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Executive Summary 
The current state findings portray an opportunity for change within the California 
Community Colleges that is compelling, urgent and, for the students, essential. 
 
As requested, this report provides a roadmap for the change and transformational portions of an implementation 
of a common ERP platform for all the California Community Colleges including the student system. It does not 
include the planning and effort required for the technical installation and conversion effort. It leverages 
observations gleaned from multiple campus and student representatives as well as lessons learned from other 
implementations of common platforms in the California System such as within CSU and UCPATH. This project 
consciously shifts focus from administrative and other efficiencies gained to an emphasis on the student 
experience. The data and interviews across campus indicate that no action on this front suggest multiple risks 
including continued disruption to the student journey. 
 
The students and staff themselves articulated clear advantages for change: 
 

• Ease of use and equity across systems will support all populations of students 
• Cross college partnering and data exchange will facilitate student progress and facilitate state and federal 

reporting and compliance 
• Consistent processes and self-service tools empower students to manage their academic journey 
• Advisors and administrators who are better informed will support students as they move from admissions 

to their goals 
 

Background / Overview 
Huron Consulting Group has worked in partnership with the California Community College Chancellor’s Office 
(CCCCO) to develop an evidence-based understanding of the change impacts and effort required for 
the California Community Colleges to move to a shared technology platform for ERP. Enterprise resource 
planning (ERP) is defined as the ability to deliver an integrated suite of business applications including Student, 
Finance, and HR. ERP tools are specific to transactional database systems that provide students, staff, and 
administration the user interface interactions for daily tasks, such as registration, advising, financial aid, billing, 
financial spend transactions, and HR functions. To this end, this report outlines the Change Management and 
Transformation Roadmap for the California Community Colleges (CCC) to move to a shared platform with the 
highest possible degree of acceptance, understanding, and long-term success. 
 

Project Scope and Approach 
The Change Management and Transformation Roadmap addresses the organizational change and business 
portions of the implementation and is distinct from the technical engineering and conversion effort required for a 
move to a shared ERP. The Roadmap establishes a comprehensive structure to successfully adopt change, 
including the leadership and operational organization and effort requirements within the CCCCO and the colleges.  
 
To develop this Roadmap, the team first established an evidence and fact-based understanding of the current 
business and organizational environment of the CCC. The team brought together a selection of eight (8) schools 
representing a broad topographical spectrum, including schools with varying geographic, resource, current state 
systems, and student population profiles to engage in workshops, interviews, and organizational readiness 
surveys.  
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The project initiative phases can be seen depicted in the graphic below: 

 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

 

Student Finance HR Technical 

Progress to Date: Completed Current State Assessment 

Project Planning  
& Governance 

• Governance Structure 
• Roles & 

Responsibilities 
• Reaffirm Objectives 

Organizational 
Readiness 

• Issue Survey 
• Analyze Results 

Process & 
System 

Assessment 

• Participating College 
Engagement 

• Conduct Workshops 

Administrative 
Org Assessment 

• Review Org Structure 
and Staffing 

• Opportunities for 
Service Improvements 

Next Steps 

Change 
Management 

Roadmap 

• Approach 
• Roadmap 
• Budget 

January -  June 2021 

Key Opportunities   
 
The results of the team’s findings portray an opportunity for change within the college community that is 
compelling, urgent and, for the students, essential. As will be indicated below, the represented college 
communities are willing to adopt change; they described an environment where the benefits of a shared system 
and processes far outweighed the risks. The primary caution expressed was one of resources to accomplish the 
change.   
 
In this analysis, the student voice expressed the need for change in vivid terms. The students from the 
representative colleges underscored the need for equity and transparency in system support and processes 
across colleges. They offered up both a picture of why change is needed and a collective vision consistent with 
the CCC Vision for Success on how more consolidated systems would support their educational progress.   
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This illustration contains the themes of our student conversations and highlights: 

Opportunities: The Student Voice 
a p p l ic a t io n  /  
SELECTION 

ADMISSIONS 

"Difficult especially for low 
income and international 

students.” 

FINANCIAL AID 

“The process was unclear: l did not 
understand the loan process at all.” 

ENROLLMENT 

REGISTRATION 

“ It  is frustrating that the systems 
don’t  speak to each other. [I have to] 
look at course roster in one system and 

then go into another system to do 
registration.” 

STUDENT FINANCIAL 
SERVICES 

“ I am surprised with when FA shows up. 
There is poor integration between too 
many sites with financial information." 

STUDENT LEARNING /   
COUNSELING 

“At our college we sometimes stand in line  
for 5 hours to speak with an advisor.” 

TRANSFER /  GRADUATE / 
CERTIFICATE 

“ASSIST helps to explain how courses  
will transfer/articulate, but the system  

is not always up to date... how do l  
know i f  this course w ill transfer?” 

The project findings from material reviewed, as well as staff, faculty, and students interviewed underscored the 
following goals as furthering those articulated in the Vision for Success:  

Vision for Success Project Findings 

Focus relentlessly on students’ end 
goals. 

Need for ease of use and equity was articulated by the students 
from participating colleges as an urgently needed benefit of a 
shared platform. 

Always design and decide with the 
student in mind. 

The ERP platform touches every student at every critical juncture 
of their student experience, from applications through graduation. 

Pair high expectations with high 
support. 

Student support requires addressing technical equity and 
sustainability, as well as security and disaster recovery. 

Foster the use of data, inquiry, and 
evidence. 

Improved access to data and reports allows for more overall 
proactive management. 

Take ownership of goals and 
performance. 

Consistent processes and tools empower students to manage their 
academic journey. 

Enable action and thoughtful 
innovation. 

Utilizing the power of ERP for student self-service is preferred and 
elevates service roles. 
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Vision for Success Project Findings 

Lead the work of partnering across 
systems. 

Cross-college partnering is welcome according to the Readiness 
Assessment performed and the workshop discussion feedback. 

Change Management and Transformation Roadmap 
The Roadmap outlines the requisite business process alignment and change efforts to move to a 
shared technology platform.  

The scope of this Roadmap includes the change management and transformation impacts of all primary ERP 
applications/pillars: Student Administration, Human Resources and Financials. It also assumes that the tasks 
identified in the Next Steps section below are complete, and that a vendor has been selected to implement the 
technical conversion, inclusive of Identity and Access Management and Enterprise data and reporting. 

SHARED 
PLATFORM 

Simplification & 
Standardization 

Transformation 

Accountable 
Governance 

Transparency and 
Inclusion 

Training and 
Knowledge 

Transfer 

Measurable 
Results 

 

The Roadmap entails an 8-year overall 
implementation timeframe, with the districts and 
colleges grouped into staggered cohorts or waves.  
A critical first component of the Roadmap is the 
Program initiation phase.  A similar 
initiation/readiness phase will be conducted prior to 
the start of each wave for colleges and districts, to 
establish a foundation locally before moving into the 
implementation cycle. 

