposeful actions
that provide meaningful improvement in the customer experience. We recognize that technology can play a key role in these
wements and we will prioritize a technology plan to enhance the customer exper

Measurements and Metrics:

(5) Basis paints YO improvement on annual rate payer sunvey.

Achieve Top quartile (75) performance on annual rate payer survey in 5 years

Benchmarking solutions implemented and showing YOY improvement for stakeholder groups other than rate payers

Ongoing culture assessments and outputs.

Water Environment
Federat‘lpn‘ )
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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

Water Environment
Federat‘lon‘

» Change management has
common components -
execution is very personal

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 Toho
organizational change

2/6/2019
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Our Next Speaker

Glenn Page, PE
General Manager

WATER AUTHORITY )

\
N

Change Towards
Sustainability

Developing a Workforce for the Future

2/6/2019
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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 * 116 FTEs
* Average age - 48 years
Workforce  Average tenure - 16 years
+ 32 with 25 or more years

Water Environment
Federation

18



« 9 Strategic
Initiatives

» Focused on two
= Safety culture

= Workforce
development

Water En
lFeder )

2/6/2019
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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

Water Environment
Federat‘lon‘

So..why the change?

« Fix “gaps” in infrastructure
maintenance

= Operations areas with no W
dedicated maintenance staff ¢ @/ p—
= “Facilities” maintenance S
needs - ﬁ
- Effective development and ’/k \
use of newer staff o

« That “millennial thing”

20



Workforce Development

« Knowledge /
experience
gap

» Leadership /

TN management

Ay, skill

N deficiencies

« Standard Operating
Procedures

= Update
= Align

« “Full”
implementation of
CMMS

* Encouragement of
mentoring

improvements

 Information Sharing *‘( -~

2/6/2019
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360-degree assessments

Action plans

Change management

Succession planning

Improving leadership and
management skills

* Formal training classes (in-house)
Defining desired leadership competencies

//'

Leadership

Desirable LEA Scores
Division Manager

[EGW-MID| MiD-RANGE [HIGHE

\

Defining

Desired

Leadership

Competencies

2/6/2019
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Direct
Reports

reating & Visian

Seveioping Follomershp

implementing the Viswon

tming Theouh

Kchseving Results

Toam Playing

360-degree assessments

Water Environment
Federation

Leadership Development Plans

Attribute Score Goal Action ltem Timeframe
Management | Score 25 Use training tools | Complete Mgt. Sect. 1 by 1/31/18
Focus Target 70 — to dev. Mgt. Focus | Focus Workbook | sect. 2 by 3/31/18

90; Primary & review with Sect. 3 by 5/31/18
supervisor

Sect. 4 by 7/31118

Have clear under-
standing of my
leadership role &
responsibility

1) Discuss roles
&
responsibilities
w/ supervisor

2) Develop list of
roles and
responsibilities
& rev. w/super.
& team

1/31/18

4/30/18

Increase know-
ledge of
leadership
principles

Attend workshops
and read
books

- Attend leader-
ship for results
wksp.

+ Read “Lincoln
on Leadership

Complete wksp
and discuss with
team by 5/31/18
Read and discuss
with supervisor by
3/31/18

Water Environment

2/6/2019
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Change Management

« Executing the plan

e Cadence of

Evolution :;
o changes | accountability
: Implementatlon(lha nge \Tanageme

Change Management (monthly check-in

Successfula . .
........... \SEAmEroyS with supervisor)
iy - Update 360-degree
assessment after
2-3 years

Water Environment
Federa |on

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

Water Environment
Federa |on

2/6/2019
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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

Our Next Speaker

Ting Lu, PhD, PE
Principal Engineer

>
ClcanWatcb\\ Services

Water Environment
Federa on

2/6/2019
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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
= |T Division
Transformation

* Lesson learned

2/6/2019
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Clean Water Services

Stream Restoration

Ay

- [ e W
Advanced
Wastewater Treatment L IS
¥ 1 i o Tualatin River Watershed

=
Washingtan County

B ows Service District

Stormwater Management

Today, we face complex
environmental problems

Hydro Modification
Requirement

Aging Infrastructure Stormwater
Phase Il Permit

Overflows

27



2/6/2019

Solving complex problems
requires a collective impact
effort and break the silos

Sure glad the hole isn't at our end. |

Water Environment
Federat‘lon

Interconnected Hubs as an Ecosystem

Working in Department Silos Working in
. interconnected Hubs
—= '—] as an Ecosystem

