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1. About Red Clay's Advisory Leadership 

Shannon Paulsen-Thompson 
Vice President, Advisory Services 
  
Reside: Houston, TX 
Industry Experience: 25 Years 
Background: Life-long Utility Transformation Leader who Interned in Utilities and Never Left 
Professional Purpose: Helping Electric, Gas & Water Utilities Navigate the Complexities of their 
Technology Ecosystems. Building Strong Teams. Straight Talk. 
Personal Interests: Travel, Fitness, All the Sports, Live Music 
  
Red Clay Consulting's Advisory Services practice brings together seasoned utility industry veterans 
who have walked in your shoes. Our advisory team members have held senior leadership positions 
at utilities of all sizes, led multi-million dollar transformation programs, and understand the unique 
pressures facing today's utility leaders. We combine this operational experience with deep technical 
knowledge of utility systems in the customer, meter, AMI, field service, and asset management 
platforms. 

2. Executive Summary 

Major utility transformations are challenging and high stakes. An Owner's Representative serves as 
your hands-on advocate, guiding your project from vision to value and ensuring success where 
traditional third-party QA stops short. With deep industry expertise and continuous support, Red 
Clay's Owner's Representative partners drive results, not just compliance. 

Whether you are modernizing your customer information system, implementing a new work and 
asset management platform, deploying advanced metering infrastructure, or undertaking a full-scale 
digital transformation, an Owner's Representative provides the strategic guidance and day-to-day 
support that separates successful projects from costly failures. Red Clay has supported utility 
transformations ranging from $5 million departmental upgrades to $100+ million enterprise-wide 
initiatives, and our clients consistently cite the Owner's Representative engagement model as a key 
factor in their success. 
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Ready to transform with confidence? Connect with Red Clay Consulting to put an Owner's 
Representative on your side. 

  

3. The Utility Executive's Challenge 

Red Clay understands the position you are in. You are a utility executive tasked with sponsoring a 
major transformational technology project, and you are not excited. Tech projects are hard, 
expensive, and risky. You are resource constrained, your organization struggles with change, and 
your teams are probably not prepared for taking on this project or living with the outcomes of the 
kind of transformation needed to become the utility of the future your board, regulators, and 
customers desire. Budgets are tight, your people cannot handle much more, so what do you do? 

The challenges facing utility executives today are more complex than ever before. Regulatory 
pressures demand modernization while ratepayers expect minimal cost increases. Your existing staff 
is stretched thin maintaining legacy systems while simultaneously being asked to learn new 
technologies. Vendor promises sound compelling in sales presentations, but you have seen enough 
implementations to know that reality rarely matches the slideware. Meanwhile, your peers at other 
utilities share war stories of projects that went over budget, missed deadlines, or failed to deliver the 
promised business value. 

You need someone in your corner who has navigated these waters before. Someone who can 
translate between the technical jargon of system integrators and the business priorities of your 
executive team. Someone who will tell you the hard truths before they become expensive problems. 
Someone who is accountable to you, not to the vendors selling you software or the implementers 
billing you high rates for less experienced staff. 

  

4. The Owner's Representative Solution 

Red Clay recommends hiring an Owner's Representative, an advocate for the transformation who 
can be where you cannot be. This role is common in the Construction industry, but Red Clay 
provides enhanced outcomes within your utility transformation project. 

Strategic Advisory & Trusted Partnership 

Your Owner's Representative serves as your Trusted Advisor, providing clarity for your journey and 
serving as your beacon of hope that success is possible. This is not a passive advisory role where 
consultants observe from the sidelines and deliver periodic reports. Your Owner's Representative 
becomes an extension of your leadership team, attending the meetings you cannot attend, asking 
the questions that need to be asked, and ensuring that decisions are made with your organization's 
best interests at the forefront. They bring an objective perspective unclouded by internal politics or 
vendor relationships, combined with the institutional knowledge that comes from being embedded in 
your project from day one. 

Part strategist, part business sponsor, part liaison, with built-in support to ask the difficult questions. 
Your Owner's Representative bridges the gap between executive vision and project execution. They 
translate board-level objectives into actionable project requirements and ensure that day-to-day 
decisions align with strategic goals. When conflicts arise between scope, schedule, and budget, your 
Owner's Representative helps navigate trade-offs with full visibility into their downstream impacts. 
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Pre-Project Preparation & "Make Ready" Activities 

Your Owner's Representative provides the arms, legs, and fingers to effectively execute the "make 
ready" activities that will help your organization be efficient when the project starts. Too many utility 
transformation projects stumble out of the gate because the foundational work was not completed 
before kickoff. Data quality issues surface during testing. Key resources are unavailable when 
needed. Integration points with legacy systems were not fully documented. Your Owner's 
Representative drives completion of these critical prerequisites, ensuring that when implementation 
begins, your organization is truly ready. 

