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Don’t Forget About People

Wednesday, March 9, 2022
2:00 – 3:00 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.

Jackie Jarrell
Charlotte Water
Deputy Director

Welcome!
Don’t Forget About People
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People Processes Technology

Change Management

Monitor Performance

WISE Framework Focuses on Creation of Value

Leadership: Defines overall mission and goals for the organization

Mission
Goals

Scope of WISE

People Processes Technology

Change Management

Monitor Performance

Assess 
System 

Maturity

Analyze As Is 
System State

Design To Be 
System State

Plan 
Improvements

Implement 
Improvement

Monitor 
Performance 

Applying
Improvement
Methodology
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Team People

Change
Management

Monitoring

Workforce

Organization

Processes

Technology
Workforce

Organization

Processes

Technology

Team CIP

CIP Planning

CIP Delivery

Team Assets
Asset Management 

Asset Risk

Team Analytics

Technology

Data Analytics

Team Energy
Energy 

Management

Process Improvement

Technology  Improvement

Team Change 
Management

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 

Leadership: Defines overall mission and goals for the organization

Mission
Goals

Scope of WISE

People Processes Technology

Change Management

Monitor Performance

Assess 
System 

Maturity

Analyze As Is 
System State

Design To Be 
System State

Plan 
Improvements

Implement 
Improvement

Monitor 
Performance 

Applying
Improvement
Methodology
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Leisa Thompson
General Manager
Metropolitan Council 
Environmental Services

People First

People Process

Technology

People Related Challenges
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We Need to Change

You can’t solve today’s problems with 
the same thinking that created them            
Einstein

Progress is impossible without 
change and those who cannot 
change their minds cannot change 
anything

Are We Asking the Right Questions?

30% Success with Change 
Initiatives

30% Engagement Scores
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Hunter 
Gatherer-Era

Agricultural 
Era

Industrial Era Information
Era

Augmented 
Era

Millions Millenniums Centuries Decades

Why Do Leaders Need to Get Comfortable with Adaptation?
• The slowest rate of change is happening now

Time: We are HereOur Mental Models are Here

The Adaptation Advantage by McGowen, Shipley

• Our mental models are already behind
• What mental models are we carrying that need to be 

unlearned?
• What leader habits reflect an outdated mental model?

The Iceberg Model For Organizations

Events

Patterns of 
Behavior

Underlying 
Systemic Structure

Mental Model

Observable Behaviors
What has happened?

What Trends Are We Seeing
What has happened over time?

What Informational & Operational Processes Shape 
These Patterns?

What structural forces are contributing to these patterns?

What Mental Models Shape the Decisions that 
Created this System?

What basic beliefs hold these models in place?

Visual Consulting, Sibbett & Wendling PhD
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Culture = Shared Everyday Habits

Organizational culture is shown in:

• How we do our work

• How we treat our employees and customers

• How we make decisions
• The degree of freedom for personal expression

• How power and information flow through the 
hierarchy

16

Low Standards High Standards

High Psychological Safety
Comfort Zone

Learning & 
High Performance 

Zone

Low Psychological Safety Apathy Zone Anxiety Zone

Psychological Safety and Performance
Amy Edmonson, Fearless Organizations

Psychological safety refers to the experience of feeling able to speak up 
with relevant ideas, questions or concerns
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Neuroimage of Brain Responses to Social and Physical Threats

17

SCARF Model by Neuroleadership Institute

Status Am I Respected and Valued?

Certainty Am I in the Loop?

Autonomy Am I Given Choices and Control?

Relatedness Do I Belong?

Fairness Do I Get the Credit and Opportunities That Others 
Do?
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Maslow’s Hierarchy of Needs Model

Self‐
actualization

Esteem

Belonging & 
Love

Safety

Biological and 
Physiological

Maslow’s Model Rewired
Dr. Pamela Rutledge

Connection

Esteem, 
Reputation & 
Competence

Safety, Order 
& Certainty

Community, 
Belonging & 

Love

Food, Shelter 
& Sex
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Generative Interactions Leads to Systemic Change

With Psychological Safety
• Authentic Conversations
• Connection
• Holding the Whole and the Parts at 

the Same Time

Without Psychological Safety
• Uncommunicated Thoughts
• Unshared Feelings
• Unexpressed Observations

RESULTS

BEHAVIORS

EMOTIONS

THINKING

Why is it So Hard to Change Our Behaviors Even When We Want To?

Thinking Behaviors
• 20% of brain energy 
• conscious brain
• creative and deliberate
• What do I know?

Habit Behaviors
• 80% of brain energy 
• subconscious brain 
• reflex behaviors and 

habits
• What I think I know

Processing Speed
• 40 bits info/second

Processing Speed
• 40 million bits 

info/second

When triggered by physical or 
social fear 

Blood
Flow 

Decrease
s

Blood 
Flow 

Increas
es

95%5%
What part of the brain is driving 

behaviors daily?
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Greatest Invention of All Time?

