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Managing change in electricity supply 
and distribution companies due to 
deregulation rules issued by the E.C.

Public Power Corporation, Greece

- 35 000 employees
- operating as a total monopoly
- 6 million customers

Introduction and Context of Work : Introduction and Context of Work : The ELEKTRA ProjectThe ELEKTRA Project

The purpose of the workThe purpose of the work :: to allow the ESI sector companies to deal with 
change in a controlled manner which would lead to an evaluation of 
alternative options of possible means to meet the objectives for change. 
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The  EKDThe  EKD--CMM approach to change process modellingCMM approach to change process modelling
Modelling the alternative scenaria for changeModelling the alternative scenaria for change

Contextual forces imposed by 
the E.U. on PPC

Current 
Situation

AA

Alternative 
scenaria for 

change
Possible 
Future

BB

Situations
The set of alternative scenaria for change :The set of alternative scenaria for change :

the change process modelthe change process model
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Elicit enterprise
goal structure

Analyst
driven

strategy

Conceptualise
enterprise process

model
Participative

modelling 
strategy

Evaluation 
strategy

Reuse
strategy

The EKDThe EKD--CMM Process Intentions and Strategies CMM Process Intentions and Strategies 

Participative
modelling 
strategy Analyst 

driven
strategy

Goal 
deployment 

strategy
Evaluation 
strategy

Process 
clustering 
strategy

Reuse
strategy

Elicit enterprise
goal structure

Conceptualise
enterprise process

model

Goal
Deployment
strategy

There exists multiple strategies 
for fulfilling a process intention

Intentions and strategies are 
organised within the EKD-CMM 
Road Map. The Road Map defines 
the multiple routes one may follow 
within the change process.

Conceptualise Enterprise Business 

Process Model refers to all 

activities required to construct 

a business process model.

Elicit Enterprise Goal 
Structure refers to activities 
that are needed to identify 

goals and to relate them 
one another through AND, OR 

and AND/OR relationships.
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Implementing the Goal Deployment strategy : an overviewImplementing the Goal Deployment strategy : an overview

How to proceed to model the process for change ?

Modelling scenaria 
for change

The current 
state

Contextual 
forces

PPC 
Distribution 
requirements

Change 
Process 
Model

The current stateRun PPC
distribution

Satisfy customer requests

Supply L/V 
customers with

electricity

A1, A4, ... A6, A39’, A4

Ensure product
quality

Minimise 
operational costs

Alter characteristics
of existing

customer installation

Ensure safe and 
continuous electricity

provision

Handle financial 
aspects of electricity 
supply to customers

Change PPC distribution to 
comply  to the E.U. rules

Enter the competition market Introduce means for TPA

Contextual forces

PPC Distribution 
requirements
...
• Achieve higher rate of return
• Develop a customer oriented culture
• Reduce debt
• Improve billing cycle and accounting procedures
• Introduce structural unbundling
• When necessary to visit Distribution offices 

apply one point contact procedures
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The change process modelThe change process model

Change 
Process 
Model

IMPROVE

Introduce intelligent front
desk for serving efficiently

non eligible customers

INTRODUCE
Improve current practices
for serving efficiently non

eligible customers

IMPROVE

Undbundle technical
services and

customer operations

INTRODUCE

Reorganise the PPC distribution
to comply with the E.U. rules

Serve efficiently 
non eligible
customer

Exploit distribution
network in a competitive

environment

IMPROVE

A hierarchy of change goals

The new PPC distribution 
processes are attached to 
the leaves

(A1*, A15’*, A17’*, C8’*, A7*, ...)
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Constructing the change process modelConstructing the change process model

Modelling the scenaria for change is based on 
a goal deployment approach.