The selection of the first wave participants is 
particularly critical in establishing early success. A 
best practice established in the Assessment phase 
of this project is to have a representative group of 
districts to demonstrate wins for the wider 
community. This includes having a mix of small and 
medium sized districts, and varied ERP or student 
systems in use. It will also be useful to select 
districts with an immediate need, e.g., districts that 

are currently considering a new Student, HR or Finance system because of compliance pressures, staffing 
shortages or constraints, or a desire to improve the student experience.   

The effort for a program of this scale and complexity will be significant and includes investment from both the 
Chancellor’s office as well as the districts and colleges.  The efforts below are high-level estimates, and are 
divided across the central office resource efforts, and the district/college local efforts.  They represent only those 
activities related to the change management and business process alignment activities, and do not include 
associated software implementation activities. 
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Estimated Central Efforts 

Staff Type Hours Cost 
CCCCO Staff 125,436 $13,066,250 
Consulting Staff 447,036 $89,407,200 
Travel N/A $5,000,000 

Estimated District/College Efforts 

College/District Type Hours Cost 
Small College/District Participating in Wave 1 7,680 $800,000 
Large College/District Participating in Wave 1 15,360 $1,150,000 
Small College/District Participating in Waves 2 – 5 5,760 $425,000 
Large College/District Participating in Waves 2 – 5 11,520 $850,000 

Next Steps 
Moving to a shared ERP platform will allow CCCCO to meet growing demands and prioritize the student 
experience. Upon adoption of a strategy to pursue a shared ERP platform, the CCCCO must address the 
following to move forward towards a legislative budget to support this effort, including: 

• Identify a CCCCO Leader to champion this initiative through the legislative process 
• Vet this Roadmap with appropriate CCC and CCCCO groups 
• Develop a consolidated strategy and budget for engineering, technical conversion, transition technical 

support and transformational management. 
• Engage Governmental Relations and develop a comprehensive budget proposal for the legislature in the 

required format 

Pre-Implementation Phases 

Common ERP 
Opportunity 
Assessment 

 □ Transformation 
□ Software Engineering 
□ Conversion 

Legislative Preparation & Funding Request 

Software Vendor 
Selection & 
Procurement 

□ Vendor 

Implementation Partner Selection & Procurement 

□ Software 

Transformation 
Partner Selection & 
Procurement 

□ Change 
Management & 
Transformation 
Partner 

Program Start 

Im plem entation 

1) Program Initiation 
2) Wave 1 / Pilot 
3) Wave 2 
4) Wave 3 
5) Wave 4 
6) Wave 5

Software Vendor 
Selection & 
Procurement

 
 

   



Project Background and Governance 
As described in the Executive Summary, Huron Consulting Group was asked to develop a report that outlines a 
Change Management and Transformation Roadmap for the California Community Colleges (CCC) to move to a 
shared platform with the highest possible degree of acceptance, understanding, and long-term success. 

The project was organized in a manner that would streamline capture of data and provide a governance structure 
around how it would be interpreted an organized.   

Project Governance 
Members Responsibilities Checkpoints  

/  Escalation 

Executive 
Committee 

• Barney Gomez, Project Sponsor, CCCCO 
* Daisy Gonzales, CCCCO 
• Sheneui Weber, CCCCO 

• Marty Alvarado, CCCCO 
• Joe Moreau, Foothill-De Anza 
• Laura Zimmermann, Huron 

• Responsible for the overall success o f the project 
• Ensure compliance o f overall project objectives and execution o f project 

priorities 
• Allocate resources to the project to ensure timely & successful completion 
• Review issues, risks, and make key decisions 

Monthly 

Advisory 
Committee 

• Barney Gomez, CCCCO 
• Candace Jones, Pasadena 
• Matt Donaldson, Siskiyous 
• Mojdeh Mehdizadeh, LMC 
• Minou Spradley, SW 

• Albert Saryan, LACCD 
• Andrew Duran, LACCD 

• Marc Drescher, SMC 
• Sheri Willis, COD 
• Satish Warrier, LMC 

• Tamara Armstrong, Los Rios 
• Joe Carrasco, Los Rios 
• David Kolodziejski, Huron 

Ex-Officio 
• Kathy Bader, Huron Ex-Officio 

• Provide strategic direction to Core Team & advise on escalated issues/risks 
• Review and advise on key project deliverables 
• Determine business area and campus readiness for project activities and 

secure resources 
• Serve as lead change agent and project champion 

Biweekly 

Core Team 

• Barney Gomez, CCCCO 
• David Kendall, CCCCO 
• Sid Richardson, CCCCO 
• Todd Hoig, CCCCO 
• Alex Jackl, CCCCO 

• Stephen Heath, CCCCO 
• Gary Moser, Kern CCD 
• Rupa Saran, Coast CCD 
* Fred Rocha, Coast CCD 

• Tracey Hennemann, 
Huron 

• Teresa Ray, Huron 

• Contribute to  the success o f the project by taking ownership o f deliverables 
• Provide estimates of task durations and resources to support project 

activities and manages project activities and team assignments 
• Communicate & enforce key processes & the overall project methodology 
• Identify and manage risks and issues and escalate, where appropriate 

Weekly 

Project Managers 
/Liaisons 

* Tracey Hennemann, Huron 
• David Kendall, CCCCO 
• Sid Richardson, CCCCO 

• Lead the project team to  deliver on goals, objectives, schedule and budget 
• Provide guidance to Executive, Advisory, and Core Team members 
• Manage project communication among the project team and stakeholders 
• Inform key stakeholders of issues and risks and escalate where appropriate 

As Needed 

College 
Participants 

• See workshop participant document • Participate as requested in the Organizational Risk & Readiness Assessment 
• Participate in domain-specific workshops 
• Provide perspective and documentation on business processes 
• Review documentation and deliverables as needed
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Current State Observations 
Through workshops, focus groups and assessments, current state observations were identified, assessed, and 
documented to inform the change management and transformation approach and efforts required for CCCCO 
to potentially move to a shared technology platform for enterprise applications. Eight (8) schools were brought 
together representing a broad topographical spectrum, including schools with varying geographic, resource, and 
student population profiles to engage in workshops, interviews, and organizational readiness surveys. We talked 
to administrators, staff, and students to assess the capacity of change, potential process differences, and the 
value and impact of moving forward to a shared platform. 

ORRA RESULTS 

531 
Issued 

42% 
Completed 

~7,000 
Questions 
Asnswered 

WORKSHOPS 

28 
Workshops 

55+ 
Hours 

~230 
Participants 

ORRA ELEMENTS 
• Preparedness 
• Prioritization 
• Lessons Learned 
• Culture 

• Communication 
• Alignment 
• Accountability 

TOPICS ▪ Student 
▪ FIN 
▪ HR 

▪ Technical 

REPRESENTATIVE 
COLLEGES 
• Pasadena City Colleges 
• College of the Siskiyous 
• Los Angeles CCD 
• Los Rios CCD 
• Los Medanos College 
• Santa Monica College 
• Southwestern College 
• College of the Desert 

Workshop: Summary of Results 
Eight colleges with over 230 participants with subject matter expertise participated in workshops discussing 
business processes, current state challenges, personnel and talent development, and the current state technical 
landscape. Workshops were structured to cover the major areas of Student, Finance, Human Resources and 
Technical topics and designed to optimize the knowledge of functional users from each representative area. 
Workshops were led by highly specialized Huron professionals who facilitated discussion of specific topics, 
questions, and priorities based on the area. Huron professionals engaged as many as 35 participants in each 
workshop and achieved active participation and copious feedback.  