People Working 
Together Toward a 
Common Goal

Organizational Culture & Workforce Maturity 
Assessment Model Development Process

Kaisra Osman
Asset Management Professional
Greatlakes Water Authority
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Overview

 The Framework

 Collaboration Process

 Maturity Model

Organizational Culture & Workforce Maturity Assessment Model Development Process

The Framework

Organizational Culture & Workforce Maturity Assessment Model Development Process
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The Framework - Goal

Gather, manage and interpret 
feedback and information 
efficiently and develop an 
assessment tool that is 
versatile and usable across a 
spectrum of water utilities.

Organizational Culture & Workforce Maturity Assessment Model Development Process

The Framework - Development

1. Team Membership/development
 Workforce
 Organizational Culture

2. Established a Core Team

3. Multiple Workshops focus
 Develop level 5 maturity statements
 Identify actions needed to reach maturity 

4. Assessment of actions/statements collected during workshops

5. Combined the two teams and collated statements

6. Collaboration on survey questions to build the assessment 
model

Organizational Culture & Workforce Maturity Assessment Model Development Process
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The Framework – Maturity Model

Organizational Culture & Workforce Maturity Assessment Model Development Process

Patrick Lencioni
The	Five	Dysfunctions	of	a	Team

O
rganizational Culture Team

Org. Culture 
modeled based 

on key functional 
elements and the 
direct impact on 

results

W
or

kf
or

ce
 T

ea
m

Daniel H. Pink
Drive:	The	Surprising	Truth	about	What	Motivates	Us

Workforce 
modeled based 
on motivational 
elements that 
impact results

Collaborative 
Approach

Organizational Culture & Workforce Maturity Assessment Model Development Process
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Collecting and Consolidating Input

Organizational Culture & Workforce Maturity Assessment Model Development Process

200+ Organizational 
Culture Workshop 

Statements

200+ Workforce 
Workshop 
Statements

Preliminary level 5 maturity 
statements for each category

Collapsed into ~20 
Categories

Collapsed into 
45 Categories

Assessment Model

Further collapsed into 
7 major categories

Final  Seven Categories

1. Organizational Strategy and Performance
2. Organizational values
3. Responsibility and Accountability
4. Employee Engagement
5. Teamwork and Collaboration
6. Reward and recognition
7. Communication and Feedback

Organizational Culture & Workforce Maturity Assessment Model Development Process

Further refined level 5 Maturity 
statements for each category

31
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Building the method

Reviewed several available 
surveys such as the Office of 
Personnel Management (OPM) & 
Society for Human Resource 
Management (SHRM) as reference 
documents to develop the 
assessment statements.

Organizational Culture & Workforce Maturity Assessment Model Development Process

Tier 1: 18 Statements
Tier 2: follow-Up to Tier 1

Responses on Likert scale
From Strongly Disagree to Strongly Agree

Mapping Input Into Categories
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Consolidating Comments Into Categories

Defining Examples For Different Maturity Levels
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Mapping To OPM Questions

Fine Tuning The Questions To Meet Our Needs

Questions were proposed by the 
Core Team and discussed by the 
entire team.
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This Was Done For Each Category

Accountability

Maturity Model

Organizational Strategy and Performance

Organizational Values

Responsibility & Accountability

Reward & Recognition

Communication & Feedback

Employee Engagement

Teamwork & Collaboration

Assessment Categories

Assess System 
Maturity Analyze As Is 

System State
Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 
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What  is  unique  about  this  model?

Organizational Culture & Workforce Maturity Assessment Model Development Process

 Developed collaboratively by a cross spectrum of 
water utilities

 Focused on primary challenges faced by water utilities

 Versatile use for leadership and non-leadership 
workforce

 Versatile use across the organization or specific 
departments

 Tier 2 Questions for deeper dive in areas with 
unfavorable responses to Tier 1 categories

 Includes Glossary of Terms for consistent 
understanding and interpretation of results

Organizational Culture & Workforce Maturity Assessment Model Development Process

Kaisra Osman
Asset Management Professional
Greatlakes Water Authority
kaisra.osman@glwater.org
313.296.5450
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Alice Brawley-Chesworth
Portland Bureau of 
Environmental Services
Policy Analyst & Employee 
Support Lead

Workforce and Organizational Culture Assessment

Request
Improvement

Define the scope, 
goals for 

improvement

What are the 
scope/goals?

