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The rate of change is accelerating

Faster than ever before
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Change Management

Definition and Benefits

A management * Increases the speed of adopting
new processes, tools, or structures

approach to

* Mitigates resistance by managing
stakeholder information needs and

transitioning individuals,
teams, or organizations expectations
from a current state to a « Supplements traditional project

management delivery success (on
time, on budget, on schedule)

desired state



When Change Management is

Critical for Overall Project Delivery Success

Level of “Human ROI” Impact

Project Value

What percentage of
your project’s success
is tied to “human ROI
factors” including

* System/tool usage
* Process compliance
* New skill mastery

* Behavior or attitude
changes
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Change Management’s

Impact on Project Performance
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93%

78%
70%
62%

49%

Implementation Effectiveness

Budget Performance

eeeeeeeee

Over 4,000 project
managers reported that
change management
significantly impacted
scope, schedule, and
budget performance.

69%

Schedule Performance

- Change Management Effectiveness
Fair Good Excellent



iz

Three Phases in the

Change Management Process

Preparing for Change Managing Change Reinforcing Change

Unfreezing Changing Refreezing

IIIIIIIIIIIIIIII



Preparing for Change

Evaluate readiness,
evaluate stakeholders,
define the vision, and gain
consensus

the need
for change to build
Awareness, and Desire to
engage

Assess sponsorship and
develop a plan to
strengthen it



Managing Change

Develop the formal change

management and milestones
the plan and how resistance is being
with all stakeholders resolved
O O O

Implement the plan and
build Knowledge and Ability
through training



Reinforcing Change

Plan for continuous

Collect and analyze improvement that will
feedback, Reinforce the change
) ) -
results and

benefits of implementation



Big Changes Ahead for OH

Ohio’s Industry Trends

Nutrient management:
Due to ongoing nutrient

impairment issues, Ohio
is facing increasing
scrutiny for nutrient
discharges at POTWs and
other sources. Plan for
stricter discharge limits,
water quality trading
programs, innovative
regulatory approaches,
etc.

Asset management and
knowledge transfer: To
combat delayed inventory,

assessment and
investment, Ohio is
looking at full scale
W/WW asset
management
requirements (GIS, CMMS,
inventory/assessment,
CIP, etc.)

iz

Utility of the Future
approach: Sensing the
long term benefits,
utilities are looking to

incorporate a more
sustainable approach to
WW that focuses on
recovery and reuse
instead of waste disposal
(water, heat/gas,
biosolids, nutrients, co-
digestion, etc.)



BREAKOUT SESSION

Select an upcoming change to evaluate the following

&

characteristics.




Example Change Scenario
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-Construction of new biosolids processing facility and
development beneficial reuse program

-Major plant hydraulic and process upgrade including new
pumping, biological process, clarification and disinfection

-Adoption of full scale nutrient management solution according
Ohio EPA TMDL requirements including industrial pretreatment
controls, BNR conversion with chemical back up, water quality
trading program, and new lab and compliance schedules

-Addition of new, major piece of process equipment



Scope of change

Workgroup Department
1 2
Number of impacted employees
Less than 10
1 2

Variation in groups that are impacted

All groups impacted the same

1 2
Type of change
Single aspect, simple change
1 2
Degree of process change
Mo change

1 2

Division

Enterprise
4 5

Over 1000
il 5

Groups experiencing the change differently
il 5

Many aspects, complex change

Fil 3
100% change
4 5



Degree of technology and system change

Mo change 100% change
1 2 3 4 5]
Degree of job role changes
Mo change 100% change
1 2 3 4 5]

Degree of organization restructunng

Mo change 100% change
1 2 3 4 5]
Amount of change overall
Incremental change Radical change
1 2 3 4 5]
Timeframe for change
Very short (<month) or very long (=year) 3 month to 12 month initiative
1 2 3 4 5]

3um of points for change characteristics assessment (out of 50 total):

Mote: A score of 25 or higher is considered a large change that will require more change management resources and activities to
be successful.