At the end of each workshop, current state summaries were created by each Huron specialist and presented to 
the CCCCO advisory committee. This group, composed of senior leadership from each college, was able to verify 
the results of the workshops. Current state observations covered with the Advisory Committee for Student, HR, 
Finance, and Technical functions included: 

ORRA RESULTS WORKSHOPS REPRESENTATIVE 
COLLEGES

-7,000
531

Issued

▪
▪
▪

▪

•42%
Completed

Questions 28
Workshops

55+ -230
ParticipantsAsnswered Hours

TOPICS Student

Pasadena City Colleges
College of the Siskiyous
Los Angeles CCD
Los Rios CCD
Los Medanos College
Santa Monica College
Southwestern College
College of the Desert

FIN
HR

Technical

•
•
•
•
•
•
•
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Organization & 
Culture 

• Colleges feel unable 
to leverage the 
systems they already 
have 

• Some colleges are in 
need of change and 
currently looking for 
solutions 

• Colleges that 
recently went 
through a student 
implementation are 
less eager for change 

• Mixed willingness to 
change depending on 
business function 

Business Process 

• Student service a 
high priority but 
hampered by 
outdated processes 

• Students in multiple 
colleges struggle 
with curriculum and 
course numbering 
differences 

• Manual, redundant, 
and inconsistent 
processes for many 
business functions 

• Reliance on county  
HR/FIN systems  
further fractures  
processes 

• Paper form s and lack  
of workflow 

Technology 

• Lack of technical 
equity causes 
different user 
experiences 

• Lack of standard 
identity management 
solution 

• Systemwide 
enterprise disaster 
recovery plan needed 

• Multiple third-party 
and ancillary systems 
in use with limited or 
no integration 

• Outdated tools result 
in failure to meet 
student, faculty, and 
staff needs 

Data & Reporting 

• Lack of end-user 
tools for reporting 
and tracking of data 

• Multiple reporting 
and analytics tools 
used 

• Data reporting is 
often manual, 
impacting accuracy 

• Challenges with MIS 
reporting including 
changes, data 
quality, and support 

• Cumbersome 
reconciliation 
processes needed to 
address data quality 
issues 

Policies & 
Procedures 

• Continued struggle 
across colleges to 
reduce barriers to 
education while 
complying with 
federal and state 
requirements. Ex. 
CCCApply 

• Varying policies and 
procedures by 
college can create 
confusion and 
difficulty for students 
to navigate 

• Difficult to track and 
enforce policies with 
existing technology 

Talent 
Development 

• Currently, 
institutions do not 
feel they have 
sufficient 
resources/skills to 
maintain current 
systems 

• Staffing and skillset 
offer possible single 
points of failure 

• Greatly varying 
skillsets, especially 
among end users 

• Lack of formal 
training programs 

A detailed list of current state observations by workshop and topic can be found in the “Final Report Addendum: 
Workshop Themes, Takeaways and Details” submitted with this report. 

Organizational Risk and Readiness Assessment (ORRA): Summary of Results 
The Organizational Risk and Readiness Assessment (ORRA) identified opportunities to leverage organizational 
strengths and specific barriers to be addressed. ORRA assesses crucial factors that impact implementation 
success, such as the culture of the organization, past experience with change, alignment across the organization, 
communication barriers, organizational priorities, accountability, and the preparedness of the organization to 
manage change. Each were evaluated and analyzed through this assessment yielding actionable 
recommendations to inform the implementation. The full report of findings was presented to the Core Team, the 
Advisory Committee, and the Executive Committee. The following question reveals how respondents feel about 
remaining on the same path. 

Q: “If our college continues to operate the same way as it is today (with same processes, cost structure, 
efficiencies, volume, productivity, and techniques), the results over the next 5 years will be:”  

Organization & 
Culture Business Process Technology Data & Reporting Policies & Talent 

DevelopmentProcedures
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The next responses describe current state perspectives of respondents. 

Q: “In our college, people feel involved in how we will implement major change.” 

Q: “Our awards and incentives are aligned with our priorities.” 

Q. “We communicate in a way that changes are clear and defined at each level across the college.” 

The following image identifies key areas of focus. Specific notice is given to the area of ‘when change works.’ The 
responses were extremely similar to the areas identified when the question was asked ‘when change doesn’t 

W  h  e  n  

C h a n g e  Wo r k s  

• Clear, concise communication from Leadership 
• Visible, active engagement from Leadership 
• Leadership addresses resistance to change 
• include all stakeholders 
• Seek feedback from all stakeholders 
• Provide resources 
• Prioritize initiatives - follow through 
• Focus on students 
• Encourage Teamwork 

Quotes 

Student success is #1
Change resistance is loud

•• Student success is #1 
•• Change resistance is loud 
•• We’re entrenched in old processes and 

manual work 
•• Help us buy in 
•• I’m very grateful for having been asked 

to participate with this assessment. 
Looking forward to the next steps 

•• Need improved efficiencies 
•• Want collaboration with other colleges 
•• Will buy in if it helps students 
•• Administration should lead by example 

We're entrenched in old processes and
manual work
Help us buy in
I'm very grateful for having been asked 
to participate with this assessment. 
Looking forward to the next steps
Need improved efficiencies
Want collaboration with other colleges
Will buy in i f  it helps students
Administration should lead by example

Organizational Strengths V Respondents are passionate about 
serving students 

V There was no push back on new changes, 
however, there was a lot of discussion 
about how to do it well 

v  There is a strong desire for teamwork 
and collaboration 

V Responses were open, candid and 
transparent about being involved in 
change initiatives 

Challenges 

V Technical equity 
v  Transparency 
v  Communication 
V  Change Resistance 
V  Resources (people, budget, time) 
v  Inclusion -  All Stakeholders 
v Training 
v  Leadership support for the value of change 
V  Leaders who are visible and engaged in the change 
V  Division of Faculty and Staff

• Student success is #1
• Change resistance is loud
• We’re entrenched in old processes and 

manual work
• Help us buy in
• I’m very grateful for having been asked 

to participate with this assessment. 
Looking forward to the next steps

• Need improved efficiencies
• Want collaboration with other colleges
• Will buy in if it helps students
• Administration should lead by example
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work’. The findings point to the specific factors that, when executed well, increase the possibility of success 
significantly. 

Administrative Organization Assessment 
Through workshops, focus groups and the ORRA assessment, several key observations and overarching themes 
were identified in the areas of Student, Finance, HR, and Technical. The administrative organization assessment 
identified several common patterns among most colleges in the study, including resources, system functionality, 
skills, and barriers.   

ADMINISTRATIVE 
ORGANIZATION 

 THEMES 

1 
Significant feedback about a shortage 
of resources. 

2 
Vacancies further constrain the capacity 
of employees and colleges. New Hires 
w ill require growth in specific skills 

3 
Minimal people with specific skills to 
support homegrown, manual processes.4Available system functionality not leveraged 

due to lack of resources for implementation. 

