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! hard work on the project We couldn't have done it without you, 

; Give me or Charlie Burdette 52969) a call if ou have an ( y yquestions, 

, 

,, 

, 

, From: Room No - Bldg 
, ! 4-S-17 0 rations 
! Doris Crafton, Office of Workforce Analysis, OHR :'Phone No, 

i 58171 
OPTIONAL FORM 41 Facsimile 



I 

I 


ORGANIZATIONAL CULTURE PROJECT 

I TABLE OF CONTENTS 

I 
SECTION PAGE 

I Executive Summary 

I Background 

I A, How did the project begin? 1 

B. What is organizational culture and 2

I why are we interested in it? 

I C, Why was the culture objective 3 

I 
included in the Agency Strategic 
Plan? 

Bas.lining; Secondary Research 3 

I 
Baselini,ng; Employee Interviews 5 

I Baselining/Gap Analysis: Surveys 8 

I A. Methodology 8 

I 
1, Employee Survey 
2, Senior Staff Survey 

B. Findings-Quantitative Data (Surveys) 10 

I 
C. Findings-Qualitative Data (Employee Comments) 24 

I Benchmarking 26 

I , Conclusion 28 

I 

I 




I 

I 


ORGANIZATIONAL CUl.TU~E PROJECT 

I eXECUTIVE SUMMARY 

I Mny 2000 

BACKGROUND 

I 
'The Org<miZ<ltional Culture Project originated with the Agency Strategic Pion which 
includes the objective t. promote on Agency culture thot successfully incorporates our 

I 
I values. "rhose. values are in the current Agency Strgtegic Plan. A good definition of 

organizetional culture is: ''The shored practices and volues of the group' or, more simply 
put, "It's the wtly Wit tlo things """""" he"".· Shortly after publication of the Agency 
Strategic Plan, the Office of Workforce Analysis (OWA) in the Office of Human 
Resources (OHR) wOS assigned the lead for developing Q pion to ochieve the culture 
objective, to include ba~/iningthe current culture and conduct1ng Q gap analysis bdwunI the current and the deSired culture. There are (I. number of reasons why it is important to 
know the culture: for example, ignoring the culture can derail new ideas Since. new ideas

I may require ways of working or behaving that arc not like. "the way we do things around 
here," 

I 

I The attached report documents fully the finding$ from all stages of the project, 


including results from secondary research. empjgy«:t: interviews. benchmarking. and Q 


survey. This summgry highlights the most signlfl<ont findings from the survey. 


METHOOOL06Y 

I To find out what values and workplace issues ore. important. teams of SSA employees 
conducted individual and group interviews with more thon 1000 employees and managers, 

I The interviews .f'ook place in six regions ond 011 headquarters components. We used the 

I 
information from these interviews to design a survey that covers topics related to 
workplace pro:ctlces, values end work climote. We asked employees to react to 67 

I 
statements on these: survey topics in two ways-to what ext~t the practice: now exists in 
their workplace and how important the practice is to them. The difference between the 
two answers will help identify haw much of Q gap there is bet~utt what the culture is and 
what employe., would like it to be. 'The survey also included ""estions on demographic" 
such as the respondent's component, age, gender, grade level bargoiniflg unit membership, 

I and so on. A copy of the survey is ottached at tab C of the full report. 

I W. sent the survey t. 13,600 SSA employee. during the Summer of 1999: altogether, we 
received 6,605 completed surveys. We also receivcd writteh comments from 574 

I 

I 
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3. Largest/smallen !lOPS' The opproisal system resulted in the """est gap (1.72) 
between the average answers to the current situation and importance. Fifty percent think 
the systt::m is inadequate now, but 85% think it is' important to have a good appraisal 
system, 

I 	 The smallest gap (0.21) appeored in "I am able to explain SSA's miSSion: 
Seventy-three percent are'able to explain the mission _and 81% think this is impartant.

I 
4. Vabt..s: The values rated highest in the workplace current/yore "to discharge 
faithful I), our role as guardians of the pUblic trust," "to aef with integrity," and "to act

I with thi~ thoucht in mind: to millions of people we ARE the government.' Sixty-three 

I 
percent of employees agreed or strongly agreed with the first statement in the clJf'l't!nt 
situtltion column: 62,),<.1 believe we Clet with integrity in the workplace now, ortd. 58'0 agreed 
we are currently the government to millions. The average answers for these three wives 
were 3,7, 3.5, and 3.6, respectively.' 

I The V(llue.s rated lowest in importance are "to value diversity" ond "to act with this thought 
in mind: to millions of people we ARE the government: Seventy-eight percent agreed

I 	 Wlluing diversity is important while 51% said we value diversity now, Seventy·nine percent 

I 
think being the government to millions is important. This waS the second lowest rated 
value in importance (4.2). Since it was rated 3.6 in the workplace currently, there is not a 
large gap (0,6) between where we are and where employ ... would like to be. 

I 5. Senior Staff survey results: There are some tiOtable differences in the results af 
the Senior Stoff survey oS compored to employees, For example. Senior Staff 
responses were more positive: than the rest of SSA on almost every itetn on the survey,

I both for the current situation and the importance. The biggest difference for the 
currentsituotion waS in "For employee opinions to count," Eighty-seven percent of the 
Senior Staff agree or strongly agree that employee (lpinions now count; only 37'¥Q of 

I 
I employee.s would agree. The biggest difference in importance was in >or share common 

vatues with my coworkers-ninety-one percent of the Senior Stoff think it is nnportantto 
share common IIOlues with coworkers: 72% of employees agree. 

There were oreaS of agreement between employees end the Senior Staff. One of these is 

I that we provide (lccurate information about SSA programs. Another is the inadequacy af 
the currentappraisal system. See tab E of the report for this and other a~aS of 
agreement between employees and the Senior Staff.

I 

I 


1 In some cases, rankil"9 of average answers and percentages do rlOt match be.cause of we.i9ht~ng. 

I 	
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I Some may dismiss written comments because. they assume only the most disgruntled 

I 
employees toke the time to write. However. we could nat find any research to .upport thi. 
assumption. In fact, the issues identified in the survey comments are nearly identical to 
tho.e we heard during our 1998 interview. and previous OWA studies. They are also 
berne out by the 5tJrvey results. 

I 	 CONCLVSlON 

I A revie.w of intervie.w remarks, employee comments, and survey r'esults shows some very 
healthy beliefs. behaviors. proctices. values. and attitudes on the part of SSA employees. 
The.. areas need continued 5tJppart and encGUrQgement. 

I On the other hand. many problems have emerged o. well. We believe we should focus on 
tho.. issues thot we can do something about quickly and that will have the most payoff for 

I employee. and the Agency. For example. it may be a higher priority to facu. on the 56% 
who thin'. we could work more efficiently and productively and the 41,),. who feel that work 
responsibilities could be shared more fairly thah the 23% who do not think the work

I e.nvironment is attractive or professional enough. Severol of the differences between 
Senior Staff results: and the rest of SSA need similar review, as well. 

