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ORGANIZATIONAL CULTURE PROJECT
EXECUTIVE SUMMARY
May 2000
SACEGQOQNQ

The Organizational Culture Project originated with the Agency Strategic Plan which
includes the objective to promote an Agency culture that successfilly incorporates owr
wifves. Those values are in the current Agency Strategic Plan. A good definition of
arganizational culture is: *The shared practices and values of the group” or, more simply
put, "it’s the woy we do things around here.” Shortly after publication of the Agency
Strategic Plan, the Office of Weorkforce Analysis (OWA) in the Office of Humon
Resources (OHR) was assigned the lead for developing o plan te achieve the culture
objective, to include basefining the current culture ond conducting a gap analysis between
the current and the desired culture, There are a number of reasons why it is important to
know the culture: for example, ignoring the culture can derail new ideas since new ideas
may require ways of working or behaving thot are not like “the way we do things oround
here.” '

The attached report documents fully the findings from all stages of the project,
including results from secondary research, emplovee interviews, benchmarking, and o

survey. This summary highlights the most significant findings from the survey.

METHODOLOGY

To find out what values and workplace issues ore importent, teams of S5A employees
conducted individual and group interviews with more than 1000 employees and managers.
The interviews took place in six regions and all headquarters components. We used the
informotion from these interviews to design o survey that covers topics related to
workplace practices, values and work climate, We asked employees to react to 67
statements on these survey topics in two ways—to what extent the practice now exists in
their workplace and how importont the practice is Yo them. The difference between the
two answers will help identify how much of a gop there is between what the culture is and
what employees would like it to be. The survey also included questions on demogrophics,
such as the respondent’s component, age, gender, grade level, bargaining unit membership,
and so on. A copy of the survey is ottached ot tab T of the full report,

We sent the survey to 13,600 55A employees during the Summer of 1999; altegether, we
received 6,605 completed surveys. We also received written comments from 574
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3. Largest/smallest gaps: The appraisal system resulted in the largest qop (1.72)
between the averane onswers to the current situation and importance. Fifty percent think
the system is inadequate now, but 85% think it is important to have a good appraisal
system.

The smallest gap {O.21) anpeared in "I am gble to explain S3SA's mission.”
Seventy-three percent are-able 1o explain the mission sow and 81% think this is inportant,

4, Values: The values rated highest in the workploce current/vare “to discharge
faithfully sur role as gquardians of the public trust ” “to act with integrity " and “to act
with thig thought in mind: to millions of people we ARE the government.” Sixty-three
percent of employees agreed or strongly agreed with the first statement in the curvrent
situation column; 62% believe we act with integrity in the workplace now, and, 58% ogreed
we are currently the government to millions. The average answers for these three values
were 3.7, 3.5, end 3.6, respectively.

The volues rated lowest in inporfonce are “to volue diversity” and “to act with this thought
in mind: Yo millions of people we ARE the government.” Seventy-gzight percent agreed
valuing diversity is important while 51% soid we value diversity sow. Seventy-nine percent
think being the government to millions is impertant, This wos the second lowest rated
value in importance {4.2). Since it was rated 3.6 in the workplace currently, there is not a
large gop (0.6) between where we are and where employees would like to be.

8. Senior Staff survey results: There are some notoble differences in the results of
the Senior Stoff survey as compored to emplovees, For exomple, Senior Stoff
responses were more positive than the rest of 554 on almost every item on the survey,
both for the current situation and the importonce . The biggest difference for the
current situation was in *For employee opinions to count.” Eighty-seven percent of the
Senior Staff agree or strongly agree that employee opinions now count: only 37% of
employees would agree. The biggest difference in importance was in I share common
values with my coworkers—ninety-one percent of the Senior Stoff think it is impartant to
share comman values with coworkers; 72% of employees agree.

There were oreas of agreement between emplovees ond the Senior Staff. One of these is
that we provide accurate information obout SSA programs. Arcther is the inadequacy of
the current appraisal system. See tab E of the report for this and other oreas of
agreement between employees and the Senior Staff.

! In some coses. ranking of overuge onswers and percentoges de not motch because of weighting.
il



Some may dismiss written comments because they assume only the most disgruntied
einployees take the time to write. However, we could not find ony research to support this
assumption. In fact, the issues identified in the survey comments are neorly identical to
those we heard during our 1998 interviews and previous OWA studies. They are also
borne out by the survey results.

