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Agenda
• Introduction
• Challenges 
• Change Management Toolkit
• Project Spotlight: CA DMV Reorganization
• Questions?
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Challenges
What the organization faces and what the 
individuals face
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• Have you ever been part of a 
reorganization, either as part of 
the team that was leading the 
effort or as an employee 
impacted by a reorg?

Audience Poll
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The Challenge for Organizations
When approaching a reorganization or other non-IT systems implementation, organizations face several hurdles that 
can threaten success. People are at the core of each of these factors.
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Cultural 
expectations

Lack of capabilities 
and resources for 
implementation

Must maintain 
mission critical 

operations

Lack of resources to 
acquire new skill 

sets

Lack of data 
regarding skills of 

the workforce

Hesitation to 
engage external 

stakeholders and 
customers

Credibility of 
change sponsors

Legacy siloes
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The Challenges for Employees

What they fear:

The brain registers change as pain (nocebo effect), and reorganizations and other non-IT systems implementations 
can often feel more personal and more threatening
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This will make things worseAm I going to lose my job?

I have no control.

What if I don’t like my new 
manager or new team?

What if my job changes so much, 
I no longer like it?

Will I be able to adjust?

They [Leadership] will do what they want

That team is difficult to work with

We’ve always done it this way

We tried to change in the past and it didn’t work

What they say:
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How Organizations Approach Change
Most organizations tend to focus on Technology and Information when they approach a transformation, but the 
most impactful areas of investment are People, Culture, and Leadership
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What Actually Makes Change Successful? 
Change is made successful through a combination of ‘hard’ and ‘soft’ factors
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83%
64%

57%
53%

51%
46%

39%
27%

24%
18%

14%
9%

7%
6%

Top management sponsorship
A shared vision

Corporate culture (that motivates and promotes change)
Honest and timely communication

Ownership of change by middle management
Employee Involvement

Change agents (pioneers of change)
Efficient structure and roles within organization

Skill-set of project team
Efficient training programs

Adjustment of performance measures
Monetary and non-monetary incentives

Focus on project management tasks
Regular status reports to management

Soft factors (qualitative)

Hard factors (quantitative)

*Source: IBM Making Change Work study
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Toolkit
Tools to Consider for These Types of 
Changes
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Tools to Consider
Many Change Management tools are helpful for reorganizations and non-IT implementations, but we have found that 
opportunities for direct engagement with leaders and stakeholders are most critical for these types of changes
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Change Management Strategies and Plans: Approach and guiding documents for a change 
initiative including vision, roles, governance, resources, activities, tasks and milestones to provide a 
strong foundation for a transformation initiative. 

Catalyst Alignment Events: Facilitated workshop to define the change, align leaders and agree 
upon the guiding principles to underpin actions and decisions of the program. We invited key project 
stakeholders to validate business objectives and agree to project activities.

Stakeholder Analysis and Engagement Tools: Identifies affected stakeholders and needs. Creates 
robust two-way feedback to allow stakeholders to inform the design and/or priority items. Provides a 
template for cascading information regarding the initiative throughout the organization. Includes key 
messages, timelines and sequencing of communications.
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Tools to Consider
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Change Impact and Readiness Assessments: Identifies the level and scope of impact for 
stakeholders affected by the project, including a findings summary and recommended mitigation 
strategies. Incorporates as-is and to-be gap analysis to determine the degree of change impact and 
analyzes readiness for adoption across critical dimensions.

Empathy Map: Documents a stakeholder’s environment, what are some of the things he/she sees
everyday? What does he/she do? Think? Feel? This exercises helps you synthesize your
observations and draw out unexpected insights.

Workforce Transition Template: Defines needs to transition the organization to new roles and 
responsibilities, including training, communications and policy changes. Focuses on designing products 
and processes to make it easy for the end user to make the transition.
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Tools to Consider
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How Might We Sessions: How might we’ questions help turn problem statement into future 
possibilities. It also facilitates engagement of everyone and often helps to identify more solutions and 
approaches.

Journey Map: Documents a stakeholder’s journey step by step from the moment they hear about your 
service/product/process, to when they decide to engage with and use it. Helps identify “love” points 
and “pain” points.

