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The ability to
learn IS the
MOosSt
Important
guality a
leader can
have.

- Sheryl Sandberg, Chief
Operating Officer, Facebook




Change Management: Helping Our People Be
Successful With Each and Every Change

Carl <
Greer '7’

Washington State
Department of Transportation

COLORADO Gary

Department of Transportation Vansuch

veniser PIOSCI




KEEP
First Things First CALM

AND

PUT FIRST
THINGS FIRST




First Things First

EMERGENCY

EXIT

Stand up, and point to the Exit




What'’s inside
today: long version
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What’s inside
today: short version

Let’s create
cultures where
each and every
person will be
successful with
each and every

change
impacting them




Let's try a.quick.exercise
first




L]

‘Are you good working
together with others?




5-2 3/

Basic math Is part of your
work, right?




Instructions:

Add the numbers you
see, collectively, and

call out the resulting
answer

... Ignoring slide numbers



This Is a quick exercise
which combines both




1000



1000
40



1000
40
1000



1000
40
1000
30



1000
40
1000
30
1000



1000
40
1000
30
1000
20



1000
40
1000
30
1000
20
1000



1000
40
1000
30
1000
20
1000
10



Hmmmmmmmm ......



The “Best” Answer (In Base 10):

1000
40
1000
30
1000
20
1000
10
4100




Question
for the
audience:

Q-
[®
— O
O C
L O
< Q
Q.
©
L



Good
Intentions are
not enough.

They've
never put an
onion In the

soup yet.

- Sonya Levien, American screenwriter
and Academy Award winner




Every system
IS perfectly
designed to

get the
results it
gets.

— W. Edwards Deming




The “Best” Answer (In Base 10):

If you want to
changethe 1000

40

results you 1000
got, 20
something 1000
has to change 20
1000

10

4100



If you want to
change the
results in your
organization,
something has
to change, too.




We know that
something!

We just heard it

over the past 2

days! We know
the strategy!

And, that’s not
enough!

Good intentions
are not enough.




HOW do we
do 1t?

HOW do we
change our
culture?




HOW do we
do 1t?

HOW do we
change our
culture?

Because®...



Culture r '

eats
strategy
for

— Dr. Peter F. Drucker
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What’s inside
today: short version

Let’s create
cultures where
each and every
person will be
successful with
each and every

change
impacting them




What’s inside
today: Parts

Shaping our culture:
basics

Shaping our culture:
Change
management at
WSDOT

Shaping our Culture:
Change
management at
CDOT

Your thoughts and
qguestions




What’s inside
today: Parts

Shaping our culture:
basic




Does your
company have
an | can”
culture?

If not, what are
you doing to
change It?

- Karyn Ross, Keynote
Speaker




Some tools to help our learning

Che_mge Management: A _
With Each and Every Change Av v/» Prosci

Woednesday, October 18, 2017 WSDOT

“The hest Climge Manhgement guide o biosaness sn proside 1o s emphovers."

. N , — ; The ability to
My learning objective(s) for today's session isfare: stk

most impertant
quality a
leader ean
have.

e Emp ]0 ee s

=
My Key Takeaways and What | am going to do People | need to
My Action ltems with this, and by When involve

ange

... to suppert this {these) organizational goal(s) at my own DOT:

3 Edition

The complete guide to

surviving and thriving
during organizational change

Jefirey M. Hiatt

i red Mdaiarinl
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Determine what
behaviors and beliefs
you value as a
company, and have
everyone live true to
them.

These behaviors and
beliefs should be so
essential to your core
that you don’t even
think of 1t as culture.

— Brittany Forsyth, VP of Human Relations,
Shopify

40



Words both
create and
transmit
organizational
culture.

- Karyn Ross, Keynote
Speaker




What iIs
Culture?

Those
behaviors and
beliefs and
words that are
the essence,
the core of your
organization



What iIs
Culture?

Those
behaviors and
beliefs and
words that are

the essence,
the core of your
organization




o\

Safety Integrity People Cust -0 a
Ser

Safety — We work and live safely! h I
We protect human life, preserve property, and put emplo W a‘t I S
Culture?

People — We value our employees!

We acknowledge and recognize the skills and abilities of
diversity and commitment to equal opportunity.