Change Management Methodology

Prosci® ADKAR ® Model

Awareness
- Of the need for change
« Of the nature of the change

Reinforcement Desire
« To sustain the change « To support the change
« To build a culture and - To participate and engage

competence around change

Ability Knowledge
+ To implement the change « On how to change

« To demonstrate performance + On how to implement new
skills and behaviors
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8-Step Process

Kotter Change Model
CREATE

a sense of urgency

INSTITUTE BUILD

change a guiding coalition

/
- The bﬁ FORM
e Ff : a straregic vision
e "-"‘FF‘D and initiatives

GENERATE ENLIST
short-term wins a volunteer army
ENABLE
action by
removing barriers



Real World Examples
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-MSDGC Odor Control Program Development

-City of Dayton Biosolids Processing In-Sourcing
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Jason Tincu, Tom Dempsey, and Bryan Taulbee

ha cash reguter. the digtal clock. the ¥ost prool
bewzer. professonal looibal the yoyo. and
the macurcang of boscick processng. What do
thase have = cammon? Al wore deveioped and
mncvated in Dayton. Ohic.

n 1986, the city was ovtsourceg & biosids
processng operations. Praor 1o s, Dayion used shidge lagoons
A tros i proces sng facidy was bust withn Daytort s Waier
Reclamation Facsty IWRF) 1hat mas owned and operated by
private contracier 164 20-y6ar e wih & jear revetw perods.

However wih escalt costs and anual appropratore
for brospinds processing and dsposal. n addion fo the abaence of
compeion due o prvaie ownersp, Daylon stal kooked nwad
The oy conducted a benelil-cos! evaksaton (BCE) 1o determne
The 15 yeur Moy coats acess a seres of anamatves and used
itaboat asset - s employees - 1 save cost

Blosolids processing facility operation

The City of Dayton's WRF conasts ofa preirsry. pranary
vt v g el et syt wth effoert Wb aten
chibnna son. dechlomation, and postasraton (ses Fiure 1.5 461

&4 WEAT | CECEMBER 013 | WWWWEFORGMAGAZNE

The Duylon WRF is designad for an average cady flow of 273000
P4 (72 mod) ands mammum dessgn fow of 719,000 mv/d (190
o, Wase aciwated skadge bom the second stage bobgeal
Veatmont systenn s Packened o & dasoived ar flolat on thkener
befors 4 @ sent 10 anasrobe dgaters. Mathane gas from the
maechc dgesiens s uaed lor cogmeraion. Aller devalerng.
e biosoick e land-sppled The facity is stafed by more than
70 ampicpess acres e discpines of adnnatabon lsboatory
perations, mantenanceisleckcd. md ndustaal prelreatment

The bosoinds processing lacily consst of sudge sBage
1arks. a polymer system. two grvity belt ihckenars. nd two
certriuges Anasmbicaly irested shuge al 2.5% total soids
(T5) = pumped bom shudge siorage tanks 1o the grawly bet
Iickeners 1o create a shiry rangig bom 6.0% to 70% TS. Thi
surry @ colected wit awige 1k and procensed INGugh he
certriugen. Boh the suge lank and the centriuge slatns e
It with a cationic polymer mix. The 28% TS final product maets
Ono's Clans B lard appleation reqursments.

Biosoich production averages wound 10,400 Mg/ye (11500
by /) Daylorts nd appication program nchudos mom than
€500 na (21,000 ac) of landin 4 five-county region. Dusing wet

o Erararoe e & Tcrvckony. A neps em e

parads and wtes lnd apphcation = banned and Dayton uses
orate sorage it ldfieeg m reeded

Operations under th amangeme! were convenerd 1oDayior
Thars were 5o s1puatione on qusdfeed corcentratons or sudge
trarster aterviis. The reblionshg between cwner and operator
was amcable But as costs contied 10 e and kinding bgan
10 tghten up (see Figue 2 p. 461 the ity of Dayton beganto

s other arangements, Conct grovea s abowed
the acquadon of the processng tacity through 2 deprec
schediie atexch Syear revew cterval The bupou clase
nciided al permanent s buctures and amels, ncking
process buiddeg and afice area Sudge Slorage tanks. dewalerng
equpment the canveyance system weight scae. and a 3700 m*
(40.000-4%) sudige storage bam