I 	 RECO..........ENDED NEXT STEPS 


I 
 AS stoted in the current plan for achieving the culture objective. the next step is for the: 

Agency to define its visiQi'I of the de.sired culture. We syggest addressing the questions 
raised in this reeort by referring them to the group of Executives already ossrgned to 

I iSSUes related to goal four (To be an. employer that values and invests in each employee), 

Once this group considers the issues, we recommend convening an Agency-level 

I 
I il'ltercatt'lponent workgroup, with Union cmd Management Association membership, Sose.d an 

the direction provided by this group. the Workgroup would further address issues 
identified during the various stages of this project. The: most important workgroup 
deliverable would be a chonge strategy that will help SSA employees and managers 
achieve the culture they wont, 

I OWA will continue to analyze the: survey results to make. pertinent demographic 
comparisons (e.g., men and women: bargaining and non-borgaining: different age groups:

I 	 varying lengths of service, and so on). We also plan to share individual componeht's results 
with them to show them how they compare to the rest of 5SA, 

I 
I 
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ORGANIZATIONAL CULTURE PROJECT 

I FINAL REPORT 

I May 2000 

I BACKGROUND 

I A. How did the Organizational Culture Pro ject begin? 


In September 1997, the Commissioner published the Agency Strategic Plan for
I 1997-2002. The Agency Strategic Plan included five goals-each with a number of 
associated objectives. Goal 4 of the Plan, often referred to as the 'employee

I gool,' is: rc be an employer that values and invests in each employee. The 
Organizational Culture Project stems from the objective under goal 4 that reads 

I 'to promote on agency ClJlture that successfully incorporates our values.• 

Shortly after publieotion of the Agency Strategic Plan, the Office of Workforce 

I Analysis (OWA) in the Office of Human Resources (OHR) was assigned the lead 

I 
for deve:loping a plan to achieve the culture objective. Once developed. the plan 
ineluded the following initiatives: 

1. Perform a baseline study of the current culture (what it is now);

I 
I 

2. Conduct a gap anary.sis between the current culture and the desired 
culture (what we want it be); 

3. Conduct a benchmarking study to see how the best organizations

I measure their success in this area; and, 

4. Design and implement a change strategy to get from where we are nowI to the desired agency culture. 

I 

I 

I 

1 

I 



I 

I 

I 

C. Why was the culture objective originally included in the Agency Strategic 
Plan? 

During the development of the Agency Strategic Plan, a number of Senior Staff

I 	 involved in the planning process understood the importance of organizational 
culture and the influence it has on behavior in the workplace. They also believed 
that a more complete understanding of the current culture would assist in .I 	 implementing change in a more successful and efficient man~er. 

I 
BASELINING: SECONDARY RESEARCH 

I 	 A. Methodology 

In their text, Corporate Cultures':' Deal and Kennedy recommend starting a culture I 	
, 

analysis by reading what on organization says about its culture. Thus, we started 
the baselining effort by conducting secondary research into written material I already available to us-including former study reports, focus group reports, GAO 
study reports, results of various employee surveys, process review documentation, 

I 

I and previ~us Business and Strategic Plans. We also visited SSA's Internet site. 


These documents (and the Web site) gave us a picture of SSA's public "persona" as 

well as insight into what employees think and say about it. 


In reviewing these documents, we attempted to answer six questions: 

I 
1. What are our strengths? 

I 2. What opportunities for improvement are identified? 

I 	 3. WhaT themes, if any, are evident? 

I 
 4. What behavior would make a difference to the desired outcomes? 


I 	 5. What financial (bottom line) implicaTions are linked to behavioral 
outcomes? 

I 	 I Terrence E, O£QI and Allen A, kennedy, Corporate Culturu (Reoding, Mosscchusetts: Addison
Wesley Ptlblishing Company. Inc.., 1982), 119. 
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BASELINING: EMPLOYEE INTERVIEWS 

I Mdhodolo91' 

I To further educate ourselves, we hired Dr, Judd Allen from the Human Resources 
Institute to conduct a one-day seminar on organizational culture theory' During 
the course of the seminar We reviewed the language in the Agency Strategic PlanI on the culture objective and took stock of where we were, The nine values already 
in the Plan were developed without employee input: thus, one important piece of 

I 
I information that we did not have was what employees would think about them, We 

also deci,jed we needed employee input on what the culture is and what employees 
would like it to be. 

To that end, we organized interviewing teams that included representatives from 

I 
I almost every major SSA component'. The teams traveled to six regions' and all 

HQ components during the summer of 1998 and interviewed close to 1000 
managers and employees in 200 individual and group interviews. We discussed a 
variety of topics with the participants, including what they thought about the 
three themes that emerged from our document search and what issues areI important to them. We also observed the physical space. the atmosphere of the 
workplace, and even how employees reacted to the interview teams.s 

I 
I 
I 
I 
I 
I 

2 Dr. AIi£n later conducted three additional seminars desigrwi to assist the intercomponent team 
with other phases of the project (such as the design of interview gUides and identificoth:m of 
survey topiCS). 
'OSM, OGC. OCOMM. OP. Op.",!ions, ODISP, Systems, CS1 and Office.f Pers.nnel (OHR), 

I 
 'NY, PH, AlL, CHI, SEA, and SF, 

!l Summaries of 011200 interviews (ire Qvoilable from OWA; identifying information has been 
removed. 
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8. 	 Employees supported the three themes, but were skeptical 
about the Agency's commitment to them, especially world-class I 	 service and supportive work environment. 

I 9. 	 Given urgent and legitimate circumstances (such as 

I 
implementing legislation or court orders, or responding to 
natural disasters). SSA employees will mobilize and deliver to 
meet the need. 

I 10. 	 Many employees long for the "good old doys· when they thought 
SSA was a good place to work. 

I 11. Finally, managers and employees alike, especially those in FOs, 
believe more staff is the solution to most of their problems.

I 
I 

Sidebor: During the last 10 years, OWA study teams have visited many field 
components-FOs most often. In comparing the culture interview findings to 
results from three previous FO studies, we found that the basic tenets of SSA's 
culture (as described above) have not changed much over the years. And, although 

I 
I the purp~Se of the interviews for this project was different from the purpose of 

earlier studies. FO employees cited many of the some issues and problems in 1998 
that they had told us about in the past. Thus. despite automation and other 
employee initiatives and workplace improvements that have been implemented over 
the years, it appears that, from the FO employee'S perspe.ctive. not a lot has I change.d for the better. 

I 
I 
I 
I 
I 
I 7 
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I 
I Senior Stoff Survey-We also sent the survey to all 128 members of the Senior 

Staff to See how their vision and opinions compared to the rest of SSA. Are there 

I serious disconnects and are there areas of agreement? 