Integrity — We earn Colorado’s trust! Th O S e

We are honest and responsible in all that we do and hold b h 2 d

standards. e aVI O rS an
Customer Service — We satisfy our customers! w

\rﬁ\éi(teré:can—do attitude we work together and with others WO rd S th at ar e

| | the essence,

Excellence — We are committed to quality!

We are leaders and problem solvers, continuously impro th e C O re Of yo u r

of our commitment to provide the best transportation sy: . .
organization
Respect — We respect each other!

We are kind and civil with everyone, and we act with couiaye arnu nury.



Culture: Behaviors and beliefs
and words

www. heteameasal.com




Some advice



Some advice

Step 1: What culture do you need/want: define it
clearly for yourself:
behaviors, beliefs, words



What culture do
you want / need?



What is your DESIRED culture — the culture you

need in your organization?
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Ji Poll Everywhere



What is your DESIRED culture — the culture you

need in your organization?

Take out your phone or tablet,
open a browser, and go to:

PollEv.com/

~=~UJInuiiv
revolutionary

Ji Poll Everywhere



Your desired culture:
behaviors and beliefs and words

Notes on culture
What does What does

your your
DESIRED CURRENT
culture look culture look Gap?
like, sound like, sound

like, act like? | like, act like?

W4T Stifting Culure Through Change Management




What is your CURRENT culture (even if you do not

like it)?

g avesone
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What is your CURRENT culture (even if you do not
like it)?

Take out your phone or tablet,
open a browser, and go to:

PollEv.com/
"L Ggidiotsselﬁsh-gﬁg _O.=
nnnnnnnnnnnnnnn = 5 ﬂ_ e
Frup Logzen Q5 Mess
COLDUSHNEQGOCI %;;;i(lgazyg . éh d

i Poll Everywhere



Your CURRENT culture:
behaviors and beliefs and words

Notes on culture

What does What does
your your
DESIRED CURRENT
culture look culture look Gap?
like, sound like, sound

like, act like? | like, actlike?

Y1AT Shifting Guiure Thrugh Change Managemert 3




Your culture challenge:
Desired vs. Current = Gap

Notes on culture

What does What does
your your

DESIRED CURRENT
culture look culture look Gap?
ike, sound like, sound

ike, act like? | like, act like?

Shifting Culture Thiough Chanpe Managernent




Step 1, summary

Step 1: What culture do you need/want:
define it clearly for yourself:
behaviors, beliefs, words



How do you change to that
culture you want / need?



OK, Gary, | agree: .
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Important
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However, | am just
one person.

Isn’t changing the
culture someone
else’s job, the CEO,
COQO, CFO, CXO ...?



However, | am just
one person.

Isn’t changing the
culture someone
else’s job, the CEO,
COQO, CFO, CXO ...?

What good can one person do
to change culture?



Some advice

Step 1: What culture do you need/want: define it
clearly for yourself:
behaviors, beliefs, words

Step 2: How do you change to that culture:
approach it like you would any change

Ip A: Understand the change

Ip B: Start with yourself: be a good example

Ip C: Focus on coaching /7 mentoring individuals
(ADKAR), so that they can be successful




e Approach this change
like you would approach
any change: first,
understand the change



Here's a tool that can help

Think of achangeyou

are currently involved e cew oo
with, or are

contemplating starting.

Perhaps you want to —
transition to that S
Desired Culture




Name of the change (Project)




Name of the change

Purpose
(Why)

Short version
for today: one
(reasonably
short)
sentence




Name of the change

Purpose Particulars
(Why) (What)

What is actually being changed?
Specific changes that will be made
to business processes, systemes,

tools, job roles, organization
structures — what is actually being
changed?




Name of the change

Purpose Particulars People
(Why) (What) (Who)

Who has to do their jobs

Short v _ dlfferently? ersion
Rt Vith the new processes, systems, (i
(reaso tools, job roles, organization or 4
Jale  structures — whose day-to-day (el
sent work will be impacted? ps



Name of the change

Purpose Particulars People
(Why) (What) (Who)

Who has to do their jobs

differently? .
fi?c:gd Scale of 0 to 100: what 3?;?”
(reaso percentage of the success of or 4
Jile  your change depends on people [EXe];
sent doing something different? Ps



Name of the change

Purpose Particulars People
(Why) (What) (Who)
T

If people do NOT change how they do their

jobs, then it does NOT matter what specific
changes are implemented!

