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M d n q g i n g Change Management Lessons

from Selecting & Implementing a

the Messy New Datd System
Middle

Lindsey Dohlman, she/her
Data & Evaluation Project Manager
JFCS East Bay
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Case Management System

Case Study: 2025- present
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What were we trying to
achieve?

Better compilation of data across services

Better fit for more services
Better reporting bel'eve J
Future integration possibilities QC leve

Sustainable Product

Succeed

Common language as part of process
Inclusion in decision making

N OB~ WON -
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Reinforce Expectations

We use data to drive decisions

We are all learning

wisdom

PR _ -
Perfection is not possible erfoction

Change is hard

People need certainty more than answers
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Many, Many Steps

Which to Evaluate? Who will Evaluate? How to Evaluate?
| Ll | I
T JUDIN Y T

W [ — uw @

Non Negotiables
Choose/Implementation (new messy middle)
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What must/can our next
system do?

Each area created 5 Non Negotiables and provided #
e On scale if 0-1, do we think this system will work for us?

e Looking for 85% to move forward with selection
e lLanded at 90% yes
e Compared to Current System at 42%

Set expectations for compromises
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Using Non Negotiables to
Gauge Progress

Previous System = 42%
New System (ideal) = 90%
Go-Live Reality = 18%

Future State = Estimated 68%+?
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Embrace Human Nature

e Communication/Reporting progress

e Set Expectations
o Support
o Requests
o Training
o Feelings

e Go back to why & data
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Lessons We're Still Learning

Define the Why- Revisit This Often

Use data for perspective

Manage expectations & embrace feelings
Share progress regularly

Celebrate milestones/acknowledge challenges
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Resources | Can Share

e Excel Template to gather data
o Evaluation Questions
o Non Negotiables Questions
o Post Implementation Eval

e Starting Process “Guide” for Database Evaluation

Email: [dohiman@jfcs-eastbay.org
LinkedIn



mailto:ldohlman@jfcs-eastbay.org
http://www.linkedin.com/in/lindsey-dohlman-operations
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We can change the world
when we change our

approach to technology.

—
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From Dato -

C‘egnup tO Building Data
Gov t

DOtO Culture overnance a

Vancouver Foundation




Dad
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-
O

Senior Manager, Data & Innovation
charlotte.fox@vancouverfoundation.ca
linkedin.com/in/charlotterfox
vancouverfoundation.ca

vancouver
foundation

e Established 1943
e $2.05B+ granted
e 2500+ funds

R

= Non-TStaff = IT Staff
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CO

and

Inconsistent
data
practices

limited shared
data
definitions

multiple
systems &
storage
locations

Challenges « 2

unclear
accountability
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o Discovery

We couldn’t govern what we couldn’t see...
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2 Initial Approach

Start small, build structure:
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:CD lesson #1

The people challenges were
harder than the technical
challenges.
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2 Accomplishments
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lesson #2

Start by understanding
what data you have
and where it lives

~
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lesson #3

Governance is not an IT
responsibllity; t'san
organizational responsibility

~
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lesson #4

Don't wait for the perfect
framework; start with
regular conversations about data

~
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Nathan Gasser
President & Executi
Report Kitchen

nate@reportkitchen.com
linkedin.com/in/nathangasser
ReportKitchen.com
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Let’'s use Al to
visualize some data




nten

A B Cc
1 Year Neighborhood Average literacy level
2 2015 Spring Garden 9.2
3 2015 Fishtown 52
4 2015 Chestnut Hill 6.7
5 2015 West Oak Lane 9.4
6 2015 Fairmount 8.8
7 2015 University City

+ Medium v @

Using this data, make me a chart showing mean literacy levels.

This doesn’'t work
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... Literacy Levelsin
Philadelphia Neighborhoods
2015-2025 /

Wissahickon Ave

West Oak Lane

Mean Literacy by Neighborhood (2015-2025)

2015 2016 2010 2015 2010 2020 2025 2020 2024 2025

9.0 ‘
8.0
.80

794 801 7.98 9

[} 743 = 6.83 7.29 ‘
270 6.97 655 679 . . 8.01 ~ Fairmount
= \ s
= 6.0 &
= - s s
8 4.0 : : J
g - :

4.0 ]

4.0 g Henyhe Wissahickon Ave

3 655

6.0
Chestnut Fairmount Fishtown Manayunk Northern  Point Roxborough Spring University West Oak
Hill Liberties  Breeze Garden City Lane Northern Liberties
) Roxborough

Fairrmount

Source: City of Philadelphia, Dept. of Education & Local Census D S LitersCy Means:
ource: City of Philadelphia, Dept. of Education & Local Census Data $ .
Data rounded to two decimal plaoespfnr clarity. @ 3 [ Higher (7.5-8.5)
e Medium (7.0-7.49)
© M Lower(65-6-99)

o6

Source: City of Philadelphia, Dept. of Education, 2025

IS doesn’t work
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Case Study S
Visualizing survey results -
Mott Foundation [/ Focus on Flint