Modelling following the 
goal deployment approach :

The
current 
state
(CS)

Contextual 
forces
(CF)

1

PPC 
Distribution 
requirements

(Reqs)

2

Change 
Process 
Model
(CPM)3

(1) Reflect CF on CS
(2) Take Reqs into account
(3) Elicit change goals (CG)
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Illustrating goal deployment step by stepIllustrating goal deployment step by step
Change PPC distribution to 

comply  to the E.U. rules

Enter the competition market Introduce means for TPA

Run PPC
distribution

Satisfy customer requests

Ensure product
quality

Minimise 
operational costs

The goal deployment 
approach

(1) reflect CF on CS
(3) Elicit change goals

1

Reorganise the PPC distribution
to comply with the EU rules

Serve efficiently 
non eligible
customers

INTRODUCEIMPROVE

Introduce new means 
to serve efficiently 
eligible customers

3
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Illustrating goal deployment step by stepIllustrating goal deployment step by step
Run PPC

distribution

Satisfy customer requests

Ensure product
quality

Minimise 
operational costs

• ...
• Achieve higher rate  of return
• Develop a customer oriented culture
• Reduce debt
•...

The goal deployment 
approach

(2) Take Reqs into account
(3) Elicit change goals

2
Reorganise the PPC distribution

to comply with the EU rules

IMPROVE
Serve efficiently 

non eligible
customers

Introduce new means
to serve efficiently
eligible customers

INTRODUCE

Introduce a  
customer 

oriented culture

INTRODUCE

3
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Typology of change goalsTypology of change goals

There are 5 types of impact leading 
to 5 types of change goals

MAINTAIN

Maintain the safe 
and continuous 

provision of 
electricity

Cease offering 
services to public 

organisations

CEASE

Extend current 
liaisons 

procedures

EXTEND

Improve customer 
satisfaction for new 
installation request

IMPROVE

Introduce a 
customer 

oriented culture

INTRODUCE



21/07/2006

6

11
PARIS 1
SORBONNE

Illustrating goal deployment step by stepIllustrating goal deployment step by step
Change PPC distribution to 

comply  to the E.U. rules

Enter the competition market Introduce means for TPA

Run PPC
distribution

Satisfy customer requests

Ensure product
quality

Minimise 
operational costs

Reorganise the PPC distribution
to comply with the EU rules

IMPROVE
Serve efficiently 

non eligible
customers

1

3

Introduce intelligent front 
desk for serving efficiently 

non eligible customers

INTRODUCE

Improve current practices for 
serving efficiently non 

eligible customers

IMPROVE

The goal deployment approach
Envision alternative 
scenario for change
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Illustrating goal deployment step by stepIllustrating goal deployment step by step

• ...
• Use all available technologies to reduce customers visiting Distribution offices
• Minimise waiting period to serve an application
• When necessary to visit Distribution offices apply one point contact procedures
• Study customer satisfaction
• Define special training programs
• ...

2

The goal deployment approach
Develop CGi typed 

«Introduce»

Introduce one 
point contact 

procedure

INTRODUCE

Introduce the following-
up of customer 

satisfaction survey

INTRODUCE
Introduce special
training programs

INTRODUCE

Extend current
liaisons

procedures

EXTEND

Introduce means for 
the investigation of 
customer new needs

INTRODUCE

Reorganise the PPC distribution
to comply with the EU rules

IMPROVE
Serve efficiently 

non eligible
customers

Introduce a 
customer oriented 

culture

INTRODUCE

3
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The iterative and topThe iterative and top--down nature of the approachdown nature of the approach
Run PPC distribution

Satisfy customer requests

Ensure product
quality

Minimise 
operational costs

Offer services 
to Public 

Organisations

Supply L/V 
customers 

with electricity

2 4

1

Ensure safe and 
continuous electricity 

provision

3

5

The goal deployment
approach

Improve current practices
for serving efficiently non

eligible customers

IMPROVE

Cease offering
services to public

organisations

CEASEImprove customer 
satisfaction for new 
installation request

IMPROVE

IMPROVE Improve customer satisfaction 
for new installation request by 
decreasing delay for request 

fulfillment

IMPROVE

Maintain the safe and 
continuous provision of 

electricity

MAINTAIN

Improve customer satisfaction for 
new installation request by 

decreasing customer visits to 
PPC office

1’ 4’

3’
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The PPC change process model : overviewThe PPC change process model : overview