L
‘l‘\ |-|-r\mn v\l\t\v\lf\ 7]

If people don’t change how they do their jobs,
then we ultimately will NOT achieve the
purpose of the change or the project!




Let’s do a 2"9 quick exercise



Future State: organizational

Future State: individuals

1. What does this individual

have to do differently?
2.

3.

orgamzaﬂonalview
aaaaaaaaaaaaaaaaaaaa

views

;;;;;;




Future State: organizational

Future State: individuals
1.

2. What do YOU have to do
differently?
3.




Tip A, summary

e Approach this change
like you would approach
any change: first,
understand the change



e Approach this change like you
would approach any change:
Start with yourself, be a

good example, a good role
model






What you do speaks SO Ioudly
| | can't hear what you're saying."

— Ralph Waldo Emerson
[

5 ke
=

[



One person
can make a
difference,
and
everyone
should try

— John Kennedy




Approach this change like you would approach
any change:

Start with yourself, be good example, a good
role model

Adapting to this change myself

UNDERSTAND - | will seek out information to understand why this

Atool that =™ ™™

ASK QUESTIONS - | will ask questions to make sure | understand

m ay h el p how this change will impact me and my team.

PROVIDE FEEDBACK - | will provide feedback in a clear, non-
confrontational manner to my manager and to the Sponsor (or project
team) of this change, including any objections | have.

DEAL WITH MY OWN RESISTANCE - If | am resistant to the change,
| will figure out the root cause of my resistance and will work with my
manager to find solutions to my objections.

SUPPORT AND PARTICIPATE - Before introducing this change to my
people, | will decide to support and participate in the change, and to be
an advocate.



Thereis =
nothing so '
annoying |
as a good

example! §
— Mark Twalin |



Tip B, summary

e Approach this change like
you would approach any
change: Start with yourself,
be a good example, a good
role model



e Approach this change like

you would approach any
change: Focus on

coaching and mentoring
Individuals



What comes to mind when you think of change

management?
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What comes to mind when you think of change

management?

” b open '
c positive COMMINICatio .. happen i nn+ifiEr{ happens

Take out your phone or tablet,
open a browser, and go to:

PollEv.com/

% ageey 5 O O mank i hillcimbSystemunknown
0 agency Qjdeas Managing hﬂ!-EJLrlTqu hannanina wide

Ji Poll Everywhere é
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Change management,
our definition:

Helping every person be
successful with every change
which impacts him or her
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Prosci’s ADKAR® Model

« ADKAR was developed by Prosci
Research after studying the change
patterns of more than 700
organizations.

 ADKAR represents the five
elements of change that must be
achieved for the change to be a
success.

 ADKAR targets managing change at
an individual level and guides
activities at an organizational level.

ADKAR and ADKAR terms are registered trademarks of Prosci. All rights reserved.

Employee’s

§||ru|qg| Uide

Jefirey M. Hiatt




The Five Building Blocks for

Awareness
Successful Change

Knowledge

Employee’s

ﬁurvlqglli lidg

ng

Ability

Reinforcement”




The Five Building Blocks for
Successful Change

Awareness

We will cover the ADKAR model
overall first, then discuss its
application to Personal
Changes and Business
Changes

— A

Reinforcement” I R '




The Five Building Blocks for Successful Change
Change Begins with Understanding Why

@ @ @

What is the nature Why is the What is the risk of
of the change? change needed? not changing?

ADKAR and ADKAR terms are registered trademarks of Prosci. All rights reserved.



The Five Building Blocks for Successful Change

Change Involves Personal Decisions

2 Q@ &

What’s in it for me A personal choice A decision to engage
(WIIFM)? and participate

ADKAR and ADKAR terms are registered trademarks of Prosci. All rights reserved.



The Five Building Blocks for Successful Change

Change Requires Knowing How

Knowledge

'EEB' 4 @(
Understanding Training on new Learning
how to change processes and tools new skills

l @

ADKAR and ADKAR terms are registered trademarks of Prosci. All rights reserved.