I 
 o 65 members of the Senior Staff responded (about 51,},,), 


o None of them submitted comments relative to SSA's culture, 
I 

In addition, we identified mId-level managers from the survey demographics and 

I compared their results to the items where employees and Senior Staff agreed or 
disagreed the most (that is, smallest and largest gaps), 

I 

• 
I 
I 
I 
I 

.' 
/ 

I 
I 
I 
I 
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I 
I o 	 83 r. agreed or strongly agreed that they know what is 

expected of them at work- (S-58)/

I 
I 

o 81 r. of the respondents believe we currently provide accurate 
information about the programs (S-4): 

o 82}', said they understand how their work relates to the work
I of other units (S·57): and, 

I o 	 81'7. believe their work is important to SSA's mission (S-56). 

2. The two lowest rated current practices were the appraisal system (SI 34) and understandinG the administrative budget (S-IO). 

I 	 Chart 2: What Is •.•. 111 Lowest Rated 
Mi!lIru 

I 
Sifttements 1.110 I.f<! !.i!u :U'I! .\,!U ,\$11 

I 
;W, 'The I1flf1rlliml ~ysttm supputts ctfiir.1td 

clmllt>nRina I'Ufunmmtt ~hm<h.rds. 

Ill, Ulltltnhtndlng huw SSA :spends its ailmhuMrnlhe 

I 	 hudgel. 

31. EITt'Mhtll nHuiunit IU!d wiecti"R Ilew emplnYfi:!> 
wI! .. "r~ mtlUvalw ."d wcl].mulcbed In their jut.,.. 

I 
liS, Cunnltt~ lire fl':iul~",d ill p"sllh~ w"Y~ In my 

wf)I'kpll1tt. 

:tt Juh ilth.n..em.nl opportunitIes IIrt IIvuiillhlt. , 

~ 7oKZ4j'r;r~;;;""':.l.'i'l ,I 

)11, .:",pl~t<:!l UN> gi\'t11 nn .,pportuuity l{II~QrnI 	 I 

, 

I ''',,' "~-. t; .. ,l..'t.1 I 
ahQut fltbtl' SSA j()b~ urn! cllmf!'ljfleflt,~ 

I 
Il~ ''t('rlmN,,:Jtb1..?4~: I 
,,I 	 Ir .~-cJ"Wn."",'''''''' ,t:i.<I.I ,I 

i~~~A:'::~_~Oflk~: ! 
1O.SII'!!~ ~I<~ ""'Ai<~ J"~,,.lt":"~~~~tlkqn,.., ;;..~, l.~"m;t!~~~..,!!

I 
The appraiSal system was the lowest rated with an average answer of 

I 	 2.56. Fifty percent of our respondents think we do not now have an 

I 
appraisal system that supports clear and challenging performance 
standards. 

I 7 In some cases, ranking of average answers and percentages do not match because of weighting, 
11 
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I 



SIl!!ements 

4. Pru~idill!llll'(Urltle Infttrnlllt!oR about SSA 

, . I~"',\ M~W\\ A~l'''''' C"n'I~"'''''t OIT",,,,,, .I ( ~"S(rdn~I)' A~N:<', ~ .. "'U':~. .1 .. NdlMr i\l...... ~,~ Oh."~r\'t, ;,. IiIr,nW'«l. I .. hl!'O>tIk!J f)j"'Rt~ I 

I 
I 3. Providina accurate information about the programs (5-4) and having 

zero tolerance for program fraud and abuse (5-3) were the two

I practices that were most important to emp.!,9.yees--with average 
anSwers of 4,68 and 4.66 respectivell:.! 

I Chart 3: What Is Iml!!!rtant .... 10 Highest Rated 

I 

I 


I. Wm'kinglfl !he mf!~1 effidtll! and pt'o(\ucU¥e Wll)' 

po,l'ibw.

I ;W. Acting .. ilh intO!1:rit}, 


lit, 'fftold,.. !rver; irnth'idmd with tfJulll ~prd "1'111 


I 
ttt9«L 

14. Harint! maktit.k lirul MJUiJ>l1l"irt thaI w-j1pcrt h.p joo 
ptriWnlllru't. 

:tl\, Od,.. jtl>'i!1\ 1M ilifutmlllhm tbty _II to dn ~ 


I 'hurl!;, 


35. R~afdin" individual<; ror ilood wark 

i 

21, 'I rail'lilll bt;R1t delhtrtd in:l tinlcly .lind el'fM1in 1~~.us~1 

I 
I ,," - .... .., . 

In both cases, about ninety-six percent of our respondents agreed or I strongly agreed that these two practices are important to them. As 
noted in the first finding aboye, the majority thinks we are doing a 

I good job in these areas now,9 

I Other practices employees see as important to them follow: 

o 98'l'0 say it is important to work in the most efficient andI productive way possible (5-1) while 58"}'. say we are now; 

I 
I a Note that we have highlighted the Agency Strategic Plan values in gold whenever they appear on 

I 

any of the charts . 

., rn some cases, ranking of overoge answers and percerltoges do not match because of weighting. 
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I 
I Other practices employees rated low in importanceiO include 

understanding the administrative budget process, discussed above, 

I and the following; 

I a 591'. think it is important to share SSA's strengths and success 

I 
stories with customers, friends, family, neighbors, and 
coworkers (5-6); 

a 731'. said it is important to feel comfortable telling coworkers 

I what is on their minds (S-51); and, 

a 721'. said it is important to share common values with coworkers I (5-54)," 

I 
I 
I 
I 
I 
I 
I 
I 
I 

10 As expected, respondents frequently selected "ogree" or ~stroll9ly QgreeH for the importance of a

I workplace practice; 'thuS', the items of least importance still had relat;velyhigh percentages of 

I 

employees Nlting them as important" 

II rn some caSes, ranking of average answers and perte:ntoges do not match because of weighting. 
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I 

6. There are a number of areas of agreement on the survey where the 
gaps between the average answers to the current situation and the 
importance of a behavior or practice are very small. 

I 
Chart 6: 10 S!'I'IALLEST GAPS 

I 
SCatcmclUS 

I 
.III, I hun,. bt<,1 friwd II! "mit. 

I 
 41. I nuve g .. U...n II! 'k ...." my N»Iutl<ft. 


57, I UfI\kr;jlna Iwm Iii<! >IOn. of my tlnll ....1..lb 
I() IIw ";:Irk u( ~bt:r unllJl .. e ....,.k wilt!, 

I 
54. I f«IIUl rt'I) d"j'-cI<H!",. "<Irk i>: imPMhl1'llln 

5SA 's mmiun, 

54. I ,Mft(u_ ~urnn .. ill!. my ~'_vn.<n. 

I 
I 60, 1l\f'\1 iK"ud or 1M ~, ....Irihull"n my ",ark u .. 11 i:s 

,"~Id.nlt· 

I 

I 

I Six of the statements with the smallest gaps were also among the ten 


statements rated highest in the current situation (Chart 1, page 10). 