IMPROVE

Reorganise the PPC distribution
to comply with the E.U. rules

Serve efficiently 
non eligible customer

Exploit distribution
network in a competitive

environment

IMPROVE
Introduce a customer 

oriented culture

INTRODUCE
Become financially 

efficient and competitive

IMPROVE

Introduce new means
INTRODUCE

to serve efficiently
eligible customers

Introduce intelligent front
desk for serving efficiently

non eligible customers

INTRODUCE
Improve current practices
for serving efficiently non

eligible customers

IMPROVE

customers with electricity

Cease offering
services to public

organisations

Maintain the safe and
continuous provision

of electricity

MAINTAIN

Cease supply of
installation to M/V

CEASE

Maintain financial
aspects of electricity

installation to customers

MAINTAINImprove customer
satisfaction for new
installation request

IMPROVE

Improve customer satisfaction
for altering characteristics of

an existing installation

IMPROVE

CEASE Maintain agricultural
electrification

handling

MAINTAIN

Maintain current
practices for stopping

electricity supply

MAINTAIN

IMPROVE Improve customer satisfaction for new installation 
request by decreasing delay for request fulfillment

IMPROVE

Minimise waiting period 
for new installations

IMPROVE

Minimise period
to calculate charges

IMPROVE

Improve customer satisfaction for 
new installation request by 

decreasing customer visits to 
PPC office

Improve customer satisfaction 
for new installation request by 
setting-up one point contact 

procedure

IMPROVE

A1*, A4*, A17’*
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The complete change process modelThe complete change process model

Introduce one
point contact

procedure

INTRODUCE

Introduce the following -
up of customer

satisfaction survey

INTRODUCE

Introduce means for the
investigation of customer

new needs

INTRODUCE

Improve current
liaisons

procedures

IMPROVE

Introduce special
training programs

INTRODUCE

Cease offering
services to public

organisations

CEASE

Maintain agricultural
electrification

handling

MAINTAIN

Improve customer
satisfaction for new
installation request

IMPROVE

Maintain current
practices for stopping

electricity supply

MAINTAIN

Maintain financial
aspects of electricity

installation to customers

MAINTAIN

Cease supply of
installation to M/V

customers with electricity

CEASE

Improve customer satisfaction
for altering characteristics of

an existing installation

IMPROVE

Improve customer satisfaction for new
installation request by decreasing

customer visits to PPC office

IMPROVE

Improve customer satisfaction for new
installation request by decreasing delay

for request fulfillment

IMPROVE

Improve customer satisfaction for new
installation request by setting-up one point

contact procedure

IMPROVE

Improve customer satisfaction for new
installation request by decreasing

customer visits to PPC office

IMPROVE

Improve customer satisfaction for new
installation request by decreasing delay

for request fulfillment

IMPROVE

Improve customer satisfaction for new
installation request by setting-up one point

contact procedure

IMPROVE

Develop specialised
contracting
operations

INTRODUCE

Develop specialised
marketing operations

INTRODUCE Build efficient procedures
for all services to eligible

customers

INTRODUCE

Introduce profiling
for eligible
customers

INTRODUCE

Develop computerised
mechanisms for energy

metering

INTRODUCE

Minimize
delay to serve
an application

INTRODUCE

Offer all services at
customer premises

INTRODUCE

Use all available technologies
to communicate with eligible

customers

INTRODUCE

Offer all possible
means for
payment

INTRODUCE

Improve
environmental

protection

IMPROVE

Improve
production
activities

IMPROVE

Improve safety and
continuity of N/W

operations

IMPROVEExploit assets
for new
services

INTRODUCE

Improve
operations on

distribution N/W

IMPROVE

Improve safety and continuity of N/W
operations by using cost effective

materials for N/W construction

IMPROVE

Improve safety and continuity of
N/W operations by improving

maintenance procedures

IMPROVE

Improve operations on
distribution N/W by

automation (SCADA)