Evaluation yields $20 million savings

Dayton cone.dered e stalim quon & avduaton. The
ensing cond o opbon would keep al agresments servces.
anel prervs0ns e 33T It cwrerap Tumkey operaton of
the dawatenng tackty. and bosoids dsposal) with subsequent
Mt onary ates The rsou coig opteon would uie e contract
Buyou clause wihe the eustng agreement and msourcs
operaton of the dewaterng acity whie contractng ol bosoids
daposal services ina compettive b process

When vakaing breas optone Diayian added corservatve

€ 2012 e Ervonrvnars 4 Techviiogs Al sgps resred.

Placehaidersin s s ourcing op bom for ko, paymer adkbton. and
apital rehubtation and replacement. The BCE avahaion remts
taggeeng - he cay dacovered 1 conic aave over $20 mllcn 1
5 15 pour parod s table. p. 7). Tha cpton ako had the baneit o
secusng ocal conte of lacity opebon ind secusng putic Sector
o The imsourcing option alen wauld save the ot of four fere
empiopeesthat wad otherviss be lost Brough At

Transitioning to inhouse control

At pom, Dayion aimed s sghis ai the nscueng
opbon and moved toward emcion of f reialed Lasks wihn an
extremely aggres sve parod of & montis:
B Buecute buyout ppeopriston and processing.

Pt 0ut bosolds and appiscaton snd daposal senices for

competitve b

Procure a bulk polyme supply

Deveiop 3 rameg program

Upioad andmlegrate assets wihe the ofy's compulereed

martenanas management system program

assesament
d iy pan
Dayton gathered  ransifon. team tha woud heip execute
tasks consisting of cperations maninance, ad s raton,

DECEMBER3MI | WEAT




BREAKOUT SESSION

Implementing a successful change requires a genuine

\L¥
%ﬁ

understanding stakeholder groups and their needs
including




Example Change Scenario
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-Compliance, Ohio tackles Utility of the Future model (from a
conventional set-up) considering sustainability, socioeconomic
and regulatory factors including...

Industrial Pretreatment. Nutrient local limits/surcharges,
FOG/HSW acceptance

Treatment upgrades: FOG/HSW receiving, BNR process,
anaerobic digestion, biogas and heat recovery to CNG, Class A
biosolids with composting, nutrient recovery, comprehensive
odor control, effluent reuse at local golf course

Economic models: IP surcharges, FOG/HSW, CNG, biosolids and
compost, nutrients, effluent reuse
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Assessment Results

Stakeholder Analysis

Stakeholder | Point of LG o
Impact Description of Impact
Group Contact H M. L

Admin
Services

Wastewater
Solid Waste
Lab
Engineering
Maintenance

Water
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Change Management

Example Projects
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Thurston County - CMMS
Implementation

South Adams County - Asset
Management
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Changes succeed or fail based on staff adoption

You are EMPOWERED

* Your voice is critical for making
important decisions

« If staff don’'t “weigh in”, they don’t
“buy in”

« Staff have the power to derail or
accelerate change adoption
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Why we should value

Constructive Resistors

They clarify problems

They force change leaders to think before they implement

Their tough questions can strengthen and improve the change strategy
They let us know who opposes the change

They slow down the change

They might be right...
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What utility managers need during tough transitions is

Staff Change Champions

* No one better understands the impact of changes on
your team’s performance better than you

* Your advocacy can be more impactful than input from
leadership or outside consultants

* During change implementation and training you know
what’s working and what isn’t

*  You've got your finger on the pulse of attitudes,
behaviors, and assumptions

* Be avisible advocate for positive change and
demonstrate an open-minded and flexible approach



Q&A

Thank you for your time
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