CONCLUSION

A review of interview remarks, employee comments, and survey results shows some very
healthy beliefs, behaviors, practices, values, and ottitudes on the part of SSA employees.
These areas need continued support and encouragement.

On the other hand, many problems have emerged as well. We believe we should focus on
those issues that we can do something obout quickly ond that will have the most payoff for
employees ond the Agency. For exomple, it may be o higher priority to focus on the 58%
who think we could work more efficiently and productively and the 41% who feel that work
responsibilities could be shared mare fairly than the 23% who do not think the werk
environment is attractive or professional enough, Several of the differences between
Senior Staff results and the rest of S5A need similar review, as well.

RECOMMENDED NEXT STEPS

As stoted in the current plan for achieving the culture objective, the next step is for the
Agency to define its vision of the desired culture. We suggest addressing the questions
raised in this report by referring them to the group of Executives already assigned to
issues reloted to goal four {To be an employer that values and invests in eoch employee).

Once this group considers the issues, we recommend convening an Agency-level
intercomponent workgroup, with Union and Management Association membership. Bosed on
the direction provided by this group, the Workgroup would further address issues
identified during the vorious stages of this project. The most important workgroup
deliverable would be o change strotegy that will help S8A employees and managers
achieve the culture they wont.

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:
varying lengths of service, and 50 on). We also plan to share individual component’s results
with them to show them how they compare to the rest of SSA,



ORGANLIZATIONAL CULTURE PROJECT

FINAL REPORT

May 2000

BACKGROUND

A.  How did the Organizational Culture Project begin?

In September 1997, the Commissioner published the Agency Strategic Plan for
1997-2002. The Agency Strategic Plon included five gocls—each with a number of
associated objectives. Goul 4 of the Plan, often referred 1o as the "employee
goal,” is: T be an employer that values and invests in esch employee. The
Organizational Culture Project stems from the objective under goal 4 that reads
“to promote an agency cuiture that successfully incorporates our volues.”

Shortly after publication of the Agency Strategic Plan, the Office of Workfarce
Analysis (OWA} in the Office of Human Resources (OHR) was assigned the lead
for developing a plan to achieve the culture objective. Once developed, the plan
included the following initiatives:

1. Perform o boseline study of the current culture {what it is now),;

2. Conduct o gap anolysis between the current culture and the desired
culture (what we want it be);

3.  Conduct a benchmarking study to see how the best organizations
measure their success in this area; and,

4. Design and implement a change strategy to get from where we are now
1o the desired agency culture.



C. Why was the culture objective ariginally included in the Agency Strateqic ‘
Plan? "

During the development of the Agency Strategic Plan, @ number of Senior Staff
invelved in the planning process understood the importance of organizational
culture and the influence it has on behavior in the workplace. They also believed
that @ more complete understanding of the current culture would assist in
implementing change in a more successful and efficient manner.

BASELINING: SECONDARY RESEARCH

A, Methodoleay

In their text, Corporate Cultures’, Deal and Kennedy recommend starting a culture
analysis by reading what an organization says about its culture. Thus, we started
the baselining effort by conducting secondary research info written material
already available to us—including former study reports, focus group reports, GAD
study reports, results of various employee surveys, process review documentation,
and previsus Business and Strategic Plans, We alse visited 554’s Internet site.
These dozuments (and the Web site) gave us a picture of SSA’s public “personag” as
well as insight into what employees think and say about it,

In reviewing these documents, we attempted to answer six questions:
1 What are our strengths?
2. What opportunities for improvement are identified?
3. What themes, if any, are evident?
4. What behavior would meke a diffamnce to the dasirgﬂ outcomes?

5, What financial {bottom line) implications are linked to behavioral
outcomes?