5 
In some colleges, the number of people 
supporting a function is not optimal; too 
many /  few people, redundant roles, etc. 

6There is often a single point of failure on 
critical aspects of supporting the business. 

These themes represent areas for growth, remediation, and optimization that better serve individual colleges and 
the entire CCCCO community utilizing effective leadership and a holistic change management and transformation 
approach. 

Benefits & Opportunities 
Moving to a shared ERP platform will yield significant advantages to the Colleges and Districts as well as to the 
Chancellor’s Office, including: 

• Enhanced Student Service: Enable and equitably empower students to understand and manage their 
educational progress by providing a transparent user interface and more agile administrative support. 

• Nimble Software Support: Replacing outdated and custom systems will allow focus to be placed on 
forward looking software that supports the continuous growth and changes to the student curriculum and 
demographic. 

• Strategic Business Model: A shared platform system helps support a more efficient and effective 
business model by allowing strategic workforce planning, a shift from transaction processing to strategic 
value-add work and collaborative student service functions. 

• Increased Business Returns: A shared ERP platform increases business returns with the ability to 
monitor and improve agility of academic portfolios, improved budget management, fully utilize funding 
sources and contracts supported by user-friendly and up-to-date financial reports, increase negotiation, 
and spend power, and ensure regulatory compliance with the State. 

• Reporting Capabilities & Analysis: Disparate data manually maintained in external spreadsheets limits 
reporting capabilities and affects real-time decision-making ability. A shared platform offers improved,
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faster decision-making with real-time, system-wide data, resulting in overall higher quality outcomes for 
state and federal reporting, as well as targeted analytics to support student retention.  

• Policy and Process Standardization: A unified, concerted shift away from exception-based culture will 
reduce burden on central offices, reduce overall processing time and enhance student service by aligning 
policies and procedures. 

• Community Environment: A shared platform provides the ability to communicate, network, and 
collaborate with similar positions among all the colleges both operationally and technically and establish 
support systems. This creates an environment for continuous learning and sharing knowledge. A 
community environment establishes a unified team with a shared vision for student success. 

Valuable opportunities in each area shown below demonstrate real-world benefits of a shared model platform 
supported by workshop findings.   

HR 
■ Consistent and automated method to 

manage onboarding and personnel 
changes 

• Ability to manage mid-academic year 
changes 

• Integrated Core HR and Benefits 
solution 

• Common and automated method for 
collecting time, resulting in more 
accurate payroll 

• Improved ability to manage labor 
budgeting, reporting and 
reconciliation 

• Integrated recruiting solution w ith 
core HR system 

FINANCE 
• Improved/Automated budgeting 

processes 
• Consistent method for processing 

journals 
• Improved tracking and management of 

assets and inventory 
• Automated tracking and management 

of project grants (resulting in improved 
compliance) 

* Automation of invoicing and receivables 
tracking 

* A u tom ation  o f  banking integrations and 
cash forecasts 

* Common system-based travel and 
expense tool 

* Ability to control and enforce spending 
policies 

TECHNICAL 
• Provide technical equity across all 

districts/colleges 

• Common identify management 
solution 

• Cohesive data governance policy and 
process 

 • Access to data warehouse and 
reporting platform 

• Enterprise disaster recovery plan 

Risk Mitigation 
In the above section on Key Opportunities, it was suggested that, overall, the staff interviewed expressed that the 
risks associated with moving to a shared transactional platform were outweighed by the benefits. This section will 
outline what those risks may be and how they could be mitigated. In many cases the mitigation strategy was 
offered up by the representatives from the participating colleges and through the comments provided in the 
Organizational Risk and Readiness Assessment (ORRA). 

What are the risks or liabilities of a 
CCC move to a shared platform? Mitigation Strategy 

Increased leadership and 
responsibility of Chancellor’s Office 

The creation of a CO-level Office of Transformation will support the 
program and develop a service delivery model. Active and visible 
project leadership and a defined decision-making process can be 
established to clearly outline responsibilities. 
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What are the risks or liabilities of a 
CCC move to a shared platform? Mitigation Strategy 

Loss of individual college autonomy, 
customizations and competing 
priorities 

To assist in these decisions, the CCC/CCCCO should develop a 
strong governance structure and on-going change management and 
transformation program. This should include a committee established 
with representatives from the colleges to ensure priority development 
between individual colleges and the Chancellor’s Office. 
Collaboration between colleges will leverage vendor relationships, 
ensuring better alignment to the CCC needs. 

Strain on current resources and 
staffing 

The project resource plan will be built in coordination with the 
college/district with sufficient consulting and backfill effort to ensure 
proper balance of project and operations work, as well as knowledge 
transfer and change management. For on-going support, a shared 
platform will maximize the use of staff across the board. 

Data security and access concerns; 
risk of technical failure 

Modern ERP platforms have advanced security to address access to 
sensitive information. Security and integrity of data will be improved 
through an integrated, best practice platform. Vendor service level 
agreement (SLA) will be documented, and adherence monitored to 
ensure software performance, reliability, and support.  
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Change Management and Transformation 
Approach 
Change Management and Transformation Overview 
The California Community Colleges (CCC) have a vital role in serving a diverse population of students. Through 
workshops, focus groups and the Organizational Risk and Readiness Assessment (ORRA), an evidence-based 
understanding of the change impacts and efforts required are outlined for CCC to move to a shared technology 
platform for enterprise applications for Student HR, Payroll, and Finance. 

Understanding that there is a difference between the transition paths for various colleges as well as a large 
population of students, faculty and staff, the Change Management and Transformation Approach outlined here 
takes the complexity into consideration and describes best practice activities to support this initiative.  

Change Management and Transition activities are embedded throughout the project lifecycle to increase 
engagement and create continuous learning opportunities and ensure project adoption and success. 
Communication is foundational to user buy-in and adoption and is continuous throughout the implementation and 
beyond go-live.  

A website will be created and managed at the Chancellor’s office level for all colleges to have one place to get the 
most helpful and relevant information. The website will also provide transparency and clarity as each college 
moves through system adoption. A change network at each college is designed to increase awareness and allow 
for engagement and readiness of administration, faculty, staff, and students. Training will be provided to prepare 
everyone for a successful start as the project goes live. 

Commu 
nic 
a 
tion 

Change Strategy 

Change Network 

Engagement and 
Readiness 

Readiness Assessments 

End User Training 

COMMUNICATION & STAKEHOLDER ENGAGEMENT 

Initiate Plan Design Build Test Deploy 

GO LIVE
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Change Strategy, Roles, and Responsibilities 
The image below describes the leading factors for project success. Visible and active sponsorship is the 
foundation to achieving success. Sponsors will need to provide consistent support, communication, effective 
governance, efficient processes, and stakeholder engagement which are critical for change optimization.  