All six oJ these items were in the work climate section of the survey: 

S-47, S-55, 5-56, S-57, S-58, and S-60. 

I Survey questions 47 through 67 asked employees to aSSeSS SSA's 
overall work climate. We included this section because our research 

I into organizational culture indicates that on employee's "work climate" 

I 
is important to creating a positive workplace. Employees (and 
employers) gain a number of benefits from a positive workplace. For 
example: 

I 1. , A SenSe of community. Employees get to know each other, feel 
like they "belong," and help one another in times of need; 

I 17 
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I 
I 7. None of the nine values in the Agency 5trategic Plan appeared on the 

list of hiqhest rated current practices (Chart 1. paqe 10) and only

I three (statements 38, 39, and 40) made the top ten highest rated in 
importance list (Chart 3, page 13). 

I Chart 7: Values 
Sl11tr11lcnlsI 	 '. 

I 
.lii. Til t!'tnl ~"tfr Il'IdlvidulI:l with f'qunl ," 

rt'Klln:lnud rf.1pctt 

39, Tn Met l'illlltllt(V'il} 

I 
4(;, Imbuing qllaiit.v In 1111 Ut d<; and help 


f)thtrn dr, !htS*mr. 


41. 	1'1.> remt"mbtr thai c(>..tttSl' 11M 

romp1lSSi!mmellft t~trythlfll!, 


4.t Tn 11$1((11 rill/dun} and..:t <.If...hat


I Wt Mllr, 


I 

0, T.. rtSpCr'" ltllblllty lind tmbt1iU: , " 


dUtn:l*, klltping wfmc wMks tUm fh~ng 


w~1 ('I'lwd wOO'S; ,*U~r. 


<44. T.. Yhlu<! diffrsil:)\ 

I 
>l~. Tl> 1Usrllurw: fulthfull} <KIT ~ (d: 

I(VIln.lhtn. "f ttl., rwblit ltu,\:L 

44.. 11' 11M with Ihil thooll.hl ill mind: til 
miJIllJrl:< ,,( 11cilpht WI' IIrt 

"Ih( KI)~~r",utnt." 


I 
I 	 The two values rated highest in the workplace current/yare "to 

discharge faithfully our role as guardians of the public trust" (5-45) 

I 

I and "to act with this thought in mind: to millions of people we ARE the 


government" (5-46). The average answers were 3.66 and 3,56, 

respectively. 


I 	 o 63'-, of employees agreed or strongly agreed with 5-45 in the 
current situation column; and, 

I 	 58'-, agreed we are currently the government to millions"2° 
I 
I 12 In some case,s, ranking of average anSwers and perce.ntages do not match because of weighting. 
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I 
I the organizational culture experts who s<rf, "When people in an 

organization disagree about the culture they actually have, it often is

I because the culture looks and feels different from the perspective of 
different parts of the organization", people ot the top of the 
organization [often} misread the thoughts and feelings of those lower I in the hierarchyancLbelieve that people are happier obout the state 
ofaffairs than is really the caSe, "5

I 
The current situation: 

I 
Chart 8: Employees I Mid Management I Senior Staff 

I 	 Rigge.,,' /)jf{erellC€s: WI"" h 

.. 	 (.1) 11ll 11111'" 
I 
I 	 ;:,t F"r (111111;,:.:(", lind II In hUI',. 

p!l,iH.~ So nHlhmJl: >! ! 

I 
I .11, Tudf,'<:th'!i) rrnultlmd,:dN'!mn 

('r\l1m'~fil' nil.. an' 1l"'I;Vlllfd ;md 
\\~U"t\uurh,~! 110 thei .. j"t", 

Jl. r.w jt,h lldvnn~fm<'1U "pp.lflunitics 1(1 
lit Jv\<ilahk. 

I 
JIt To t!"(tll' ew.ty jf\dhi(lu~t with equlll 

I't'!lard lind (Upt'C1. 

I 
o 87'7. of the Senior Staff agree or strongly agree that employeeI 	 opinions MW count (5-18); only 37% of employees would agree; 

mid-level managers Came in at 58'",

I 

I 

I 15 Roger Harrison and Herb Stokes, Diagnosing Organizational Culture (San Francisco: 

Pfeiffe,/Jossey-Boss Inc" 1992), 15, 

I 	 2.1 

I 
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I What is important: 


I Chart 9: Eml!k>yees I Mid Management I Senior Scaff 
Biggest Differences: What Is imp(Jrllllif 
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o 91'7, of the Senior Staff think it is important to share common

I 	 values with coworkers (5-54); 72% of employees agree followed 
closely by 74'7, of mid-level managers. 

I a 96% of the Senior Staff agree it is important to be able to 
explain SSA's mission (5-55); 80% of employees and 85'7, ofI mid-level managers agree. 

I a 100'7, of the Senior Staff agree or strongly agree that it is 
important to them that they understand how the work of their 
unit relates to the work of other units they work with (5-57); I 	 907, of employees and 94'7, of mid-level managers soy this is 
important.

I 
In discussing the results of the Senior Staff Survey. questions have been 

I raised about the perspective of the Senior Staff-that is, Were they 
thinking of their immediate office or SSA as a whole when responding? 

I 	 23 

I 
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7, Work environment-comments focused on things like poor air quality, 
unstable temperatures, lack of free parking, and insufficient or runI down space, 

I 
I 6, The awords program-many of those who commented voted to give 

decisionmoking on awords back to management, Some feel the process 
is now a popularity contest, 

5, Staffing-everyone needs more, One manager commented that she

I hod not hired a new employee in her office since 1991. 

I 	 4, Quality and Service tied for #4-nearly all employees who commented 
felt there is for mare emphasis on doing the work quickly than on 
doing the work right, Many commented that the loser here is the

I 	 public, 

I 	 3, Career/promotion opportunities-most comments centered around the 

I 
real lock of promotional opportunities and the fact that employees are 
often at the same grade level for years, 

2, 	 Morale-many commented that it's the worst they've seen it in years,

I 
1. 	 And the number one most frequently cited problem by those who 

commented waS Management-far and away managers got the mostI criticism, The comments described managers who verbally abuse 
employees, managers who disploy blatant favoritism, managers who ore 

I "goldbricks," and managers who refuse to address poor performers, 

Employees' responses on the survey may shed some light on this lost finding, ForI example: 

I 
I a As already noted, only 37% of respondents think it is normal 

practice in their office currently for employee opinions to count 
(S-18); 

o Only 51'1. of our employees are comfortable now telling their

I supervisor/manager what's on their minds (S-52); 

I 	 25 
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B. findings 

I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 
I 

1. 

2. 

3. 

4. 

5. 

6. 

7. 

8. 

Six out of 11 benchmarking partners identified a business reason for 
undertaking a culture change effort, such as loss of market share for 
private sector companies. 