Plan Maturity 
Assessment

Organization & 
Workforce

Conduct Workforce 
and Org. Culture 

Maturity 
Assessment As Is

Assess System 
Maturity Analyze As Is 

System State
Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 
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Assess System 
Maturity

Analyze As Is 
System State

Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Conduct Workforce 
and Org. Culture 

Maturity 
Assessment As Is

Initiate
Assessment

Conduct Tier 1 
Assessment

Conduct Tier 2 
Analysis for 

selected 
categories

Analyze Tier 1 
Results

Analyze Tier 2 
Results

Document 
Results Complete

Assessment

Low Maturity 
Categories 
Identified?

No

Yes

Assess System 
Maturity Analyze As Is 

System State
Design To Be 
System State

Plan 
Improvemen

ts

Implement 
Improvemen

t

Monitor 
Performance 

Conduct Workforce 
and Org. Culture 

Maturity 
Assessment As Is

Adopt 
Maturity 
Model

Initiate 
Maturity 

Assessment

Team, Scope, 
Goals, List of 
Stakeholders

WISE KB 
Maturity 
Models

Adopt Tier 1 
Questions

WISE KB 
Tier 1 

Questions

Conduct Tier 1 
Assessment

WISE KB Tier 1 
Assessment 

Tool

Analyze Tier 1 
Results

WISE KB Tier 1 
Reporting Tool

Finalize 
Maturity 

Assessment

WISE KB 
Assessment 
Guidelines

End
Maturity 

Assessment
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Organizational Strategy and Performance

Organizational Values

Responsibility & Accountability

Reward & Recognition

Communication & Feedback

Employee Engagement

Teamwork & Collaboration

Collect 
Responses

Analysis Results/ 
Presentation

Assessment Categories

Conduct Workforce 
and Org. Culture 

Maturity 
Assessment As Is

Assess System 
Maturity Analyze As Is 

System State
Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Assessment Tool Implementation for Tier 1

Create Survey 
in MS Forms

SharePoint Folder(s)

Save 
MS Form

Send Tier 1 Survey 
Form, Collect 
Responses

Save 
Results 
in Excel

Run Power BI 
Create Report 
on Tier 1 results

Ingest
Data 
from 
Excel

Review Tier 1 
Report, Identify 
Vulnerabilities

Access 
Power 
BI 

report
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Organizational Strategy and Performance

Organizational Values

Responsibility & Accountability

Reward & Recognition

Communication & Feedback

Employee Engagement

Teamwork & Collaboration

Collect 
Responses

Analysis Results/ 
Presentation

Assessment Categories

Conduct Workforce 
and Org. Culture 

Maturity 
Assessment As Is

Assess System 
Maturity Analyze As Is 

System State
Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 
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Dashboard Results/ 
Presentation
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Results/ 
Presentation
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Assess System 
Maturity Analyze As Is 

System State
Design To Be 
System State

Plan 
Improvements

Implement 
Improvements

Monitor 
Performance 

Conduct Workforce 
and Org. Culture 

Maturity 
Assessment As Is

Initiate
Assessment

Conduct Tier 1 
Assessment

Conduct Tier 2 
Analysis for 

selected 
categories

Analyze Tier 1 
Results

Analyze Tier 2 
Results

Document
Results Complete

Assessment

Low Maturity 
Categories 
Identified?

No

Yes
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Assess System 
Maturity

Analyze As 
Is System 

State
Design To Be 
System State

Plan 
Improvements

Implement 
Improvement

Monitor 
Performance 

Initiate As Is 
Analysis

Review Maturity 
Assessment 

Results (Tier 1)

Tier 1 
Assessment 

Results

Vulnerabilities 
Identified?

Conduct Tier 
2 Follow-up

WISE KB Tier 
2 Analysis 

Tool

Design Tier 
2 Follow-up

WISE KB 
Tier 2 

Statements

Analyze Tier 
2 Feedback

WISE KB Tier 
2 Reporting 

Tool

Finalize As Is 
Analysis

WISE KB 
Analysis 

Guidelines

Yes

No

Moving On To Analysis – Including Tier 2 Statements
Conduct Tier 2 

Analysis for 
selected 

categories

Analyze Tier 2 
Results

Change
Management

Monitoring

Workforce
Organization

Processes
Technology

Workforce

Organization

Processes

Technology

360° portfolio of 
maturity assessment tools

Conduct 
Technology 

Maturity 
Assessment As Is

Conduct Business 
Process Maturity 
Assessment As Is

Conduct Workforce 
and Org. Culture 

Maturity 
Assessment As Is
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Thank You!
For more information on the WISE Program:

Lisa Mc Fadden  lmcfadden@wef.org
Cello Vitasovic   Cello@9DAnalytics.com

https://www.wef.org/wise
https://www.wef.org/wise-webcasts

Upcoming Webcast:

Change Management: Necessary 
Ingredients for Success

Wed, April 13, 2022 – 2:00-3:00 PM ET
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