FocusOnFlint.org



TING

‘DE
CREA

WELCOMING, VIBRANT

OUTDOOR SPACES

FOR ALL FLINT RESIDENTS

encusn EERURE

How to vote
‘outdoors.
In February,
‘This is one of
,, y X Close
e Broome Park
vote for your favorit
wtothree parksandupto iae T o
three projects e:park - Add skate park. Add pavilion/picnic area (tables and grills). Renovate basketball court.
dty. - . .
Baseball field improvements. Add outdoor workout equipment. Add a nature playscape.
B Add paved walking path. Update existing soccer goals. Repair parking lot.
Thank you for helping to
make Flint parks even better! »
Enter your own ideas:
el e iantol
| Aldrich Park Basset Park Brennan Park
| Broome Piﬂ‘( Burroughs Park Ch!v{y Commy
Clara Hilborn Park ‘ Cook Park Cronin Derby |
—
Dewey Park Dort Park Durant Park
Famumwood Park Fleming Park

| Eldorado Vista Park




CREATING
WELCOMING, VIBRANT @%

OUTDOOR SPACES

FOR ALL FLINT RESIDENTS

$20 million
44 parks
1,444 total responses

1,250 write-in ideas

Add pavilion/picnic area (tables and grills). Renovate basketball court.

Add outdoor workout equipment. Add a nature playscape.

Update existing soccer goals. Repair parking lot.

X Close

How to vote
‘outdoors.
In February,
This i
Broome Park
ot s Add skate park.
aty. . %
Baseball field improvements.
B Add paved walking path.
Thank you for helping to
make Flint parks even better! »
Enter your own ideas:
:@mw@mm mta;';::»;zﬂlsm
‘ Aldrich Park ‘ Basset Park Brennan Park
‘ Broome Park Burroughs Park Chevy Comm
‘ Clara Hilborn Park ‘ Cook Park ‘ Cronin Derby|
Dewey Park ‘ Dort Park Durant Park r
| Fleming Park

] Eldorado Vista Park ‘ Famumwoo d Park
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Let’'s make some charts.
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Flint Parks — Vote Results

Generated August 11, 2026 at 5:00pm

1,444 a4

Total submissions. Parks receiving votes

2,440

Park votes cast

201

Unique idea votes.

158 duplicate submissions removed (45 rapid-repeat bursts, 113 duplicate emails

Votes by Park cic

woodtswn park S )

Chevy Commons (part of the state
par

o I—
Sroome Park also kron s (I istributi
Lincoln) Age Distribution
pierce park (el Under 18

18-24

Kearsiey park (I |

40-54

Mott Park (Nolen Or./Doughtery Pl (I | sse0

Prefer not to say
Mott Park Recreation Area (part of _ I
the state park)

-

Flint ZIP Codes 1100 subrissions

48503
48504
48506
48507
48505
48502
48532
48501

552
148
15
102
94
29
26

Let’'s make some charts that
are accurate, verifiable and
deterministic.

Gender Distribution

Female . 799
Male T 585
Prefer not to say [} «
Nonbinary 1

Flint Submissions by ZIP Code 2 c:

abulation Areas (Census); ZIP bour

ries approximate

Outside Flint ZIP Codes 541 suomissions

48439
48433
48423
48420
48529
a8as8
48430
48473
48509
48519
48446
agas1

48640
48843
agn1a.

ther ZIb code:

a

F R

A g

26 votes 552 votes.

— Fint ity limits

Not shown — PO-box ZIP with o mapped ares:




Cluster Strength: none (e ———————
Votes by Park ciick a park to expand details ‘

none 035 05 075 0.85

Broome Park ([ 21 v
Add skate park. S 143
Add pavilion/picnic area (tables and grills). ] 46
Baseball field improvements. [ ] 44
Repair parking lot. ) a1
Renovate basketball court. ) 34
Add paved walking path. [ ] 32
Add a nature playscape. [ ] 26
Add outdoor workout equipment. 3 13
Update existing soccer goals. & 12
WRITE-IN IDEAS

Install new field lights | 3
Football field | 2
New Field Lights { 1
Pool with diving board | 1
Fenced dog park | 1
Lighting | 1
public poolfice skate rink like my dad said it [ 1
used to have

A Slfqtepark / Pump Track would be a great [ 1
addition to the area!




Cluster Strength: 0.35 ) E——————
Votes by Park ciick a park to expand details v

none 035 05 075 0.85

Broome Park ([ —— 221 v

Add skate park. S R, '
G
|
l
(

-

Add pavilion/picnic area (tables and grills). 46
44
41
34
32
26
13
12

Baseball field improvements.

Repair parking lot. —

Renovate basketball court. =

Add paved walking path. )

Add a nature playscape. B

Add outdoor workout equipment. =

Update existing soccer goals. e

WRITE-IN IDEAS

» Field Lighting Improvements [ |

» Artificial Turf Installation f
Football field

» Dog Park Creation

N N OO N

A better way of keeping atvs and motorbikes

out of the bark would be nice. | don't know if

we could add wire through the fence posts or | 1
something? People keep driving through the

fence posts as well.