All respondents performed some form of organizational assessment 
before, during, or after implementing their culture change initiative 
(the tools varied from the Baldrige self-assessment criteria to OPM's 
Organization Assessment survey, to employee surveys, town-hall 
meetings. and focus groups). 

Eight of 11 benchmarking partners used at least one external 
consultant in their culture change effort. 

All benchmarking contacts indicated that upper management 
supported the culture change efforts in their organization. 

Seven of 11 benchmarking portners had data on the length of time 
required to perform their initial assessment. Timeframes ranged 
from 10 weeks to 15 months. 

Seven of 11 benchmarking partners had 0. target culture identified as 
their goal. These included: ach.eving the Baldrige model; becoming "a 
compelling place to work. shop and invest"; creating 0. high 
performance culture; and. cultivating a culture that values trust and 
openness. 

Six of the 11 had significant employee involvement in determining the' 
new organizational culture. 

Ten of the organizations promoted and supported their desired 
cultures. using a variety of approaches such as: training; spinning off 
non-core businesses; reducing policy and procedures; changing 
management practices; delegating authority to the lowest possible 
levels; and, adding mQre family friendly programs .. 

27 



I 

I 

I 

Gallup, when you measure the .tr",ngth of the workplace around these 
themes, you should not rest until employees select '5' (strongly agree) 
on all item. on your survey, 

I o Further, Gallup places responsibility for getting that '5" on 

I 
management and immediote management, at that-meaning the person 
who defines and pervades your work environment, 

a Gallup 01.0 say. that employees do not leave componies, they leave 

I 
I managers, SSA employees' comments about management and the 

differences between the Senior Staff's and employees' perspectives 
make this a point worth considering, This is especially important in 
light of our need to hire ond retain qualified people in response to the 
growing retirement wave,I 

We believe we should focus on those issues that we can do something about quickly 

I and that will have tke most payoff for employees and the Agency, For example, it 
may be a higher priority to focus on tke 58')'. who think we could work more 
efficiently and productively and the 41,),. wko feel that work responsibilities could I be shared more fairly than the 23% who do not think the work environment is 
attractive or profesSional enough, Several of the differences between Senior 

I Staff resfJlts and the reSf of SSA need similar review, as well, 

On the other hand, a review of interview remarks, employee comments, and survey I results shows some very healthy beliefs, behaviors, practices, values, and attitudes 
on the part of SSA employees, These areaS need continued support and 

I encouragement. 

I 
 WHAT ARE THE RECOMMENDED NEXT STEPS? 


A. Desired Culture 

I 
AS stated in the current plcn for achieving the culture objective, successful 
completion of the gap analysis relies on the Agency's defining its vision of theI desired culture, This might include consideration of the follOWing questions; . 

I 
I 
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3. rewards and recognition-to reinforce the desired 
behavior on the part of managers and employees. 

Can we commit to using these tools? 

I 
I 

We sugge.st addressing the guestions raised in this report by first referring them 
to the gr"up of executives already familiar with issues related to goal four (To be 
an employer that values and invests in each employee). 

I B. Intercomponent Workgroup 

I Once this group considers the questions above, we recommend convening an 
Agency-I"vel intercomponent workgroup, with Union and Management Association 
membership. Based on the direction provided by this group, the Workgroup would 

I 
I further address issues identified during the various stages of this project. The 

most important workgroup deliverable would be a change strategy that will help 
SSA employees and managers achieve the culture they want. 

Sidebar: There is no "one-size-fits-all" change strategy. This assessment ofI SSA's current culture is only a beginning-one way it can be used is to get 
employees talking and sharing their insights about the culture-why we are the way

I we are, what do we like about being this way, and what would we like to change? As 
long as WE~ can Qgree on where it is we want to go, we can figure out ways to get 
there. Or', as Harrison and Stokes described it, "From that base of agreementI about the desired ends, it often is possible to resolve differences about the 
means."21 

I 
C. Ancrlysis and Review 

I OWA will continue to analyze the survey results to make pertinent demographic 
comparisons (e.g .. men and women; bargaining and non-bargaining; different age

I groups; varying lengths of service, and so on). 

We also plan to share individual component's results with them to show them howI they compare to the rest of SSA. Where needed, we will assist components with 

I ZI Harrison, Diagnosing Organizational Culture, 24. 
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AFTERWORD: IS IT POSSIBLE TO CATEGORIZE SSA'S CURRENT CULTURE? 

I A review of the highest rated practices (Chart 1, paGe 10) in our workplace now 
shows thnt SSA employees clearly support two of the three themes discussed 

I earlier-huilding public confidence in Social Security and providing world-class 
service. For example: we have ~ero tolerance for program fraud and abuse; we 
know what is expected of us at work: we provide accurate information about SSA I 	 programs: we know SSA' s mission and can explain it; and, we treat customer 
satisfaction as a top priority. 

I 
Support for these themes carries through to what employees think is important as 
well. Providing accurate information about our programs, zero tolerance, and I working in the most efficient and productive way pOSSible are the top three on the 
importance list (Chart 3, page 13). 

I 
I 

Most '''llPloyees' concerns, however, centered around providing a supportive work 
environment. Virtually all of the practices on the lowest rated list (Chart 2, page 
11) relate to this theme. Supportive work environment issues also accounted for 
most of the items on the top ten gaps list (Chart 5, page 15). Yet most employees 

I 	 we interviewed commented that it is the most important of the three themes since 
it underpins all we do. 

I 
On the other hand, while we could argue that much of what is on the highest 
impartance list would enhance the work environment, only one item stands out as I particularly employee-centered and that is rewarding individuals for good work. It 
appears, then, that emelo~ees saya supportiye work environment is important, but 

I in reality rate other practices higher, Note that survey respondents who said they 

I 
were not members of the management team outnumbered management team 
respondents by six to one. 

To help us better understand the findings from this study, we searched the 

I literature for documented cultures that, at least in general, typify SSA. We found 
that there are as many descriptions, or models, of culture types as there are 
experts who write about them, However, most of these experts agree thatI organizations have some combination of cultures, with one being predominant. 

I 
I 33 
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they believe we provide acclJrate Information abolJt the programs and have zero 
tolerance for progrom fraud and abuse-these were rated as the top two InI importance as well. 

I From survey comments-many employees objected to what they perceived as 
too much emphasis on qlJ(Jntlty as opposed to quality-at customer expense. 

I 	 On the other hond, "the weakness of Role-oriented organizations is in the very 
impersonolity that is their strength. They operate on the assumption thot people

I 	 are not to be trusted, so they do not give individual autonomy or discretion to 
members at lower levels. Employees often get little or no feedback. The system is 
designed to control people and to prevent them from committing selfish or stupid I acts. It "Iso keeps people from being innovative and from doing the right thing 
when the right thing is outside the rules:"

I 
I 

From the interviews-"to get ahead, you have to keep your mOlJth shut:· 
commlJnicotion is poor In many offices: some Wf)uld adviSe new employees not to try 
anything innovative,' qlJ(Jntity is more important than quality. 