This includes budget planning, resource planning, product selection, Solution Implementer selection, 
and contracting support for all of the above. Red Clay's Owner's Representatives bring decades of 
experience in evaluating utility software products and system integrators. They know which vendors 
excel in which scenarios, what contractual provisions protect your interests, and how to structure 
engagements that align vendor incentives with project success. They can facilitate product 
demonstrations, develop evaluation criteria, check references with peer utilities, and negotiate 
contract terms that reflect lessons learned from hundreds of prior implementations. 

Governance & Program Management Support 

Your Owner's Representative establishes governance set up and support, appropriate 
transformation and project charters, Business Cases, Steering Committees, and Decision-making 
processes. Effective governance is the backbone of successful transformation programs. Your 
Owner's Representative designs governance structures appropriate for your organization's culture 
and complexity, establishing clear escalation paths, decision rights, and accountability frameworks. 
They facilitate Steering Committee meetings, prepare executive briefings, and ensure that 
leadership has the information needed to make timely decisions without getting mired in operational 
details. 

Your Owner's Representative helps manage your complex ecosystem of vendors and contracts from 
tip to tail, serving as a bridge between the Sponsors/Executive team and the tactical PMO. Modern 
utility transformations often involve multiple vendors: software providers, system integrators, data 
migration specialists, training firms, and managed service providers. Coordinating these parties, 
managing dependencies, and holding each accountable requires dedicated focus and expertise. 
Your Owner's Representative maintains visibility across all workstreams, identifies risks before they 
become issues, and ensures that finger-pointing is replaced by collaborative problem-solving. 

Organizational Change Readiness & Leadership Alignment 

Your Owner's Representative drives leadership goal alignment and assessment of Organizational 
Change Readiness. Technology implementations fail more often due to people issues than technical 
problems. Your Owner's Representative assesses your organization's readiness for change, 
identifies potential resistance, and works with your leadership team to build coalition support for the 
transformation. They help craft communication strategies, engage key stakeholders, and ensure that 
the human side of change receives the attention it deserves alongside the technical workstreams. 

Post-Implementation Planning & Sustainability 

Your Owner's Representative helps define what happens after the project: Do you need managed 
services? Do you need to hire more people? Go-live is not the finish line. Your Owner's 
Representative helps you plan for steady-state operations from the earliest stages of the project. 
This includes assessing your internal support capabilities, evaluating managed service options, 
developing training and knowledge transfer plans, and ensuring that your organization can sustain 
and continuously improve the new systems long after the implementation team has departed. They 
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help you avoid the common pitfall of over-relying on expensive vendor support or losing critical 
knowledge when project resources roll off. 

Flexible, Adaptable Engagement 

Red Clay's Owner's Representative will wear boots and a hard hat when needed, build PowerPoint 
presentations when required, and present in the Board Room when that support is warranted. The 
scope of Owner's Representative support flexes based on your needs. During intensive phases like 
vendor selection or go-live, your Owner's Representative may be on-site frequently. During steadier 
implementation phases, engagement may scale back to regular check-ins and milestone reviews. 
This flexibility ensures you receive the right level of support at the right time without paying for 
resources you do not need. We are open to contractual arrangements that work for you. 

  

5. Owner's Representative vs. Third Party QA 

Is this the same as Third Party QA? 

Many utilities engage Third Party Quality Assurance firms to provide independent oversight of major 
technology projects. While Third Party QA serves an important function, it is fundamentally different 
from Owner's Representative services. The table below highlights the key distinctions: 

Aspect Third Party Quality Assurance (QA) Owner's Representative (OR) 
Primary Focus Independent assessments by external 

specialists in compliance and risk 
Advocacy for the client's transformation, 
acting as an ongoing leader and participant 

Objectivity Neutral and objective Neutral and objective, but with a deeper, 
more holistic perspective 

Engagement 
Frequency 

Periodic (e.g., quarterly interviews or 
assessments) 

Continuous involvement throughout the 
project lifecycle 

Scope of Work Focused on compliance and risk 
assessments 

Broader: includes strategic advice, resource 
planning, contract support, and more 

Client Advocacy Follows best practices and compliance 
standards 

Puts client's interests first, operates within 
client's constraints 

Decision Support Provides compliance/risk findings Makes difficult calls (e.g., on license fees, 
project roles, readiness for kickoff) 

Project Role External auditor Active participant and leader, manages 
vendors/contracts, supports governance and 
change readiness 

Contracting Support Limited Drives SI contract quality, offers 
recommendations on kickoff, regulatory 
strategy, and more 

Outcome Orientation Ensures compliance and risk are managed Improves overall project success, not just 
compliance 

  
In summary, Red Clay's Owner's Representative provides all the benefits of third-party QA so you 
can check that best practices box, but more importantly will be there every step of the way during 
your transformation to improve your transformation success factors and outcomes. 