IMPROVE

Improve operations to
respond to failure

corrections

IMPROVE
Introduce

work under
voltage

INTRODUCE

Introduce work
management

programs

INTRODUCE

Improve load
increase

satisfaction

IMPROVE
Introduce change mechanism for
the use of the distribution N/W by

third party suppliers

INTRODUCE

Improve load
forecasting

methods

IMPROVE

Improve methods
for network's

needs

IMPROVE
Improve methods
for PPC customer

load evaluation

IMPROVE

Improve
construction

methods

IMPROVE
Improve
planning
methods

IMPROVE

Improve planning methods
by computerising N/W

planning methods

IMPROVE

Introduce billing and
accounting procedures
for third party suppliers

INTRODUCE

Introduce distribution
rules and tariffs for
third party suppliers

INTRODUCE

Undbundle technical
services and

customer operations

INTRODUCE

Introduce
structural

unbundling

INTRODUCE

Introduce
accounting
unbundling

INTRODUCE

Unbundle Wire
business and

customer services

INTRODUCE

Introduce similar customer services
for other business than electricity

(e.g. gas, telecom, etc.)

INTRODUCE
Introduce similar customer
services and wires for other

business than electricity

INTRODUCE Introduce outsourcing
of customer and wires

services

INTRODUCE

Improve
customer
payment

IMPROVE

Maintain keeping
records of customer

financial status

MAINTAIN

Maintain correct
charging of
customers

MAINTAIN

Improve non-eligible
customer payment

collection

IMPROVE

Introduce payment
collection for eligible

customers

INTRODUCE Improve
management of non-

paying customers

IMPROVEImprove data
collection on customer

consumption

IMPROVE

Improve data collection on
customer consumption keeping

traditional meter reading

IMPROVE

Introduce
automated

meter reading

INTRODUCE
Improve current

payment
procedures

IMPROVE

Introduce new
payment
facilities

INTRODUCE
Introduce new

banking
facilities

INTRODUCE

Introduce adaptations
of current payment

procedures

INTRODUCE

Introduce new
money

technologies

INTRODUCE

Introduce new
banking
facilities

INTRODUCE

2

Improve procedure to
minimise customers

arrears

IMPROVE

Improve the
disconnection

procedures

IMPROVE

Minimise eligible
customers' arrears

INTRODUCE

Minimise non-
eligible customers'