Basketball court | 1

| pave eavearal areac [ INMOWEDN vear ronnd for



Cluster Strength: 0.35 ) E——————
Votes by Park cicka park to expand details v

none 035 05 075 0.85

Broome Park (. 21 v

Add skate park. . 143
]
|
®
il

-

Add pavilion/picnic area (tables and grills). 46
44
41
34
32
26
13
12

Baseball field improvements.

Repair parking lot. |
Renovate basketball court. [ S———
Add paved walking path. [re—
Add a nature playscape. ]

Add outdoor workout equipment. [

Update existing soccer goals. ==

WRITE-IN IDEAS
¥ Field Lighting Improvements

Install new field lights x3
Lights for baseball field
New Field Lighting

Fix Field Lights

New Field Lights

¥ Artificial Turf Installation

Put artificial turf on infields
install artificial turf on infield
Artificial Turf




Cluster Strength: 0.35 CEEE
Votes by Park ciick a park to expand details v

none 035 05 075 0.85
=
Broomepark (T ) 221 v
Add skate park. . 143
Add pavilion/picnic area (tables and grills). | 46
Baseball field improvements. | | a4
Repair parking lot. [ 41
Renovate basketball court. [ ] 34
Add paved walking path. [re— 32
Add a nature playscape. s 26
Add outdoor workout equipment. e 13
Cluster Strength Number of groupings  [SSEIeLEIER &= 12
none 946
Improvements @ 7
0.35 737 |lights x3
ball field
0.50 621 'ing
0.75 349 °
nstallation il 5
0.85 135

'f on infields
install artificial turf on infield
Artificial Turf
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Do this not that

e Don’t |et your AT system
generate an image of a chart,
graph or map.

Do have it write the code for
you that performs the
analysis or charting you want.

Do make sure any data
analysis, charting, or dataviz is
verifiable and deterministic
even if it uses AT in its process.

afily
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Thank you!

Nathan Gasser

nate@reportkitchen.com
linkedin.com/in/nathangasser
ReportKitchen.com
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Dashboard
Designh and
Adoption




/ MARYLAND

DIGNITY, EQUITY & JUSTICE FOR ALL

I'm Jess!

. Maryland Legal Aid |
. 400+ Staff**
. Our teams work acro
. Data Analytics & Insight

**Count includes our subsidiary, Maryland




nten

Case Study

When our organization wanted to begin building dashboards
to analyze our data and use what we learn for storytelling, we
quickly realized we faced some realities:

- Data living in multiple sources

- Similar datapoints were titled/structured differently from
one system to another

« Our data story is evolving
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Same principles
applied for our
dashboard builds

Tool Selection: Choose
dashboard tool based
on the team's current
need

Testing Windows: Build
dedicated time into the
schedule for testing

Early Feedback: Gather
feedback early in the
design process.

Collaborative Planning: Plan
time for discussion about
the dashboard

Economic Benefits

Staff...

Walk-In  Telephone Time
Paralegal

Daily Time Front Desk ’
Breakdown  Breakdown RouthgElow

Registration

Queues  Rejections

Paralegal

Outbound 35% —\

ER—
(;:macts Handled DOS h boa rd 1

[~ Missed 4%

Callbacks
o 70
50
"~ Incoming 61% 20
10 Jul 07 Jul 14 Jul 21 Jul 28
Agent  Full Name Missed  Contact  Handled Handled  Contacts  Days Hours Adjusted  Assigned  Closed as Total Adjust Daily
Callback  Incoming Outbound Handled  Worked Worked  dailycall Outto Primary Intakes Average
= Handled total Offices Advocate
AM Arden, Maya 5 13 118 92 210 23.00 161.25 68 54 122
JT Taylor, Jordan 7 14 98 31 129 21.00 147.00 58 47 105
Ls Santos, Leah 2 3 36 22 61 17.00 120.75 2 15 37
NR Reed, Nathan 14 6 70 15 85 22.00 151.80 40 33 73
DH Hughes, Danielle 4 1 107 28 146 23.00 158.55 64 42 106
= 5 = = = - = Se— == 33 21 54
Set Date Range
Hover t 45 M 86
LeamMore G0 Back
/1 e z L
59 30 89

Funding Sources

Pioneer Fund
48

2%
Strategic Partner
Horizon Grant /
iy = 36.98%

Enterprise Budget
34.76%

Cases Closed

1,800
1,600
1,400
1,200

1,000

January February March April May

Level of Service

Extended
32.15%
\— Limited 67.85%

Case Categories

Atlas Queve | 2
Cobalt Review | GGG 75

Nimbus Treck | 136

orion Intake | <7

Vertex Support | NN 43

KSa"anml - ** gl artificial
estrel Desk [ 298 0
(Sample) | 21 datd N

Dashboard 2

screenshots
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Match Tool to Data Needs & Audience

2. Design as a Collective o
3. Build Internal Culture for Dashboard Review

4. Leverage Community Learning

Key Takeaways

.
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Thank you!

Jessica Price | LinkedIn
Jlprice@mdiab.org



https://www.linkedin.com/in/jessicaprice11/
mailto:jlprice@mdlab.org?subject=PIR%20x%20NTEN%20Webinar
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