The Five Building Blocks for Successful Change
Change Requires Action in the Right Direction

The demonstrated capability to Achievement of the desired change
implement the change in performance or behavior

ADKAR and ADKAR terms are registered trademarks of Prosci. All rights reserved.



The Five Building Blocks for Successful Change

Change Must Be Reinforced to Be Sustained

Actions that increase the likelihood
that a change will be continued

ADKAR and ADKAR terms are registered trademarks of Prosci. All rights reserved.

Recognition, rewards, and other
activities
that sustain the change



Individual Change Management Outcomes

When you create: You hear:

(A)  Awareness  “l understand why...”

Desire “I have decided to...”

Knowledge “I know how to...”

Ability “I'am able to...”

ONOMIONEC

Reinforcement “| will continue to...”

ADKAR and ADKAR terms are registered trademarks of Prosci. All rights reserved.



The Five Building Blocks for
Awareness
Successful Change

N fid R

Think of a personal change that
you are trying to facilitate with
a friend, family member,
neighbor

C——  a

Al
Reinforcement’ I RI




Individual Change Management Outcomes

When you create: You hear:

(A)  Awareness  “l understand why...”

Desire “I have decimmmm—t—

Emp 10 ee’s

Knowledge  “I know hov §lINI amlllll

Ability “I am able t PP- 45-50

The complete guide to
surviving and thriving

Re i nfo rceme nt I W I I con t | during organizational change
Jefirey M. Hiatt

E

ONOMIONEC

ADKAR and ADKAR terms are registered trademarks of Prosci. All rights reserved.



| feel really
grateful to the
people who
encouraged me
and helped me
develop.

Nobody can
succeed on

thelr own.

--Sheryl Sandberg, COO of Facebook

Sheryl Sandberg

A 1987 yearbook photo of Sheryl
Sandberg, who graduated from North
Miami Beach High School



':4

| “I've learned

I8 that people will

| forget what you

¢ said, people will

“ W forget what you

8 did, but people

& will never forget

NN B how you made

A - Maya Angelou
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The Five Building Blocks for

Awareness
Successful Change

——

ADKAR applied to a
Business Change at WSDOT

Ability

Reinforcement”




Individual Change Management Outcomes

When you create: You hear:

(A)  Awareness  “l understand why...”

Desire “I have decimmmm—t—

Emp 10 ee’s

Knowledge  “I know hov §lINI amlllll

Ability “l am able t PP- 57'62

The complete guide to
surviving and thriving

Re i nfo rceme nt I W I I con t | during organizational change
Jefirey M. Hiatt

E

ONOMIONEC

ADKAR and ADKAR terms are registered trademarks of Prosci. All rights reserved.



Tip C summary

e Approach this change like
you would approach any
change: Focus on coaching
and mentoring individuals,
to help them succeed



What we covered

Step 1: What culture do you need/want -

define it clearly:
behaviors, beliefs, words

Step 2: How do you change to that culture:
approach it like you would any change

Ip A: Understand the change

Ip B: Start with yourself: be a good example

Ip C: Focus on coaching /7 mentoring individuals
(ADKAR), so that they can be successful




One person

can-cnly do
sOo much




What’s inside
today: Parts

Shaping our culture:
Change
management at
WSDOT



Build relationships:
, credibility for the project

5

RO|E/jOb is to walk 2 mlle in thelr shoe

." . }r(.ﬁ.t"' ’ :!-' _-:1- b .q._-‘-l .- = ;:‘ ' ' d. _‘_‘ ﬂUT;ﬂF EDEN PR‘DJECT

Lo ‘ ¢ g =i iy r-aE



ﬁ
* Nurture relationships

* Develop & leverage

statewide support teams
* (Collaborate with and
coach project leadership

* Employ ADKAR metrics

to coach and measure Participation

progress

Just enough, just in time

* Role- and process-based

materials
* Tailor training method to

learning preferences

Invite project

participation
Embrace and participate

in regional culture

Practice transparency,

openness, proactivity
Timely and meaningful
outreach




Awareness The Five Building Blocks for
Successful Change

Knowledge

Ability

Reinforcement®




WSDOT has seven regions and the nation’s
largest marine highway system,
Washington State Ferries

1" 'Northwest

North Eastern |

Central | 0
spokane ¥

Wenatchee

e South Central

[!'| . Southwest
' @
1

“SEE -.-.-! ..
(Vancouvef -



Before implementing ADKAR, the
method of communication was
through e-mail, high-level meetings or
Quick notices.