The Essential Elements of Success 
Stakeholder 
Engagement Stakeholders must feel valued, included, and free to provide feedback 

Efficient 
Processes 

Processes and procedures should be designed with the customer in mind 

Effective G overnance Decision-making process must be transparent and outline responsibilities 

Consistent/Transparent 
Communication 

Clear, honest, concrete messaging by leading with “why" and not with “what” 

Active Sponsorship 
Leadership must be aligned, visible, and vocally supportive 

To position each college for success, leaders must consider these interconnected components of change 
including active executive sponsorship, a shared vision, honest and timely communication, a culture that 
promotes change, manages resistance, and ensures that all stakeholders are informed and included.   

Active sponsorship is the foundation. Active Sponsorship is achieved through consistent communication, effective 
governance, efficient processes, and stakeholder engagement which are critical to achieving change 
optimization. To position an institution for success, the leadership team must consider these interconnected 
components of change, as depicted in the graphic below. Effective sponsorship reaches each level of the college, 
generating buy-in among stakeholders, and fostering an atmosphere of transparency, inclusion, and 
trust. To ensure effective sponsorship, executive leaders must first understand their role in visibly supporting and 
building a coalition of sponsorship with stakeholders.   

Stakeholder engagement helps to ensure that the colleges’ needs are integrated into the change 
strategy. Appointing a Change Lead and team of champions from within the institution to develop feedback 
mechanisms and monitor stakeholder acceptance can help to mitigate opposition, which is a common result of 
any change initiative. Stakeholder engagement is achieved through effective communication, transparency, 
and collaboration.  
The image below outlines the approach for each wave of college implementations. Three months prior to project 
kickoff, the change management and transformation team, in collaboration with the transformation office will begin 
working with the selected colleges to prepare leadership, sponsors and the local Organizational Change 

Effective Governance
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Management (OCM) resource(s). These local OCM resource(s) will be the primary contact for their college 
change network and will coordinate efforts with the CCCCO OCM team and serve as the liaison to college 
leadership.  
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Month 
01 

Prepare the College 
S  Leadership /  Sponsors 
S  College OCM Team 

Month 
02 

Project Setup 
S  Establish/update project website 
J  Create/update communication to 

be distributed to  colleges 

Month 
03 

Change Network 
S  Setup change networks 

/  Administration 
■  Faculty 
• Staff 
•  Students 

Month 

04 

Project Kick-off 

To successfully launch the Change Network, each identified stakeholder must have incentive to participate and 
understand their role before they can effectively lead change.  

A phased Change Network Launch utilizes cascading communications to uniquely engage each Change Network 
group in preparation for the first campus information session. The image below describes the roles and activities 
of the full change network from the college to the transformation office and the CCCCO OCM Team.  

Month

04
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Change Network Launch 

Ex 
pand 

Cha 

ng 
e 

Ne 

twor 

k Participation 

P ro je c t Sponsorsh ip 
Partnership of Chancellor’s Office and College 
Leadership (when they are going through 
implementation). Is a member of the Executive 
Committee. 

* Active and Visible Sponsorship is the foundation to 
which consistent communication, effective 
governance, efficient processes, and stakeholder 
engagement are critical to achieving change. 

OCM Team Leads 
Aligned with Chancellor's office, College leadership 
and System Implementation Partner. Is a member of 
the PMO and attends other meetings as appropriate. 

• Leading the OCM efforts and partnering with 
college OCM teams through the stages of change 
grounded in solid, proven methodology. Convenes 
college OCM team and guides execution of all OCM 
activities. 

College OCM Team Lead: Change M anagem ent 
Leads 
The College CMP collaborates with the CCC OCM 
Team, College Leadership, and the Change Network. 

* The College OCM Team informs and engages 
college leadership to be active and visible 
sponsors. Connects across the college building a 
network, communicating and engaging 
in readiness activities.  

College Change N e tw o rk 
Covers all stakeholders (Faculty, Staff, Students). 
Variety of avenues to be used to connect, seek 
feedback, grow knowledge and achieve buy-in. 

* Actively engages, provides feedback and gains buy- 
in. Supports the change and participates 
throughout the project. 

Project Governance, Decisions, and Issue Resolution 
Project Governance is critical for overall success. The image below outlines the roles and responsibilities of each 
member of the governance structure as well as the escalation path.   

E 
s 
c 
al 
at 
io 
n Pa 
th 

Daily 

Project Team, Workstream Leads, and Change Management 
Functional, technical, change, reporting 
Solution design, implementation, prioritization, knowledge transfer, college readiness, communication, 
and training 

Daily 
Organizational Transformation Office 
Located and aligned with the Chancellor's Office 
Strategic and tactical direction, escalation, oversight and guidance. 
User experience, future-state process, outcomes 

Weekly Core Team Members and Advisors 
Team members across all workstreams 
Identify and manage risks and issues and escalate, where appropriate 

Monthly 
Advisory Committee 
College representatives 
Determine campus readiness for project activities and secure resources 
Serve as lead change agent and project champion. Address impact, challenges and change resistance 

Bi-Monthly 
Project Executive Sponsors 
Chancellor's Office, College Leadership 
Vision, strategic alignment, scope, schedule, policy, roadblocks 

As issues arise the proposed organizational transformation office will be foundational in escalating them up 
through the governance structure to the executive committee if needed. When decisions are needed for project 
execution, the executive committee will cascade the decisions through the governance structure to be executed 
and communicated by the organizational transformation office to the project team and colleges.  
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In the Approach section below, the implementation is divided into “waves” with a subset of colleges going first in 
Wave 1.  To ensure continuity, it will be important that there is representation from the Colleges in subsequent 
waves as business reengineering and other decisions are made.  The Governance structure should have this 
expanded representation at the various levels indicated above and below. 

ISSUE 

RESOLUTION 

Executive 
Committee 

Advisory 
Committee 

Core Team 

Organizational Transformation Office 

DECISION-MAKING AUTHORITY 

IS
SU

E 
RES

O
LU

TI
O

N

Core Team

Conclusion 
Complex projects, such as the one California Community College Chancellor’s Office is considering, are a 
journey. The goal is to implement systems that provide increased efficiency, improved reporting, accurate data 
analytics, technical equity, simplified processes for faculty, staff and students and excellent services and support. 
A successful journey requires a flow of communication, alignment, and prioritization from the full spectrum of 
project leadership. 

A Formula for Successful Change 

1 

Chancellor’s O ffice / 
College Leadership 

Top-Level Leaders/Sponsors. 
Providing visible and active support 

to colleges and teams. 

2 

OCM Team 

Experts in the people side of 
change. Grounded in 

solid methodology 
and experience 

3 

System Solution Provider 

Active participant in OCM 
initiatives providing subject 

matter expertise, support and 
training collaboration

2

1
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Roadmap 
The purpose of the Roadmap is to provide CCC with a potential schedule and timeline for moving to a shared 
platform. The Roadmap is developed based upon assumptions gathered throughout the work conducted in 
addition to overall shared platform implementation best practices at other institutions. As issues arise the 
proposed organizational transformation office will be foundational in escalating them up through the governance 
structure to the executive committee if needed. When decisions are needed for project execution, the executive 
committee will cascade the decisions through the governance structure to be executed. 

