


Change Management

Necessary Ingredients for Success



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.



Welcome!
Change Management:

Necessary Ingredient for Success

Ramona Harry-Robinson
Baltimore City Department of Public Works
Operations Officer



Agenda

• Overview of Change Management

• Change Management Capabilities Assessment

• Change Management Story

• Q&A, Discussion



WISE Work Plan
September 2021 

through August 2022

Assess System 
Maturity

Analyze As Is 
System State

Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 



Focus on Change 
Management

where the water community comes to connect 2021 In Person + Online



Change
Management

Workforce
Organization

Processes
Technology

Monitoring

where the water community comes to connect 2021 In Person + Online



Challenges with Change Management Category
The Why CM Method/Process
Lack of follow-through. CM Method/Process
Clear communication CM Method/Process
Urgency of getting things done - so not willing to take time 
for CM CM Method/Process

Lack of leadership engagement CM Method/Process
No space for new solutions CM Method/Process
Knowledge CM Method/Process
Stakeholders are resistant to documenting processes CM Method/Process
Communication CM Method/Process
The 7 R's are not used CM Method/Process
Lack of process map reduces accountability CM Method/Process
Reason, Risks, Resources, Raised, Return, Responsible, 
Relationship CM Method/Process

Lack of communication CM Method/Process

Challenges with Change Management Category
Trust People/Org
an overemphasis on spreadsheets/technology/check-the-box aspects of CM, and 
too little emphasis on org. culture and people People/Org

resistance to new way of doing things People/Org
Teamwork.  Trust. People/Org

Trust People/Org
Lack of cooperation People/Org
People hanging on to their perceived "turf" People/Org
Legacy attitudes People/Org
Professionalism People/Org

Resistance from both some leadership and staff depending on the situation. 
Misunderstanding of what Change Management is.  Perception of creating more 
bureaucracy.

People/Org

No line of sight between leadership and the feet on the ground People/Org
Not a priority People/Org
Overworked People/Org

Not enough leadership support for "non-technical" expertise such as CM expertise People/Org

Trust that is not the "new thing" People/Org

Challenges (Utility Feedback) Identify available “Off the Shelf” CM metho
Share experience, case studies
Review/assess “OTS” options



Feedback on CM in your utility 
(from 8/11/2021Meeting)Challenges with Change Management Category

The Why CM Method/Process
Lack of follow-through. CM Method/Process
Clear communication CM Method/Process
Urgency of getting things done - so not willing to take time 
for CM CM Method/Process

Lack of leadership engagement CM Method/Process
No space for new solutions CM Method/Process
Knowledge CM Method/Process
Stakeholders are resistant to documenting processes CM Method/Process
Communication CM Method/Process
The 7 R's are not used CM Method/Process
Lack of process map reduces accountability CM Method/Process
Reason, Risks, Resources, Raised, Return, Responsible, 
Relationship CM Method/Process

Lack of communication CM Method/Process

Identify available “Off the Shelf” CM met
Share experience, case studies
Review/assess “OTS” options



Identify available “Off the Shelf” CM methods
Share experience, case studies
Review/assess “OTS” options

Prepare first draft CM Guidelines
Conduct pilot testing/evaluation

3 months

3 months

3 months

12/3
1  

2021

3/31  
2022

3+ months

Primarily 
Group Effort 

(Collaboration
)

Primarily 
Individual 

Utilities 
(Coordination

Share, report on pilot test results
Finalize CM Guidelines v1.0

6/31  
2022

8/31  
2022

Identify viable/promising options
Consider integration with WF & OC results
Prepare plans for testing/evaluation



Identify available “Off the Shelf” CM methods
Share experience, case studies
Review/assess “OTS” options

Methodology Source
GE Change Acceleration Process (CAP) General Electric
Six Sigma Motorola
Accenture Organization Change Accenture
ADKAR Prosci

Which deliverables from this effort would be the most beneficial?