Think of it this way: Third Party QA tells you whether your project is following the rules. Your Owner's 
Representative helps you win the game. Both have value, but if you have to choose one, the 
Owner's Representative delivers broader and deeper impact. And if budget allows, the two services 
complement each other well, with Third Party QA providing independent validation while your 
Owner's Representative drives day-to-day execution excellence. 
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6. AI as a Thought Partner 

Can't AI just do this for free? Probably not (yet). 

At Red Clay, we think about AI as your Thought Partner and encourage this partnership. Your 
Owner's Representative and AI are complementary partners. AI may be great for research, problem 
solving, document creation, and can certainly improve elements of not only your systems 
implementation journey and the post go-live operational impacts, freeing up your team for value-add 
work. But it does not replace the human element. 

Red Clay actively incorporates AI tools into our advisory practice, and we help our clients do the 
same. AI can accelerate requirements documentation, generate test scenarios, analyze project data 
for early warning signs, and draft communications. Our Owner's Representatives leverage these 
capabilities to deliver more value in less time. 

Red Clay would argue that the hardest part of this journey is the people! Your Owner's 
Representative supports Organizational Change Management by dealing with change advocacy, 
change resistance, and even the team's personality conflicts that organizations do not want to 
imagine but must be dealt with. AI has bias based on the way the models learn and train. 
Unfortunately, that may mean that for some human-related activities, you should not be comfortable 
with AI passing judgement. Inaccuracies, including project-related risks and decisions can be costly, 
so Red Clay would not recommend avoiding face-to-face interaction and humane support just yet. 

Consider the nuances that require human judgment: reading the body language in a Steering 
Committee meeting to sense unspoken concerns, navigating the political dynamics between 
departments competing for resources, or having the difficult conversation with a vendor who is not 
meeting commitments. These situations require emotional intelligence, relationship capital, and 
contextual understanding that AI simply cannot provide. Your Owner's Representative brings these 
uniquely human capabilities while leveraging AI to handle the tasks where automation adds value. 

  

7. Why Red Clay? 

Selecting an Owner's Representative is a significant decision. You need a partner you can trust with 
your most critical initiatives. Here is why utilities across North America choose Red Clay Consulting: 

Deep Utility Expertise: Red Clay brings people who have been in your shoes as utility business 
leaders, blended with systems implementation leadership. Our team includes former utility CIOs, 
VPs of Customer Service, Directors of Metering Operations, Transformation Program Directors, and 
other executives who understand your challenges firsthand. This is not theoretical knowledge from 
textbooks or transferable skills from other industries. This is hard-won expertise from decades of 
utility-specific experience. 

Experienced Resources: Red Clay offers decades of relevant project experience with utility 
applications, not junior resources. When you engage Red Clay for an Owner's Rep, you get senior 
professionals who have led implementations, not consultants learning on your project. Our Owner's 
Representatives typically bring 15-25+ years of utility industry experience and have personally 
participated in dozens of transformation programs. 

Cloud Solution Expertise: Red Clay's team are cloud solution front runners who have already 
learned the hard lessons about new technology and its benefits vs. limitations. We have been 
implementing cloud-based utility solutions since the earliest days of SaaS offerings in this space. We 
understand what works, what does not, and how to navigate the transition from on-premise to cloud 
architectures while preserving business continuity. 
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Industry Connections: Red Clay employs well-connected industry leaders who can set up 
exploration and lessons learned calls or visits with your peers. Our relationships span utilities of all 
sizes and types across North America. When you need to understand how a peer utility handled a 
specific challenge, we can facilitate those conversations. This network accelerates your learning and 
helps you avoid reinventing wheels that others have already perfected. 

Proven Track Record: Red Clay maintains a 100% success rate when brought in to turn around 
troubled projects and deliver results. We do not take on engagements where we cannot deliver on 
our promises. When utilities call us in to rescue struggling implementations, we bring the experience, 
methodology, and commitment needed to get projects back on track. Our reputation is built on 
delivering outcomes, not billing hours. 

  

8. Contact Information 

Ready to get started? Reach out to Red Clay Consulting today and let's make your transformation a 
success. 

Whether you are in the early stages of considering a transformation, actively evaluating vendors, or 
already underway and seeking additional support, Red Clay can help. We offer complimentary initial 
consultations to understand your situation and discuss how an Owner's Representative engagement 
might benefit your organization. 

  
Shannon Paulsen-Thompson 
Vice President, Advisory Services 
Red Clay Consulting 
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