Pre-Implementation Phases 

Common ERP 
Opportunity 
Assessment 

□  Transformation 
□  Software Engineering 
□  Conversion 

Legislative Preparation & Funding  Request Software Vendor 
Selection & 
Procurement 

□  Vendor 

Implementation 
Partner Selection & 
Procurement 

□  Software 

Transformation  
 Partner Selection &  
Procurement 

□  Change 
Management & 
Transformation  
Partner 

Program Start 

Implementation 

1) Program Initiation 
2) Wave 1 / Pilot 
3) Wave 2 
4) Wave 3 
5) Wave 4 
6) Wave 5 

High Level Program Timeline 
The timeline above represents a potential implementation schedule to move all CCC districts and colleges to a 
shared platform. The foundation of this timeline is based upon an assumption that CCC would migrate districts 
and colleges in a staggered format (i.e., waves). This is a recommended best practice, and given the size and 
scale of the CCC, the only feasible method for such an initiative.   

Initiation/Readiness 

Wave 1/Pilot 
Initiation/Readiness 
HR/Fin/Student Implementation 

Wave 2 
Initiation/Readiness 
HR/Fin/Student Implementation 

Wave 3 
Initiation/Readiness 
HR/Fin/Student Implementation 

Wave 4 
Initiation/Readiness 
HR/Fin/Student Implementation 

Wave 5 
Initiation/Readiness 
HR/Fin/Student Implementation 

Program Management 

Change Management 

Service Delivery/Support
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Program Initiation Readiness Phase 
A key component of this timeline will be the initial phase of work – the Initiation Phase. During the Initiation phase, 
CCCCO’s leadership team will determine which resources should be brought into the program, and how to 
communicate roles and responsibilities throughout the organization to prepare and mobilize resources early in the 
program. The graphic below represents the progression of this deployment so that CCCCO resources are fully 
mobilized by the start of the implementation.   

Key Components of the Project Initiation Phase 

Establish PMO 
Tools and 

Project Governance 

Identify the 
Functional Design 

Framework 

Define the 
Foundational 
Data Model 

Align Technical 
Infrastructure and 

Scope 

Build the 
Change 
Strategy 

It will be imperative for CCC to invest the appropriate time and resources up front to ensure a program of this 
scale is appropriately planned and scoped. Much of the preparation for building out the change approach 
discussed in the earlier section would be conducted during this phase, setting the overall foundation and structure 
for the program. 

Additionally, building a steady project foundation helps ensure that this large strategic initiative receives wide 
adoption now and, in the future, as you transition to new operations on the shared platform. Throughout this 
phase, CCC will work to address the following questions:  

• Does CCC have the right people staffed for the transformation? 
• Does everyone understand their role in the project? 
• Are CCC comfortable with how their current technical landscape (e.g., integrations, shadow-systems) will fit 

into the future deployment? 
• Do you have the right guardrails in place to define your future state business processes? 
• How will end users be included and informed throughout the project? 
• How will you support end users and maintain the shared platform beyond go-live? 

Asking the right questions early in the journey to a shared platform forges a clear path forward—one that leads to 
modernizing the experiences of your students, faculty, and staff, integrating platforms, and securing a foundation 
for sustainable growth in an era of unprecedented change. 

A primary outcome of this phase of work is to establish a deployment framework that can be utilized for staging 
the districts and colleges into a repeatable implementation process.    

Define the 
Foundational 

Data Model

Align Technical 
Infrastructure and 

Scope 
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Repeatable Implementation Process 

PLAN 
Identify & Qualify Colleges 
Identify the pool of colleges and 
qualify the ones for inclusion in 
the phase  

EXECUTE 
Deliver the Project 
Execute the project plan 
including change management, 
software, service delivery, etc. 

MONITORObserve Results 
Determine opportunities for 

improvement and strategies for 
correction action 

ADAPTAdjust 
Incorporate improvements for 

the next phase and socialize the 
changes 

Timeline Assumptions 
As stated previously, a foundational assumption of this timeline is that CCCCO would migrate districts and 
colleges to the shared platform in a staggered, or waved approach. While this approach likely increases the 
overall timeframe for full deployment, it segments the effort and scale into more manageable components. 
Additionally, staggering the deployment will allow for CCC to improve upon their implementation as they progress 
through the waves, applying lessons learned to subsequent waves, and improving the overall process. 

The Roadmap assumes the initial Deployment Wave would take two years to complete, while subsequent waves 
could be done within 18 months. Additionally, each wave would include a 3-month readiness phase, allocating 
time for the respective districts and colleges to ramp-up and adequately prepare to participate in the 
implementation for their locations. Similar to the necessity of establishing a foundation at the start of this program, 
it will be equally important that a similar foundation is created at each district/college before they move into the 
implementation cycle. 

While the timeline reflects a sequenced or waved approach, there is also an assumption that certain activities, 
primarily focused within the Chancellor’s Office, would remain consistent throughout. This includes the overall 
Program Management effort as well as the central Change Management and Transformation efforts. Maintaining 
a centralized focus and commitment from Chancellor’s Office in these areas will be critical in establishing a 
consistent program and associated management and change processes throughout the life of the program.   

Scope Assumptions 
The timeline reflected above is based upon a set of scope assumptions that would need to be validated as part of 
the initial readiness phase of work. The timeline assumes the following: 

• A shared platform software vendor has already been selected. 
• The primary scope areas for movement to a shared platform include the primary ERP applications/pillars: 

Student Administration, Human Resources and Finance. 
• Additional scope would include an Identity and Access Management solution and Enterprise data and 

reporting capabilities.

EXECUTE

MONITOR
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• All ERP pillars will be implemented for a given wave together. This can be revisited as part of the 
Initiation/Readiness phase, particularly once a software platform has been selected. Should CCCCO elect 
to stagger the application scope, it is highly recommended that HR/Finance be implemented together 
based upon best practices and methods of existing software vendors. 

Selection Criteria for Waves / Deployments 
While the Roadmap proposes implementation waves throughout, the selection of the first wave participants is 
particularly critical in establishing early success. A best practice established in the Assessment phase of this 
project is to have had a representative group of districts to demonstrate wins for the wider community. This 
includes having a mix of small and medium sized districts, and varied ERP or student systems in use. It will also 
be useful to select districts with an immediate need, e.g., districts that are currently considering a new Student, 
HR or Finance system because of compliance pressures or a desire to improve the student experience. As the 
Assessment has demonstrated, there are areas, for instance, where the student experience could be radically 
improved with a new system. In determining the schools to be selected, the Chancellor’s Office has the option of 
surveying the current districts for willingness and specific criteria for determining the appropriate topographic 
balance for success.   