California Framework



Lean



People and Organizations







WISE reflects 
priorities that are 
specific to water 
sector utilities

WISE takes a 
system thinking 

view of interactions 
between people, 
organizations, 
process, and 
technology



Methodology Source
GE Change Acceleration Process (CAP) General Electric
Six Sigma Motorola
Accenture Organization Change Accenture
ADKAR Prosci









What is the Outcome?

• Clear roles, responsibilities and expectations for 
all parties (Sponsor, Team Leader, Team 
Members, CAP Coach, Others)

• A well-defined scope of work for the project that 
all parties understand and are committed to 
achieving

• An effective project execution structure and 
process



Principles of Change Management

The REASON behind the change?

RISKS involved in the requested change?

RESOURCES required to deliver the change?

Who RAISED the change request?

RETURN required from the change?

Who is RESPONSIBLE for creating, testing, 
and implementing the change? 

RELATIONSHIP between proposed change 
and other changes

Start with the end in mind.

Understand the institution’s culture

Communicate, communicate, 
communicate

Walk a mile in the shoes of those whose 
roles will change.

Create win-wins and align incentives

Embrace relentless incrementalism to 
help achieve radical change

You won’t get what you don’t measure 

From Deloitte:The 7 R’s:





Preparing for Change 
Managing Change
Reinforcing Change TM

Prosci® 3-Phase 
Change Management 
Process





Take-Aways

• Change Management is a process

• Key success factors are related to people and organizations

• Approaches/solutions need to be compatible with the dominant paradigms 
and constraints in the water sector utilities

• Change Management is an integrative process

• WISE includes components (People, Process, Technology) that can be 
integrated into CM



WISE

Change Management
Integrative Component of Improvement

Alice Brawley-Chesworth
Policy Analyst
City of Portland BES



Request
Improvement

Define the 
scope of 

improvement

Select 
Business 

Units

Identify 
Participants/ 
Stakeholders Conduct Workforce 

and Org. Culture 
Maturity 

Assessment As Is

What is the scope of 
improvement?

Assess System 
Maturity

Analyze As Is 
System State

Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Conduct 
Technology 

Maturity 
Assessment As Is

Identify 
Participants/ 
Stakeholders

Improve Process 
Documentation, 
Business Needs

Is Process well 
defined?

No

Yes

Improve 
Process 

Documentation, 
Business Needs

No

Select a 
Business 
Process

Assess Business 
Process 

Characteristics 
and Definition



Conduct Workforce 
and Org. Culture 

Maturity Assessment 
As Is

Conduct Technology 
Maturity Assessment 

As Is

Change
Management

Monitoring

Workforce
Organization

Processes
Technology

Workforce

Organization

Processes

Technology

Assess System 
Maturity

360° portfolio of assessment tools



Change
Management

Monitoring

Workforce
Organization

Processes
Technology

Workforce

Organization

Processes

Technology

Data Sensing/Collection/Creation

Data Management

Data Analytics

Decision Support or Automation

Conduct Workforce 
and Org. Culture 

Maturity Assessment 
As Is

Conduct Technology 
Maturity Assessment 

As Is

Assess Business 
Process 

Characteristics 
and Definition



Assess System 
Maturity Analyze As Is 

System State
Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 



Assess System 
Maturity

Define the 
scope of 

improvement

What is the scope of 
improvement?

Select a 
Business 
Process

Assess Business 
Process 

Characteristics 
and Definition



Detailed analysis requires a 
system model.Business process 

assessment identifies 
areas of concern.

Analyze As 
Is System 

State

Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Assess System 
Maturity



Assess 
System 

Maturity

Analyze As 
Is System 

State

Design To Be 
System State

Plan 
Improvemen

ts

Implement 
Improvemen

t

Monitor 
Performance 

Business Process Model is a system model: 
a detailed description of how a process works. 