Sponsors and
project managers
how meet with
the affected staff
to explain the
“why” of the
project and risk of g
not doing AR
anything.




stakeholders to ask questions or
give feedback.



WIIFM for the
Organization

Vs.

WIIFM?

WIIFM -
for the

impacted
stakeholders



“If you talk to a
man in a language
he understands,
that goes to his

¥ Lt o s

- " A
A e £ = ¥

g T i - =

r - vl ~ - - =
° 3 e N 3 TR, .
- — ; o = e
.

If you talk to him
in his language,
that goes to his
heart.”

- Nelson Mandela



What’s inside
today: Parts

Shaping our Culture:
Change
management at
CDOT



g WHAT is CDOT
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WHO is TEAM CDOT?
i) u-'w
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CDOT's Summit: To Become the
Best DOT in the Country

To save lives and make lives better by providing
Purpose freedom, connection and experience through travel. &? | 2017

Safety, people, integrity, customer service, excellence
Values and respect are at the heart of all that we do.

. The best DOT in the country for all customers by focusing on our
Summlt people, leading-edge technology and a healthy multi-modal system.

Technology

System
'.

paperl Turning . Workforce ¢ Risk and Winter
Trails cm_?ss Data Into Mog;;ll)ing U&'ﬂ?@f of the Resilioncy / | Operations

Intelligence Futuro Program Roadinoss
Expansion
of Fiber RoadX Compensation Maintenance
e Program & Banefits Optimization
. Hiring &
‘ Masterworks Situational Reallocation
Awarenass Process Striping
Employee Improvement
Recognition
. Unmanned
Contracting Aerial Systems ST
=L s o
Development Dalivery—
Central 70,
RAMP

Projects, SPI




CDOT
CDOT’s Change Agent Network (CAN):
) It’s All About People, too A

Helping All of Our
People be successtul
with each and every

change which impacts
them



AV
- Forward Flow of Information........

We CAN be the best at change!

o ® .
0@ °. -
Project o ange Supervisors Employees
°y Leads 5 Agents
00

Greatest Contributors to Success:

» Active and Visible Sponsorship

Frequent and Open Communication about the Change

Structured Change Management Approach

Dedicated Change Management Resources and Funding

Employee Engagement and Participation

Engagement with and Support from Middle Management 119



CDOT
t Mot

“Backward’ Flow of Information

P [
‘e
°Q® °.
[
Employees Supervisors Change Agents
[
CION R
® o

Project Leads

Two Way Information System:

e Frontline Employees can send Ideas and Information
Back Up the Chain
 Allows for Sending and Receiving Communication Regarding
Organizational Changes
e Encourages Engagement from Frontline Workers

120




CDOT
CDOT’s Change Agent Network (CAN):
) It’s All About People, too A

Eﬁgéions Helping All of Our People be successful

6 Team Leads with every change which impacts them
45 Change Agents

Activities: e

e Support Multiple Je@ °,

Proiect Project Change Supbervisors Emol

rojects A Leads Agents P e
» Statewide CAN Meetings eco0°
e Regional CAN Meetings -
\

e Two-way!!! -
e Change Management ’f"

Plans -

&

-
o ® - -
'. o ‘ ’ e )
Y e Y ) (R
®°0




What’s inside

today: Parts

(4.

Your thoughts and

qguestions







What we covered

Shaping our culture:
basics

Shaping our culture:
Change
management at
WSDOT

Shaping our Culture:
Change
management at
CDOT

Your thoughts and
qguestions




“They always
say that time
changes
things,
but you
actually have
to change
them
yourself.”

- Andy Warhol




“A good plan, .-
violently g -
executed now, IS
better than a
perfect plan
executed next 7 E N
week.” 4

— General George Patton




So, what’s on
your (good
enough) plan?

Change Management:
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With Each and Every Change & v’ F ’ 086’
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The ability to

leam is the

Iy learning objective(s) for today's session isiare

quality a
leadler can

to suppart this (these) organizational goal(s) at my own DOT:

My Key Takeaways and What | am going to do People | need to
My Action ltems with this, and by When involve
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