The selection of first wave participating schools is important because it will: 
• Demonstrate early success and build confidence for future phases 
• Validate expectations and assumptions around success factors 
• Establish best practices for subsequent waves 

Huron recommends that the first wave is composed of no more than five districts ranging for small to medium 
size. We recommend that the schools represent a diverse group with one or more of the following criteria: 

• Established need to adopt a new system 
• Eagerness to participate 
• Leadership stability to provide direction 
• Move to shared system supports institutional goals 
• Desire to help prove and improve the implementation approach 
• Risk of waiting outweighs the risk of going first 

Selection Criteria for Deployment 

Colleges 

01 
W ill provide immediate benefit to  the  students, 
facu lty  and s ta ff 

02 Leadership stability and support 

03 Willingness for change 

04 Change aligns with institutional goals 

05 Risk of waiting outweights r isks of going first

  L

Risk of waiting outweights risks of going first

eadership stability and support
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Budget 
The effort for a program of this scale and complexity will be significant and includes investment from both the 
Chancellor’s Office as well as the districts and colleges. We have developed an overall cost model for central and 
district/college activities, based upon the draft Roadmap and Timeline outlined above. 

It should be noted the efforts estimated in this report reflect the Change Management and Transformation related 
activities only, and do not include the additional efforts such as Vendor Software engineering and conversion, as 
well as associated implementation partner efforts. While there is likely some level of overlap, particularly at the 
leadership resourcing level, this model would need to be integrated with these additional cost estimates to obtain 
a full cost perspective for this program.   

Our model depicts efforts for both consulting resources as well as internal CCCCO resources to participate in the 
initiative. Our cost model assumes the majority of work will be performed by consultant resources, given the 
relatively minimal number of available resources to staff from the CCCCO. At a minimum, our recommendation is 
to partner CCCCO resources with a consulting resource at the key leadership levels. 

Finally, our internal resource recommendations do not reflect what may be needed by CCCCO to support a 
shared platform after deployment and may need to be revised based upon the support model that is ultimately 
designed for this initiative. 

Chancellor’s Office / Central Program Team Costs 
The diagram below outlines a high-level overview of the recommended organizational structure to support the 
change management and transformation as well as business process alignment activities to move to a shared 
platform. The resources in this organizational structure are correlated to an overall effort that would be needed 
and includes both central staff as well as consulting resources. Our recommendation, based upon best practices, 
is that the Chancellor’s Office partner with consulting resources for at least the key lead positions. This is 
represented in the structure below. Depending on how CCCCO plans to provide support beyond the deployment, 
they may elect to partner at lower levels within the team structure to effectively prepare staff for supporting 
campuses after deployment. 

Executive Sponsors 

Transformation Program Director 

BBuussinineessss  PrProocceessss  
AAliliggnnmmeenntt  DDirirecectotorr 

HR Lead

H R  SME 
Leads 

Finance Lead

Finance SME  
Leads 

Student Lead 

Student SME  
Leads 

Change Management 
Director 

Change 
Lead 

Training 
Lead 

Comms. 
Lead 

Readiness 
Lead 

Campus Change 
Management 

Leads 

College/District 
Support 
Analysts 

K ey: 

□ OCM / Consulting 
“Two in a Box” 

C Consulting Team 

SME = Subject Matter Expert



Additionally, this organizational structure reflects a recommended implementation support model for the colleges 
and districts, by providing a team of location support analysts, who would work with a given Wave cohort during 
their implementation cycle to ensure they are getting appropriate support from the central team. The alignment of 
the consultants depicted in this organizational chart frames up foundational support throughout the project 
lifecycle and acknowledges the Campus Organizational Change Management resources needed for a successful 
implementation. The yellow boxes represent each college appointing some resources to support organizational 
change management and transformation. A full description of each position can be found in Appendix A1 – Roles 
and Responsibilities. Based upon the organizational structure outlined above, we estimate the overall resource 
hours across the full implementation as follows: 

Consulting Resources 
Readiness Wave 1 Waves 2 - 5 Total Hours FTE Costs 

Program Management 
Transformation Program Director 960 4,320 7,680 12,960 1 $ 2,592,000 

Change Management

Business Process Alignment 
Business Process Alignment Project Manager 960 4,320 7,680 12,960 1 $ 2,592,000 
HR Subject Matter Expert Lead 960 4,320 7,680 12,960 1 s 2,592,000 
Fin Subject Matter Expert Lead 960 4,320 7,600 12,960 1 s 2,592,000 
Student Subject Matter Expert Lead 960 4,320 7,680 12,960 1 $ 2,592,000 

3 HR SME Leads 2880 12,960 23,040 30,880 3 s 7,776,000 
3 HR Business Analysts 12,960 23,040 36.000 3 $ 7.200.000 

3 Fin SME Leads 2880 12,960 23,040 38,880 3 s 7,776,000 
3 Fin Business Analysts 12,960 23,040 36,000 3 $ 7.200.000 

4 Student SME Leads 3840 17,200 30,720 51,840 4 s 10,368,000 
4 Student Business Analysts 17,200 30,720 48,000 4 $ 9,600.000 

Change Management 
Change Management Director 960 4,320 7,680 12,960 1 s 2,592,000 
Change Lead 4,320 7,680 12,000 1 s 2,400,000 
Training Lead 4,320 7,680 12,000 1 s 2,400,000 
Communications Lead 4,320 7,680 12,000 1 s 2,400,000 
End User Readiness Lead 3,996 7,680 11,676 1 $ 2,335,200 

District/College Support 
6 Campus Support (HR/Fin/Student) 25,920 46,080 72,000 6 $ 14.400.000 

Total Hours 15,360 155,196 278,480 447,036 36 89,407,200 

Chancellor s Office Resources 
Readiness Wave 1 Waves 2 - 5 Total Hours FTE Costs 

Program Management 
Overall Change Management Program Director 960 4,320 7,680  12,960 1 $ 1.350.000 

Business Process Alignment 
Overall Business Process Director 960 4,320 7,680 12,960 1 $ 1,350,000 
HR Subject Matter Expert Lead 960 4,320 7,680 12,960 1 $ 1,350,000 
Fin Subject Matter Expert Lead 960 4,320 7,680 12,960 1 $ 1,350.000 
Student Subject Matter Expert Lead 960 4,320 7,680 12,960 1 $ 1.350.000 

Change Management 
Transformation Office Director 960 4,320 7,680 12,960 1 s 1,350,000 
Change Lead 4,320 7,680 12,000 1 $ 1,250,000 
Training Lead 4,320 7,680 12,000 1 $ 1,250,000 
Communications Lead 4,320 7,680 12,000 1 $ 1,250,000 
End User Readiness Lead 3,996 7,600 11,676 1 $ 1.216,250 

Total Hours 5,760 42,876 76,800 125,436 10 13,066,250 
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These efforts include a component to provide dedicated support to the respective locations participating in a given 
Wave’s deployment as well (i.e., District/College Support).  In addition to personnel costs, travel expenditures are 
estimated at $5 million.  

Budgeting Assumptions (applies to the above and subsequent budgets) 
• Average Consulting Rate – $200/Hour 
• Average Fully Loaded CCCC Cost – $200,000/Year 
• Work Hours/Month – 160 
• Travel expenditures estimated at one $1500 trip per month for each consultant 

District / College Cost Model 
In addition to the overall central team effort, each college/district will have their own local costs that would be 
incurred as they participate in their given Wave deployment. The organizational structure below represents a 
recommended model and is consistent with the discussion earlier in the Change Management and 
Transformation Approach section. 