I 
I Frc,m the surveys-employees say their opinions don't count· half ofolJr 

. employee~ don't care about having a best friend at work more than one-third of 
the respc'ndents believe their managers do not treat employees with respect. 

Frc,m slJrvey comments-"management from top to bottom treots IJS likeI children:' " ...employees are not made to feel that they are trusted and vallJed:' 

I Harrison's and Stoke's most telling comment about Role cultures is "...they tend to 
squeeze the spirit out of working life...:" 

I From the interviews-"_rale is lower than It's ever been:' many employees said 
they can't walt to "get ollt' (retire)' the work environment in a number of offices 

I Wf)S characterized as hostile and untrusting-"pure poison' said an interviewer 

I 
about one office: interviewers talked to a number ofdistralJght employees who 
cried during the Interviews. 

I 	 l!b Ibid, 

I 
27 Ibid" 24, 
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QUESTIONS AND ANSWERS ON ORGANIZATIONAL CULTURE 

I 1. WH.A.T IS THE DEFINITION OF ORGANIZATIONAL CULTURE? 

I Edgar Schein is recognized as one of the pioneers in the field of 
organizational culture. His definition of the term is one of the 
best we found. Organizational culture for Schein is w••• a pattern of 
basic aS5umptions--invented, discovered, or developed by a given

I group as it learns to cope with its problems of external adaptation 

I 
and internal integration--that has worked well enough to be 
considez'ed valid and, therefore, to be taught to new members as the 
correct way to perceive, think, and feel in relation to those 
problems. " 

I A little simpler definition is that organizational culture is the 
shared practices and values of a group. 

Even simpler, and more informal, is this definition--"it's the way we

I do thinqs around here!" 

2. WHY IS IT IMPORTANT TO UNDERSTAND ORGANIZATIONAL CULTURE? 

I 
I Schein says, WMy own experience and many of the recent writings in the 

field of organization theory, strategy, and organization development 
all su9gest that an examination of cultural issues at the 
organiza.tional level is absolutely essential to a basic understanding 
of what goes on in organizations, how to run them, and how to improve 
them.~ Private industry has learned, often the hard way, that people

I make businesses work. In fact, companies have found that they can 

I 
devise new strategies that make good business sense but they cannot 
implement them because they require new assumptions, values or ways 
of working that are too far out of line with the old "way we do things 
around here." 

3. WHAT ARE THE COMMON ELEMENTS THAT DEFINE ORGANIZATIONAL CULTURE?

I We found a variety of answers to this question in our research and 
concluded that the authors of the book Corporate Cultures (Deal and 

I Kennedy:' explained it the best. They said the following elements 
make up a strong culture: 

o Business Environment--to succeed, each organization must

I carry out certain kinds of activities very well. For 

I 
example, a company that depends on sales to succeed may 
develop a wwork hard/play hard" culture that keeps its 
sales force motivated. An organization that is into 
research and development may encourage and support an 
environment of risk-taking. 

I o Values--these are the basic concepts and beliefs of an 
organization. They form the heart of the culture and 

I 
1 

I 
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o Test how the company greets stranqers--what is the

I reception area like: What is the receptionist's attitude? 
Do employees wear badges? 

I o Interview company people--ask about the history, how 
success is defined, the kinds of people en-ployed, what an 
average day is like. etc. 

I o Observe how people spend their time--comparisons between 
what people say and do is a good measure of cult".lJ:al 
cohesion. 

I o Understand career path progression of employees--who gets 
ahead? What does an employee have to do to get promoted? 

I o How long do people stay in jobs--particularly ~iddle
management jobs? 

I 	 o Review the :::ontent; of what:. is being diSCl1ssed at meetings 
and w!':itten in memes. 

Pay particular attention to the anecdotes and stories that 
pass through the cultura: network.I 	 o 

I 
Schein tells us tha~ organizational culture can be analyzed at three 
levels: 1. visible artifacts; 2. espoused values. r~les! and 

I 
behavioral norms; and 3. tacit, basic u~derly!ng assumptio~s. He goes 
on to say that u •• • only a joint efior~ between an insider and an 
outsider can decipher ~he essential assurr.p~ions and their patterns of 
interrelationships," 

I 
5. 	 TC' WHAT :SXTENT HAVE LARGE ORGANIZATIONS DOCUMENTED THEIR 

f,Q1.'t'URES? 

I 
The International Benchmarking Clearinghouse {TBe) conducted a 
literat~re search for us to determine the answer to this a!1d other 
questions on organizational culture. IBC sent '.lS ill b:"nder full of 
research--mostly articles from management journals/ abstracts of 
articles, and material gathered from searching the Internet. The

I research that IBC provided was on topic and informati Vet but did not 
directly answer this question. What we did learn from the :·cater:.a: 
was ~hat ma~y compa~ies haVe and promote a partic~lar o~ganiza~ional 

I cultl:.re to the extent that both err.ployees and customers know what it 
is. 

Over and over, :.he literat'J:t:c mentioned companies with widespread

I name re·::ognition--Southwest Airlines {wild and wooly cu::'ture). . 
Harley-Davidson (relationship-based culturel. Eastrr.ar: Chemical Co. 
(emphasizes honesty. integrity. and trust because ~our employees 

I 
 create quality~), Home Depot (values e~ployees who value cUstomers!, 

McDonald's (100 percent customer satisfaction), Monsanto :team
oriented cult'Jre) f Hewlett:-Fackard (the "HP Way~--a manage:ner.;;. 

I 	 3 
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 THE SSA ORGANIZATIONAL CULTURE PROJECT 


SOURCE DOCUMENT REVIEWS TO BASELINE SSA's ORGANIZATIONAL 


I CULTURE AND DEVELOP CORE CULTURAL THEMES 


I A. BACKGROUND 

The pmcess ofculture analysis requires the integration of numerous data~gathering and

I analytkal techniques. One of these is to read what the organization says about itself. An 
inventory and content analysis of written documents can help identify what an 
organization believes it is about, or what it would like the world to believe it is about. 

I Another technique is to read what those outside of the fannal organization believe the 
organization is about, or what they think it should be about. 

I To these ends, SSA' s Organizational Culture Project ream reviewed existing internal and 
external source materials to baseline the existing culture and to identify core themes, The 
team reviewed 29 sources, including official documents, study and survey reports and 

I inter/intranet sites, to identify dimensions and elements of the existing culture and to 
analyze the culturaJ themes that are expressed in those sources. A list of the sources lS 

I 
attached, The fmdings from these reviews resulted in the development of three core 
cultural themes that seem to embrace the numerous cultural elements and themes in the 

I 
source clocuments: Build Confidence in Social Security; Create a Supportive Work 
Environment; and Provide World~Class Customer Service, 

I B. METHODOLOGY 

To reduce the large volume of material to a manageable and l from an organizational 

I culture perspective, meaningfu1 set of information~ the team asked a set ofquestions 
about each document The questions were designed to assist the team in identifying 
potentia) cuJtural themes for the agency, The questions and some of the more typical 

I responses are sho\\'11 in Part C, below, The team as a group eventually categorized the 
numerous themes identjfied into the three core cultural themes listed in Part A, above. 