Persona Analyses: Identifies different attributes of the audience you are targeting. Using interviews
and research conducted to shape personas. This provides structure around who you are targeting and
their associated behaviors, attitudes and attributes. (Usually between 5 – 8 personas are identified.
Sub-personas may also be revealed).
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Open Share
Have you used another tool you would 
recommend for these types of changes?
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CA DMV 
Reorganization
Project Example
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The Challenge
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Several decades since the last 
reorganization

.

Project 
Challenges

Change fatigue from several major 
modernizations and transformations

‘PC Coordinators’: Department had 
developed several ‘shadow’ IT help 
desks across the divisions

Siloed divisions and teams

Strong historic distrust between 
the teams and the Information 
Systems DivisionDuplicated work across teams in 

different divisions

Previous attempts to consolidate the IT 
function had proved unsuccessful

The project aimed to modernize the Department’s organizational design and create more efficiency and 
opportunities for career progression 

Greatest ResistanceOrganization-Wide
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Change Management Approach

To ensure consistent and thoughtful communications and change 
management, the team developed and implemented a 
Communications and Organizational Change Management (OCM) 
Plan which identified

• Key stakeholders 

• Activities to inform and support stakeholders from the lens of Prosci
Change Management Framework, ADKAR:

For a separate project, Guidehouse helped the DMV establish it’s OCM 
Network.

• The OCM Network and Executive OCM Team were important 
partners throughout this project

• Consistent and ongoing meetings with the OCM Team helped us get 
real-time feedback on stakeholder readiness and progress and make 
updates to the plan
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• Training Sessions
• Workforce Transition Plans for IT staff

Ability

• Announcement Email 
to All Staff

• Project Intranet Page

• “Hot Topics” Features
• Stakeholder Interviews 

and Focus Groups

Awareness

Knowledge
• Office Hours
• Talking Points

Desire
• Design Sessions
• Stakeholder Interviews 

and Focus Groups

• Meet Your Leader 
Meetings

• “Hot Topics” Features

Reinforcement
• New Processes
• Ongoing communications
• Continued leadership sponsorship 

The team leveraged Organizational Change Management (OCM) and utilized Prosci’s ADKAR Framework to guide 
the OCM activities across the Department 
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Key Change Management Activities
Stakeholder input and embedding ourselves in the organization were the primary keys to success.
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Stakeholder Interviews and Focus Groups
The team interviewed over 130 DMV team members at different stages of the project, from front-line 
staff to executives, to develop a 360-degree relationship with members of the organization and learn 
about the DMV’s culture, strengths, and areas for opportunity. 

Design Sessions (Catalyst Alignment Events)
Initial sessions with Senior Leadership set the design direction and ensured top management 
support, but additional sessions with middle management improved the design and secured buy-
in through input and collaboration.

Training Sessions
Training sessions with Deputy Directors, Branch Chiefs, and Managers helped them understand the new 
design, the change timeline, the “why” of the change, and what was expected of them. Talking points 
were used as takeaways to help them answer questions.

Office Hours
Staff and managers were encouraged to bring questions and concerns. These office hours helped us support 
transparency and openness, as well as continuously assess change readiness and progress.

Ongoing Communications
Maintaining communications with key stakeholders and informing all DMV staff of major updates were a critical component of our 
engagement. Communications activities included: drafting talking points for 50+ organizational units, facilitating Meet-Your-
Leaders sessions, and writing scripts for leadership presentations and videos.
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Project Outcomes

• DMV was reorganized into a function-based organizational structure.

• Changes impacted over 2,600 staff, including changes to their division, branch, team, 
and/or reporting structure.

• Help Desk function consolidated, and despite very strong initial resistance, by the 
time of the move only 5% of staff were dissatisfied with the change.

• Long-term outcomes are yet to be seen, but will continue to be assessed through 
employee surveys and data metrics, such as service levels for Help Desk tickets.
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Questions?
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This content is for general information purposes only, and should not be used as a substitute for consultation with professional advisors.

Your Guide

Callie Seymour
Managing Consultant
cseymour@guidehouse.com
(720) 840-6686
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