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Who Decides What Maturity Is?

The Challenge

Utility operations are plagued by fragmented standards.
Without a shared language, digital transformation becomes
a chaotic assembly of isolated software deployments.

The Goal

Establish a universal standard. We must define benchmarks,
guide investments, and create a shared language for what
“good” looks like across the utility sector.
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Defining the End-State Operating Model 1

1. Universally Adopted

Al-Enabled Digital Twin

A living virtual model of
infrastructure functioning as the
ultimate benchmark for performance,
complete with Al assistance and
essential human verification.

2. System of Systems

Moving beyond single-use
applications. A decentralized, API-
driven network where distinct
systems communicate seamlessly
without centralized monoliths.
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3. No Major Gaps

An accessible organization where
digital capability spans all
departments evenly, eliminating
localized blind spots and
disconnected legacy databases.
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Legacy Silos vs. Mature Networks

Architecture Yol : ; a A

» Seamless data pipelines e
driven by centralized APIs.

Monolithic, disconnected
data silos.

Vendor Total reliance on and lock-in with Integration of agile, third-party apps for rapid
Strategy major enterprise vendors. fixes and flexible scaling.
Data tnarded. fra Accessible via modern infrastructure (e.g.,
, fragmented, and ; :
Strategy S chasalBle Azure/Databricks), keeping legacy databases

where they are but unlocking them with APls.




The Digital Maturity ROl Equation

Output Returns (The Yield)

~ Cost Avoidance:
/ Preemptive
identification of
failure points.

Input Risks (The Cost of Inaction)

What does it cost if you get hit?

Balancing the skyrocketing cost of cybersecurity
insurance against upfront technology investment.

— =~ QOperational
Efficiency:

s  Driving down the $/
treatment of
saltwater.

CYBERSECURITY | = 7’
THREATS =

INSURANCE

- Time Velocity:
The absolute cost of
time saved across
enterprise workflows.

The Connected Pipeline )
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Secure Data & Architecture Blueprint

Al & Execution

The data feeds advanced tools, such as LLMs that auto-write
work orders (WOs), always backed by mandatory human verification.

Enterprise APIs & Third-Party Apps & @

Instead of migrating old databases, APIs extract the data, %
making it available to agile third-party applications. @

The Data Pipeline

Data flows up into modern cloud environments (Azure / Databricks). A
Data Governance and QA/QC are applied here to clean the streams. Azure HRSD
- -
—7
OT / Plant Floor
Raw data generation. Protected by strict IT/OT segregation using —>|]'-> - @
Data Diodes and DMZs to prevent cyber intrusion. .
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Data Governance: The Rules of the Pipeline

The Governance Triangle

Strict Standards

Universal naming conventions are non-negotiable.
Contract updates must include these naming con-
ventions from day one. Development guides mandate
data and accessibility standards.

Centralized Access

Distributed Ownership

Ownership remains by department
(Department/Software/DB), ensuring
responsible people maintain their
domains.

Leave databases where they are. PlI
might require separate databases, but
use APIs to retrieve data.

Bring people together to share needs
by department.

Identify: What is it, where is it located,
and what do you need to do with it?
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The Continuous Lifecycle Matrix

Digital maturity is not a destination; it is a continuously rotating operating model. You are never “"done.”

People

Process

Technology
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Phase 1: Strategize & Plan

Where are you today?

|

Executive
Support &
Sponsorship
Securing top-down
mandate, support

from the top, and
SpoNsors.

’_?_

— — . e

()
|

=01

|

Digital
Master Plan

Creating a strategy
that is explicitly
documented,
communicated,
committed, and
integrated.

Resource
Access

Conducting rigorous
gap analysis.

Cultural
Alignment

Aligning the project
with the organization's|
desire and current
culture.

Finding
Champions

Identifying internal
advocates to drive
the initiative forward.
Prioritizing projects

effectively.
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Phase 2: Design & Implement

Start with Quick Wins

Pilot testing concepts to build
momentum without massive initial

risk.

Embeds the specific tactic of
starting with quick wins and
getting everyone at the table for
initial engagement.

Communicate at
All Levels

A rigid communication plan detailing
both successes and failures openly
to maintain transparency and

trust.

Scaling new things that

nobody has done.

Define Requirements
Collaboratively

Getting everyone at the table
(difficult, but necessary) with clear
agendas and responsibilities to
ensure alignment.

)
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Upscale if Successful

Expanding scope only after the pilot
proves viable, leveraging proven
success for broader implementation.

Adapt and Adjust

Shifting seamlessly to the next project or
division, applying learnings for continuous
improvement.
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Phase 3: Operate & Maintain [ k

The Ultimate
Metric:

Validate the / “ls USED". The only

’ Audience: true measure of

Ensuring the operational success
is relentless, daily

solution actually
works for the adoption by the

intended audience, | |5
not just the IT team workforce.
~| | who built it.

Solidify Usage:
= Moving from a
unew deployment” | B
to standard
operating
procedure.
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Navigating Culture & Change Management

————— ————1 The Connected Pipeline [

The Reality

Digital transformation crosses the
entire organization. You will hit
culture and resistance.
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The Approach

Do not prescribe to people.

Use the DAC Strategy: ;
_ Establish Direction, build /
\ Alignment, and secure /
" Commitment.  /

| ~ ~ QThe Outcome ) — |

By engaging rather than dictating, you transition from ]
managing resistance to creating genuine opportunities
for staff development and empowerment.
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Maturity Across the Agency

Contractors}

Achieving a true
System of Systems
requires universal

participation and an
accessible organization

with no major gaps.

C

Don’t let software or hardware be the excuse for success.
It is about People, People, People.

\
lient Utility




DIGITAL MATURITY

Holistic Digital Maturity Framework

Developed from 13 hand-written Poster Boards using NotebookLM
SWAN Annual Conference 6/2/26

13 sources

 The provided sources outline a holistic perspective on achieving organizational maturity, recognizing
it as an ongoing journey rather than a fixed state. Key elements for progress include
establishing sound data management practices such as pipeline creation, APl utilization, and strong
data governance, alongside meticulous consideration of financial returns and cost efficiencies.
Success also hinges on a focus on people and processes, emphasizing the crucial roles of senior
leadership support, fostering a collaborative culture, and effective change management.
Furthermore, the discussions highlight the importance of setting clear standards,
addressing cybersecurity risks, and implementing a cyclical approach that involves
continuous strategic planning, design, implementation, and operational adjustment. Ultimately,

digital maturity requires broad organizational buy-in and a commitment to integrating people,
processes, and technology.
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