Change Lead Training Lead Communications Lead Readiness Lead 

The estimated hours for a given college/district are highly dependent upon their size and complexity, as well as 
whether they are participating in the initial Wave or a subsequent Wave, given the initial Wave is assumed to 
cover a longer duration. This is based primarily on assumptions that a smaller/less complex district or college will 
not need a full-time resource for each of the roles outlined above.  We have provided a range of estimated hours 
here.  These costs represent a per college/district cost and should be calculated for each distinct college 
participating in each wave.  For example, if a district contains multiple colleges who all operate their own systems, 
these estimates will apply to each college within the district. 

These costs assume contracted employees are being leveraged for this work, and/or existing employees are 
being utilized while their current roles are being backfilled. 

Finally, these costs represent only the work efforts associated with the transformation effort, and are not inclusive 
of additional software implementation costs that a given college/district will need to provide (e.g., local 
integrations, local data conversion, etc.) 
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College/District Effort - Small Wave 1 
FTE Hours Cost 

Change Lead 0.5  2,160 $  225,000 
Training Lead 0.5  2,160 $  225,000 
Communications Lead 0.5  2,160 $  225,000 
End User Readiness Lead 0.5  1,200 $  125,000 

Total 2   7,680   800,000 

College/District Effort - Large Wave 1 
FTE Hours Cost 

Change Lead 1  4,320 $  450,000 
Training Lead 1  4,320 $  450,000 
Communications Lead 1  4,320 $  450,000 
End User Readiness Lead 1  2,400 $  250,000 

Total   15,360   1,150,000 

College/District Effort - Small Waves 2-5 
FTE Hours Cost 

Change Lead 0.5  1,680 $  175,000 
Training Lead 0.5  1,680 $  175,000 
Communications Lead 0.5  1,680 $  175,000 
End User Readiness Lead 0.5   720 $  75,000 

Total   5,760   425,000 

College/District Effort - Large Wave 2-5 
FTE Hours Cost 

Change Lead 1  3,360 $  350,000 
Training Lead 1  3,360 $  350,000 
Communications Lead 1  3,360 $  350,000 
End User Readiness Lead 1  1,440 $  150,000 

Total   11,520   850,000
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Appendix 
The appendix includes additional details referenced in the report sections above. The appendix includes: 

• A1 – Roles and Responsibilities 
• A2 – Additional Documentation 

 
A1 - Roles and Responsibilities 

Role Responsibilities 

Executive Sponsors  • Provides input, review, and approve the overall project and change 
management / transformation strategy and plan  

• Identifies key organizational partners for communication, readiness, 
and training efforts  

• Identifies key contacts for each college   
• Provides oversight and overall direction throughout the project 
• Provides active and visible sponsorship for colleges and project 

teams 

Transformation Program Director  
• Manages the critical intersection of people, processes, and 

technological (i.e., engineering and conversion) change to further 
advance CCC’s vision for success.  

• Partners with executive leadership, project, and program leaders 
throughout implementation 

• Drives full implementation strategy, activities, and resources 
• Oversees full change management and transformation team 

throughout implementation 
• Reports to Executive Sponsors 
• Manages budget and staffing resources for the change effort 

Change Management Director • Manages the effort of the change management and transformation 
team leads and subject matter experts (SMEs) 

• Ensures that the functional team’s effort aligns with the overall 
implementation objectives  

• Reports to the Transformation Program Director 

Business Process Alignment 
Director 

• Manages the effort of the subject matter expert (SME) leads 
• Ensures that the functional team’s effort aligns with the overall 

implementation objectives  
• Reports to the Transformation Program Director 

Change Management Leads 

(CCCCO and Consultant SME’s)  
• Responsible for day-to-day operations and decisions of the change 

management and transformation activities  
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Role Responsibilities 

 • Works with project team leads to align activities and identify 
dependencies  

• Responsible for creation and maintenance of OCM strategy work 
plan  

• Responsible for overall change management, communication, 
readiness, knowledge transfer, and training strategies  

• Promotes use of change management and change leadership 
methodology in the delivery of change management and 
transformation tasks 

• Schedules and meet with stakeholders 
• Schedules and meet with college sponsors 

Training Leads  

(CCCCO and Consultant SME’s)  

 

• Responsible for overall training and knowledge transfer 
• Creates and Executes training strategy and training needs analysis 

to identify needs by college and determine activities and/or 
resources needed to support performance  

• Collaborates with functional SMEs and conduct functional team 
reviews  

• Develops functional area training plan for each assigned application  
• Designs and develops course materials: presentations, toolkits, job 

aids, worksheets, online classes, etc.  
• Plans and executes logistics of training events  
• Maintains FAQ’s for go-live  
• Coordinates with college resources and functional leads to deliver 

training  
• Evaluates training program effectiveness and provide periodic 

reports to project leadership  
• Prepares and/or review training-related communications  

Engagement and Readiness 
Leads 

(CCCCO and Consultant SME’s)  

 

• Documents organizational change impacts  
• Coordinates readiness workshops and webinars  
• Supports meetings of the change network  
• Develops, administers, and analyzes implementation readiness 

evaluation methods, schedules, and milestones  
• Measures and tracks college implementation readiness and escalate 

risk areas to project leadership  
• Provides actionable steps to improve readiness 
• Coordinates with Communications team to provide ongoing, timely, 

and relevant communication to change network addressing any 
concerns or resistance  

• Collects feedback from change network on the most significant risks   
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Role Responsibilities 

Communications Team  

(CCCCO and Consultant SME’s)  

 

• Drafts communication and works with executive sponsors, 
transformation office, and project team members for input and 
review as needed.  

• Manages the communication matrix to ensure efficient and effective 
development, approval, and delivery.  

• Creates/assists in communication development and delivery  
• Monitors/evaluates effectiveness of the communications effort  
• Designs, creates, and manages project Intranet / Website  
• Updates project Intranet/Website with communications, training, and 

workshop materials  
• In conjunction with the other change leads, identifies and assesses 

communication needs for the project  
• Oversees approval processes that includes review of 

communications by appropriate parties  
• Monitors and evaluates communication effectiveness and 

periodically and report to project leadership  
• Maintains a keen understanding of communication trends, 

developments, and best practices  

Subject Matter Expert (SME) 
Leads 

• Partners with colleges and vendor to align business processes to 
achieve efficiencies and fully leverage the software solution 

• Guides discussion of business processes. 
• Encourages consideration of industry best practices. 
• Documents decisions.  

Business Analysts • Supports the SME Leads to facilitate business process alignment. 

College/District Support Analysts • Partners with the college leads to ensure successful implementation. 
These consultant leads specialize in each area affected and will 
support business process transformation. 

 
*Note: The College Organizational Change Management and Transformation Lead is vital to the success of each 
college. The College Lead partners with the OCM Team in the Chancellor’s office. Based on the size and 
complexity of each college or district, it is advised to also add support with communications, readiness, 
engagement, and training. 

A2 – Additional Documentation 
Additional documents submitted with this report include: 

• Final Report Addendum: Workshop Themes, Takeaways and Details - A detailed list of current state 
observations by workshop and topic. 

• Current State Report - Presented to Advisory Committee, April 2021 
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