arrears

IMPROVE

Minimise
government's

arrears

IMPROVE

Improve the disconnection
procedure by allocating

more personnel

IMPROVE

Introduce
remote

disconnection

INTRODUCE

Introduce the buying
and selling
principles

INTRODUCE

Improve
administrative

services

IMPROVE

Reduce debt

INTRODUCE

Improve
exploitation of

company assets

IMPROVE

Improve computerised
procedures for PPC

services

IMPROVE

Improve
communications

IMPROVE

Introduce negotiation
with government for

tax collection

INTRODUCE

Reduce
expenditure

IMPROVE
Introduce

management
levels reduction

INTRODUCE

Introduce
decentralised

operations

INTRODUCE

Improve
accounting
procedures

IMPROVE

Introduce
internal BU

communication

INTRODUCE

Improve
internal PPC

communication

IMPROVE

Improve external
communication

IMPROVE

Improve computerised
procedures for

purchasing

IMPROVE

Improve computerised
procedures for materials

handling

IMPROVE

Improve computerised
procedures for personnel

administration

IMPROVE Introduce bundling of
operations for achieving

economies of scale

INTRODUCE

Introduce outsourcing
of operations if real
saving are achieved

INTRODUCE

Improve
control of cost

parameters

IMPROVE

Introduce decentralised
accounting procedures

INTRODUCE

Improve
performance of

detailed analysis

IMPROVE

Improve control of deposit/
withdrawal of funds from

decentralised units

IMPROVE

Maintain
vehicle

exploitation

MAINTAIN

Improve MSE
exploitation

IMPROVE

Maintain safety
for PPC

personnel

MAINTAIN
Improve

company interest
protection

IMPROVE

Maintain improvement of
standards of materials
and work procedures

MAINTAIN

Improve
planning for

MSE

IMPROVE

Introduce
tempering

proof meters

INTRODUCE

Decrease non
technical losses of

electricity

IMPROVE
Maintain compensation

principle for damages on
company assets

MAINTAIN

Introduce data analysis
methods to detect non

technical losses of electricity

INTRODUCE

Increase
penalties for non
technical losses

IMPROVE

Increase personnel
for control of non
technical losses

IMPROVE

Reorganise the PPC
distribution to comply

with the EEC rules

Introduce a
customer oriented

culture

INTRODUCE

Exploit distribution
network in a competitive

environment

IMPROVE

Introduce new means
to serve efficiently
eligible customers

INTRODUCE
Serve efficiently

non eligible
customers

IMPROVE

Become
financially efficient
and competitive

IMPROVE

Introduce intelligent front
desk for serving efficiently

customers

INTRODUCE Introduce adaptations of
existing practices for serving
efficiently eligible customers

INTRODUCE

Introduce intelligent front
desk for serving efficiently

non eligible customers

INTRODUCE
Improve current practices
for serving efficiently non

eligible customers

IMPROVE

Minimise waiting
period for new

installations

IMPROVE
Minimise period

to calculate
charges

IMPROVE

Minimise waiting
period for capacity

increase

IMPROVE
Minimise period

to calculate
charges

IMPROVE

Introduce
ITsolutions for

all services

INTRODUCE

Reduce
environmental

impact of network

INTRODUCE
Reduce environmental
impact of production

activities

INTRODUCE

Improve production
development

planning

IMPROVE

Improve production
unit development

methods

IMPROVE

Improve power
station O & M
procedures

IMPROVE

Integrate
renewable

energie
sources

IMPROVE

Use distribution
network for providing

telecom services

INTRODUCE
Use meter-interface
to provide HOME

services

INTRODUCE

Introduce
electricity HOME

services

INTRODUCE

Introduce other
customer services

INTRODUCE

Improve existing
maintenance
procedures

IMPROVE

Introduce planning methods by
computerising data handling

facilities (GIS system)

INTRODUCE

Introduce efficient
internal auditing

procedures

INTRODUCE

Introduce efficient
personnel

exploitation

INTRODUCE

Perform benchmarking of
personnel requirements

INTRODUCE

Introduce personnel
training to become

multiskilled

INTRODUCE

Introduce
personnel

reallocation

INTRODUCE

Introduce hiring
of personnel with

new skills

INTRODUCE

Introduce personnel
incentive schemes

INTRODUCE

Improve methods
of personnel
evaluation

IMPROVE
Improve work

safety

IMPROVE

Define positions
according to flexible

organisation

INTRODUCE

Compare positions
according to ESI

norms

INTRODUCE
Introduce personnel
reallocation within

Distribution BU

INTRODUCE
Introduce personnel
reallocation outside

Distribution BU

INTRODUCE

Maintain the safe and
continuous provision

of electricity

MAINTAIN

Keep
personnel
informed

MAINTAIN

Improve flow of
material and
equipment

IMPROVE
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Selecting
the route

Selecting 
the task

Guiding 
the task 
performance

EKD-CMM Guide book

To represent multiple ways of working multiple ways of working 

and to guide the selection of  mostselection of  most

appropriate routeappropriate route to the situation at hand

To help selecting the taskselecting the task to be 

executed next in the route

To guide the task performancetask performance

EKDEKD--CMM Guide Book ObjectivesCMM Guide Book Objectives
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Helping the Selection of the Task to be ExecutedHelping the Selection of the Task to be Executed
Each route identifies the set of tasksset of tasks to be performed and 

suggests their orderingordering.
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Guiding the Performance of the TaskGuiding the Performance of the Task

There is a guidelineguideline for each task providing advice 
and recommendations on how to carry out the task
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Conclusion

EKD-CMM : a structured method of handling organisational change.

The goal deployment approach allows the generation of the alternative 
scenaria for change : 

a systematic approach focussing on the discovery of alternative
scenaria for change
pinpointing the impact of change on the current practices

The EKD-CMM Guide book provides support for :
Route selection
Task selection
Task performance

Current and Future work : 
Definition of means for scenario evaluation 
Definition of reusable change process patterns
Enactment of the change process model