I C. QUESTIONS FOR DEVELOPING CORE THEMES 

I The following questions were suggested by the team's facilitator, Dr. Judd Allen, of the 
Hmnan Resources Institute. Inc. Team members reviewed each docwnent answering the 
questions from the perspective of that document fo!lmving each question, v.re bave 

I 
 listed some typical responses whether from official agency documents, focus groups, 

surveys or studies. 

I 
 /, What are our strengths? 


I 

I 
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The retiree focus groups addressed feelings ofloyalty betr~yed, poor morale, stress, 
confusion as to the agency's purpose and direction, and awards/promotions not based 

I on merit. 

AARP Bulletin suggests that more effort is needed to resolve the solvency issue. 

I 
The 1996 GAO Report recommends that SSA do more to combat SSI Program fraud 
and that the agency address the issue of its maturing workforce.

I 
The 1997 GAO Report says that SSA must do more to inform the public debate on 
financing and make necessary technology enhancements and workforce decisions to 

I me~et increasing workloads with decreasing resources. 

Commissioner's Press Releases: Strengthen the retirement system and educate 

I Americans about social security. 

3. What themes, ifany, are evident?

I 
I 

Business Plan: World-class service; supportive work environment, rebuild confidence 
in the program, customer focus, and fraud reduction. 

InternetlIntranet: Customer focus and fraud reduction. 

I Retirees: Agency changed for the worse; merit not recognized; promotions and 
awards given for the wrong reasons; red tape. 

I MOEP: Service to the public; intercomponent relations; staffing. 


I 
 Internal Communications Focus Groups: Teamwork, component interactions. 


4. What normative behavior would make a difference in the outcomes studied? 

I Intranet: Information sharing and inter-and intracomponent cooperation. 

I Retired Employees: Reward good work; establish real teamwork; increase alternative 
work schedule and family-friendly initiatives, such as work at home; ensure that new 

I 
managers from outside SSA understand the agency's customers, work processes and 
work loads. 

MOEP: Listen to employees and improve cooperation between components. 

I 5. What financial (bottom line) implications are linked to behavioral outcomes? 

I 
 Business Plan: General guidelines. 


I 

I 
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June 1999 

I 
'10: SSA Employees

I Paul D, Barnes, Deputy Commissioner fi)r Human RC'iOUfCCS 

I You have been randomly selected from a list of aU SSA employees to complete the enclosed survey. The 
purpose of (he mrvey is co learn employee views on the overall SSA workplace culture (our shared values. 
practices, and work dLmarc). The survey is destgned so that you can tell us what you think the culture is

I now and what you would like it to be. 

I 
The impetus Fel' the organil.ational culture proiC('t carne out of the Agency Strategic Plan, released by the 
Commissioner in September 1997. One of the Plan's obj{."Crives is "to promote an agency .culture tlmt 

I 
SUCc(~ssrully Incorporates our values." Although the Plan includes nine values, we bdievcd it was impormn( 
to get employee feedback on what SSA's values llntI culmrc ought to be. 10 thar end, teams mllde up of 
employees from many SSA components COlutuctCJ ncarl}' 1000 interviews in headqu.arters and the field. 
The purpose of the intervieW'> was to gathet qualitative data about what empioyees think is important in 
their workltfe. We used the information from th05c interviews to develop tile :'lurvey. 

I 
I 
I Pll'H5C complete thc survey as ,,"oon as you receive It. It will cake },ot! approxima{ely 30 minutes to 

complete. You will be given time to complete it at your workstation. AU responses will be confidential 
because II group indepenJem ofSS.'\ called rhe International Benchmarking Clellringhouse is helping us 
administer rhe ~urvey ant! compile your <lnswers. Once the results of{he survey are tabulated, we will be 
able to determine the gap between whar The CUiLllfC is and whar employees would like ir to he. This 
information wit! help us to develop a change strategy thal, once implememed, will make SSA a bener 
place to work, 

I 
Afrer you have completed the survey, please mail it in the envelope provided. If the envelope i$ missing or 
damaged. mail {he complen:d survey to: 

I Internarional Benchmarking CJearingholl.~e 
10559 Jefferson Boulevard 
Culver City, CA 90232·~919

I 
~&dJCI.>.y<--I Paul D. Barnes 

I 
I 
 PLEASE DO NOT STAPLE THE SURVEY FORMS, Thank y()U IUr your participation, 




I- [ SSA Culture Survey )
I 

This survey contains 67 statements that will help determine the currenI;' and desired SSA culture. In 
"The current situation" column, fill in the ovaJ that represents your level of agreement that the behavior 

I or pr-.tcticc is currcmly normal {usual, typical} in your oHkc. [n the next column, fiJI in the oval that 
indicates your level of agreement as to how important the behavior or practice is to you. Please use 
a blue or black pen to fill in the ovals,

I 
A. Workplace Behaviors and Practices 

I There <Irc no right or wrong answers. Using the following ~calc. please select {he answer {hat most 
closely reflects your opinion. Please note that dWlce #3 (Neither Agree nor Disaj;?;rcc) should also 
be used to indkarc "not applicable" or "don'r know", ....

I 

I 

I 
 As I see it. il is normal practice in my office ... 


I 

I, 10, work in the most efficient :md productive way possible. 

2, 'I~) be proud of working for SSA. 


I 

3, To have 'lem tolerance for program fraud and abuse, 

4, 1'0 provide accurate information aboUt SSA programs, 

5, To clarify misconceprions ahour SSA among customCf5, 


• 

friends. family, neighbors and coworkers. 


6, l() share SSA's ;;rrengths and success stories with customers, 

frlC'uds, fum!ly, neighhors and i;{)wnrkers, 


• 
1. To Slay infonm:d aboU! p<:!lifiCli and public rela.tions 

issues t.H:ing S~A (such ;IS solvency), 
8, To work itl a professional and .utractive environmem. 
9. To be informed aboUt Agency rerrormance, 
10. '10 tUldcnaand how SSA spends its administr;uive budget. 
11.10 treat customer satisfaction as a top priority.

I J2, To USC customer feedback to improve skills and work processes. 

•
13, '1'0 bl.: given Olll'tJrtlinirics (Q regularly update skills and knowledge. 
l4, To attcmpt (0 complete service at the point of first contact. 

when appropriate, 
15. To set performance goals (both quality and qU:lnrllY) with the 

customer in mind,

I 16. ror employc(..~ {() have materials and equipment that 
support top job performan<:e. 