Which measurements are used to manage the 
process
Which measurements/metrics are impacted by the 
process
What decisions need to be made (and by whom)

Who is involved in the business process (swim 

lanes)

Workflow (sequence paths of activities)
What resources (e.g. time, staff, equipment) are 
needed
Which technologies/systems enable this process
What data is required to execute work (and make 
decisions)
Where (in what systems) the required data resides



Assess 
System 

Maturity

Analyze As 
Is System 

State
Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

BP Models are also used for design of the
To Be (desired/improved) system state



Inputs to the Change Management Process

Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilities

Measure & Manage 
Change Process

Assess 
System 

Maturity

Analyze As 
Is System 

State

Design To 
Be System 

State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

321

321

Plan Change

Change Management Process



Context for Assessing Change Management Capabilities for the Selected Process

Changes needed 
for improvement

Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilities Plan Change

Manage & Measure 
Change Process

Capabilities 
to Manage 

Change

Conduct Assessment of 
Change Management 

Capabilities

Assess 
System 

Maturity

Analyze As 
Is System 

State

Design To 
Be System 

State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 



Context for Assessing Change Management Capabilities for the Selected Process

Changes needed 
for improvement

Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilities

Plan Change Manage & Measure 
Change Process

Capabilities 
to Manage 

Change

Conduct Assessment of 
Change Management 

Capabilities

Assess 
System 

Maturity

Analyze As 
Is System 

State

Design To 
Be System 

State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Change Management Process

(Scope, Schedule, Budget)
Project Management Process

(Workforce, Organization)



Analyze As Is CM Capabilities for the Selected Process

Assess 
System 

Maturity

Analyze As 
Is System 

State

Design To 
Be System 

State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilities Plan Change

Manage & Measure 
Change Process

Leadership and Vision

Communication Strategies

Change Process

Employee Skills and Capacity

Executing Change

Assessment Categories
Survey

28 statements

Leadership and Vision

Communication Strategies

Change Process

Employee Skills and Capacity

Executing Change

Analyze Results
Conduct Assessment of 
Change Management 

Capabilities



Results Can Be Used to Plan Change for the Selected Process

Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilities Plan Change Manage & Measure 

Change Process

Assess 
System 

Maturity

Analyze As 
Is System 

State

Design To 
Be System 

State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 



Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilitie

s

Assess 
System 

Maturity

Analyze As 
Is System 

State

Design To 
Be System 

State

Maturity Assessments for
People, Process, Technology

Capability Assessment for
Change Management

Draft assessment statements are being 
reviewed by the Change Management 

Team
(Example below)1Leadership and Vision

1.1 There is a common vision and compelling rationale for this change
1.2 Leaders are committed to change
1.3 There is effective executive sponsorship for the change
1.4 There is a strong sense of urgency for change
1.5 We have a history of successful change in this organization
1.6 Change will be supported by the current management style and behavior
1.7 There is evidence/actions that shows Leadership supports change



Task 1: Finalize Change Management Capabilities Assessment Tool v1.0

       



Task 2: Conduct Pilot Assessment of Change Management Capabilities for a Specific Business Process

       



Task 3: Develop Tools for Analysis

       

Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilities Plan Change Manage & Measure 

Change Process



Task 4: Use Results to Plan a Change for a Specific Process

       

Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilities Plan Change Manage & Measure 

Change Process



Task 5. Use Experience With Pilot to Enhance CM Capabilities Assessment

       

Improve CM 
Capabilities 
Assessment

Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilities Plan Change Manage & Measure 

Change Process



Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilitie

s

Plan Change
Manage & 

Measure Change 
Process

Assess 
System 

Maturity

Analyze As 
Is System 

State

Design To 
Be System 

State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Maturity Assessments for
People, Process, Technology

Integrate Change Management…

… With Project 
Management

Assessment Results Are 
Inputs to Planning and 
Implementing Changes

Capability Assessment for
Change Management



Task 6. Define and Document Change Management Planning Process

Assess 
System 

Maturity

Analyze As 
Is System 

State

Design To 
Be System 

State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Define The 
Change

Align with 
Business 

Goals

Assess CM 
Capabilities Plan Change Manage & Measure 

Change Process

Develop 
Communication 

Strategy

Implement 
Change Support  

Structure
Training

Plan Change
Manage & 

Measure Change 
Process

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Integrate Change Management…

… With Project 
Management



Questions?
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