! T I ) l e m .
iy

i r—ﬁ-— — Infusion of i -
:[_ l_ (;} : ri : __} a new way : q ’
fh fh th h th e
o

1]
',,—! m % w n W ]||J
« Hierarchical along Departmental Lines * Multi-disciplinary Teams
« Individual Project Orientation » Thematic & Project-based
« Consultation Model between Departments * Interconnected & Networked

* Co-creation Model

28



CWS’s Integrated Planning Structure

| Regulatory Affairs

Conveyance

Resiliency
Alternative Watershed
Stormwater / Assessment -
/ i 9
Grey and Plans / y Ambient
Green Water :
Infrastructure / Quality
/ Momturmg’x
‘Common Backbone ,
Agenda Support

Data
Systems
ning /

Wastewater
Treatment

4 Shared
Communication HUBS Measurement

Finance
Planning
y

Resource
. . Recovery /
Mutually Reinforcing

Activities !

Communications Partnerships )
/£ /
© ' Legislative Healthy Yy 4
Advocacy / Streams ~ 4
Government & A
Public Affairs Watershed

Watershed Wiki Table of Contents

» Continuously updated,
easily accessible and
editable

» Highly visual and interactive

» Efficient and widespread
data sharing and knowledge
exchange

* Enhances collaboration
between Departments

Water Environment
Federat‘lon

2/6/2019

29



2/6/2019

District-wide Interconnected Hub to Facilitate
Collaboration and Data-Driven Culture

Clean Water Services - Team Charter Session

What is a Team Charter and why does a team need one....

Ateam charter is a document that is developed in a group setting tha clarifies team direction and
establishes boundaries. The charter encourages understanding and buy in amongst the team members
and with the champion and sponsors.

Flow Hub Watershed b A Team Charter is a roadmap for the team and the champion and sponsors 1o make sure that all involved
Assessment Hu are clear about where they re heading and 1o give direction when times get tough
Elements of a Team Charter
1. Team Purpose

2. Duration and Time Commitment
Modeling Hub Data Management 3 Mesting Logsts
4, Scope
5. Members / Champion/s.
6. Roles and Responsibilities
K d 7. Agresments
Framework an .
Strategy Hub Lucity Hub . Ooaks 2l Otjustivee
9. Authority & Decision Making & Escalation of Issues.

My e

Digital Solutions of the Future

Data Analysis
& Visualization

Stream Restoration

Sensing

¥ & Control Natural Treatment system
/ . T = !
g' ‘ll-" \‘\ I = —— .
PR \ ,f\/\/\
o AV \
Advanced
Wastewater Treatment Stormwater Management

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

omaton -+ Business Needs e Operalion.

Technology - +  Standard, platiorm, network and N

Water Environment
Federat‘lon‘

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

From CWS IT ...to CWS Digital Solutions
as a “hierarchy”... as a “network”

Quick
changes,

Top-down flexible
hierarchy resources
Bureaucracy E

“Boxes and lines”
less important,
focus on action

L&
[ (] @
o0 0o o0
000 000 000
Silos
. Leadership shows Teams built around
) Detallgd direction and end-to-end
instruction enables action accountability

McKinsey&Company + CWS modifications

Water Environment
Federat‘lon‘

2/6/2019
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Transformation Outcome

* IT and OT integration

» Leverage the power of data
and analytics

e Qutcome based actions

* Infuse passion into the
workplace

» Coordinated projects planning
and implementation

2/6/2019
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In reality...

Managing Change: New Beginning Phase

/ / Process
Uncertainty Y Design Teams Y Optimization Commitment

+ Accomplishment
Creativity + High Energy

Anticipation . » Learning
P Innovation

TRANSITION ZONE
Anxiety
Resistance

Excitement

ENDING

NEW

BEGINNING
Relief

Unsure

Confusion Ambivalence

Skepticism Exploration

Water Environment
Federation

Design Team

Agile Team Work Space

Foster collaboration =
and freedom /7
< —

/ Professional Identify personal goals
3 Develgpment to align with career
goals and skill sets

Business

Process
Improvement A
Optimize business

process responding Indicator/Matrix
to change Include personal

reflection and specific
goals and regular check
in with supervisor

Workload
Sufimary Understand
existing workload

Water Environment
Federation
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Still ongoing... lesson learned

Be patient

. 5

Systematic
integrate
culture and
business
together

Acknowledge
existing
success

Communicate
the change and
why

Transformation
Journey

Address
concerns

Collaborate to
involve team
members

Water Environment
Federation

2/6/2019

34



2/6/2019

Questions?

35