••
17. To. provide for (:mplop:c wdl~bdng (stich as f:unily friendly 

progr;lllt'i, wcllmss progra:;:s, COllvcnlt'1lt a:ld afltHdablc 
p;.Irkillg. and proper ergonomics). 

18. ror employees' opinions to coum. 
19. "11.) bave:1 partnership I:x.:t:ween employees. union and management, 
20. To regularly give and get constructive ft.-edback on 

• 
perfimnance/prtlgrt'SS, 

21. To sh:.1fc work rcspom:iblliti!.,"S fuirly. 
22. 'fo have fun (such as sharing STories and celebrating accomplkhmm15). .- CSOI 

The current 
situ~u 100 
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I 

I 
C. Work Climate 

I The following sratcmcnts concern rhe overall work climate in your office or work unir. Please assess 
what the climate is now and what you would like it to be. 

c:c- =~-2-":' --3 ~-4= =5=:J 
Strongly D' Neither Agree 
Disagree Isagrce Nor Disagree

I 

I 47. I have gotten to know my coworkers (more (han JUSt knowing 

what jobs t1ll"y do). 

I 48. I have a best' fi'iend ae work. 
49. I feel as ifI belong. 
50. Coworkers care about me as a person. 

I 51. I feel comfonable telling my coworkers what is on my mind. 
52. I tt."Ci comfortable (CUing my supcrvisor/managcr what is on my mind. 
53. My supervisor/manager treats emplo)'ees with respect. 

I 54. I share common values with my coworkers. 
55. I am able to explain SSA's mission. 
56. r feel that my da}'~to~day work is important to SSA's mission. 

I 57. I understand how the work ofmy wlir relarcs to the work ofother 
units we work "1th. 

58. r know what i~ expected of me at work. 

I 59. At work, I get to do what I do best every day. 
60. I am proud of the contribution my work unit is making. 
61. My contribution [Q my work unie is recognized. 
62. My coworkers arc committed [Q doing quality work. 

I 63. We celebrate individual ;md team achievements. 
64. I feel that my supervisor supports me in getting the job done. 
65. In my workplace, conflicts are resolved in positive ways. 

I 66. My immediate coworkers treat difficultassignment~ as slx-ciai d14illenges 
;md oppomrnicies, not as problems (i.e., tilt')' have a "em do" :lttirude). 

67. I feci optimistic about the future of SSA. 

I 
DemographicsID. 

A Strongly 
gree Agree 

The current 
situation 
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I 
Please take a few minutes to complete the demographic information below. Please read the footnotes 
first to ensure you select the correct answer. Fill in the ovals using blue or hlack ink only. 

1. Which SSA component do you work in? (select only one) 

I 0 OC 0 ODCO' o OCO' 0 ODCDISP' 

0 OHA' o ODCHR 0 ODcr 0 OIG

I 
0 ODCS 0 ODCCOMM 0 OGC 0 OACT 

I o ODCFAM 0 ODCLCA 

I s CIO 
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Employees I Mid Management I Senior Staff 
Wher~_rl!.ey..{tgree~ .WJ~qtjs 

I 	 2 J ~leans 4 5 

4. Providing accurate information about SSA 

programs. 


5. 	 Clarifying misconceptions about SSA alllong 
customers, friends, family, neighbors and 
coworkers. 

7. 	Staying informed about political and public 
relations issues facing SSA (such as solvency). 

9. Being informed about Agency performance. 

10. 	Understanding how SSA spends its 
administrative budget. 

14. 	To attempt to complete service at the point 
of first contact, when appropriate. 

34. The appraisal system support. clear and 
challenging performance standards. 

47. I know my coworkers (more than just 
knowing what jobs they do). 

48. I have a best friend al work. 

56. 	My day to day work is important to 
.SSA' s mls..ij;lon. 

St Agree + Agree: 0 Employees [] Mid Mgmt 0 Senior Staff 
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Employees / Mid Management / Senior Staff 
Where Thev Agree: What Is Important

i 2 3 	 5MeansStatements 

4. Providing accurate information about SSA 

programs. 


8. 	To work in a professional and attractive 

environment. 


13. To be given opportunities to regularly update 
skills and knowledge. 

18. 	For employees' opinions to count. 

21. 	To share work responsibilities fairly. 

23. 	 For managers and employees to have 
positive & mutually helpful relationships. 

29. 	Training being delivered in a timely and effective 
manner. 

30. Employees are given an opportunity to learn 
about other SSA jobs and components. 

35. 	Rewarding individuals for good work. 

41. To remember that courtesy lind compassion 
meall everything. 

43. To respect st"hility and emhrace change. keeping 
what works !lnd changing what could work better. 

[--------- - - ------------------

St Agree + Agree: 0 Employees [] Mid Mgmt 0 Senior Staff [ 
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SOCIAL SECURITY ADMINISTRATION 

I OFFICE OF WORKFORCE ANALYSIS 

I ORGANIZATIONAL CULTURE 

I BENCHMARKING QUESTIONNAIRE 

I BACKGROUND INFORMATION 

Your Name ____________Title,__________

I 
Company/Agency____________________ 

I Telephone#__________Fax#___________ 

I E-Mail Address ________Web Page address _______ 

I Size of your organization (i.e., number of employees)________ 

Total number offacilities Are your facilities nationwide. ____

I 
Worldwide Other 7 

I 
I 

Please answer the following questions about your efforts to measure the culture of your 
organization. We will ensure confidentiality of all responses. Please contact Jaime 
Fisher via telephone (41 0-965~8135) or e-mail (Jaime Fisher@ssa.gov) with questions or 
comments about this survey.

I 
ORGANIZATIONAL CUL TURE INFORMATION 

I 
I 

I. Why did you decide to assess your organization's culture (i.e., the 
imp"tus)7 

2. When did you conduct the baseline assessment (i.e., the date)7 

I 

I 

I 


mailto:Fisher@ssa.gov


I 

I 


16.00 you engage in strategic planning activities? Yes_No_ 

I 17.00 you (or have you) assess(ed) employee satisfaction? Yes No If 
yes, how and how often? 

I 18.0n a scale of I to 5, please rate to what extent you think each of the 
following are characteristic ofyour organization: 

I 
I 

I=15 not at all characteristic of my organization 
5=Highly characteristic ofmy organization 

• a diverse workforce 
I 1 2 3 4 5 Oon'tknow 

I 
 • collaborative labor/management relationships 

1 2 3 4 5 	 Oon'tknow 

I • effective internal communications 
I 2 3 4 50on'tknow 

I • 	 high personal accountability 
I 2 3 4 5 Don't know

I 
I 

• employee involvement 
I 2 3 4 5 Don't know 

• high degree of employee satisfaction 
I I 2 3 4 50on'tknow 

I 	 • customer orientation 
1 	 2 3 4 5 Don't know 

I 	 Please provide any additional infonnation that you think might be helpful to 
the Social Security Administration as we embark on assessing and changing 

I 
 our current culture. 


I 

I 

I 	
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