"Terrenze £, Daal and Allan A, Kennedy, Corporate Cultures {Resding, Maszachusetts: Addison-
Wesley Publishing Company, Inc,, 1982}, 115,



BASELINING: EMPLOYEE INTERVIEWS

A, Methedology

To further educate ourselves, we hired Dr. Judd Allen from the Human Resources
Institute to conduct a ane-day seminar on arganizational culture theory? During
the course of the seminar we reviewed the Janguage in the Agency Stretegic Plan
on the culture objective and took stock of where we were. The nine values olready
in the Plan were developed without employee input; thus, one important piece of
information that we did not have was what employees would think about them, We
also decided 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
almost every major 554 component’, The teams traveled fo six regions® and of|
HQ components during the summer of 1998 and interviewed close to 1000
managers and employees in 200 individual and group interviews. We discussed o
variety of topics with the participants, including what they thought about the
three themes that emerged from our decument search and what issues are
important to them, We also observed the physical space, the atmosphere of the
workplace, and even how employees reacted to the interview teams.?

? Dr. Allen later conducted three additional seminars designed 1o assist the intercomponent team
with other phases of the project {such os the design of inferview guides and identification of
survey topics).

Y OSM, OGC, CCOMM, OP, Operations, ODISP, Systems, CSI and Office of Personnel (OHR),
*NY, PH, ATL, CHI, SEA, and SF.

5 Summaries of all 200 interviews are available from OWA, identifying information has been
removed, -
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Employees supported the three themes, but were skepticaol
about the Agency's commitment to them, especially world-class
service and supportive work environment,

Given urgent and legitimate circumstances (such as
implementing legislation or court orders, or responding to
natural disasters), S5A employees will mobilize and deliver o
meet the need.

Many employees long for the “good oid days” when they thought
SSA was o good place Yo work.

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

Sidebar: During the last 10 years, OWA study teams have visited many field
components—FQs most often. In comparing the culture interview findings to
results from three previous FO studies, we found that the basic tenets of 5SAs
culture (as described above) have not changed much over the years. And, although
the purpose of the interviews for this project was different from the purpose of
earlier studies, FO employees cited many of the same 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 perspective, not a lot has
changed for the better,
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Senior Staff Survey—We also sent the survey to all 128 members of the Senior
Staff to see how their vision and opinions compared 1o the rest of SSA. Are there
serious disconnects and are there areas of agreement?

o 65 members of the Senior Staff responded (about 51%).
o None of them submitted comments relative to S5A's culture,
In addition, we identified mid-leve/ managers from the survey demographics and

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



e 83% agreed or strongly agreed that they know what is
expected of them at work— (5-58).

o 81% of the respondents believe we currently provide accurate
information about the programs (5-4};

0 82% said they understand how their work relates to the work
of other units (5-57) and,

0 81% believe their work is impartant to SS5A's mission {5-56).

The two Jowest rated current practices were the appraisal system {5-
341 and understanding the administrative budaget {5-10},

Chart 2: What Is.... 10 Lowest Rated

Mewns
Statements LB L% LAn L& M A3 Je0 480 Ao
M., The wppralod system supporis tlear ynd A T
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1. Eioedersianting how 5SA spends its udministrative LT R e L a gl |
Baudgei,

M. Effectivel) receniling und selecting new employees  PIriyioone ES T
whin wre maitvatert and wetl-mutched ta their jobs,

65, ConBlets vre vesvlved in pusitive ways ls my
workpluce,

w1y BT T T R A

A% Job advencetent opportunities are avaidshls, e e
th. Employess” apliniens count T AR g Ayl
. Ewiplovees nre given on opporiuniy e lepm, Tog e b e 18]

ahaet sther 582 jobs and camponents

3, Rewsrding prag lenmwark, kA L s T

35, Bowneding fadividuals for pood wark, S e EL I
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24, Swaring wark responsibilities Talely.

! &0 xzmafiy A_gme? -z\: Agrre, x xgjzm ég‘mff ;mﬁmgm g T ﬁinmg!y 1.“_’:"” t i
The appraisal system was the Jowes? roted with an average answer of
2.56. Fifty percent of our respondents think we do not now have an
appraisal system that supports clear and challenging performance

standards,

7 In some cages, ranking of overage answers and percentages do not match because of weighting,
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3. Providing accurate information about the programs (5-4) end having
zero tolerance for program fraud and abuse ($-3) were the twe
practices that were most important to employees--with average
answers of 4.68 and 4.66 respectively®

hart 3: What Is Important .... 18 Hizhest Rated

Hennk
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respreet.
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ok,
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3. ‘Fesivinvg bring dulivered in 2 tniely and effeetive
ainer,

46, hehuing yemlity in olf we du and help others do the T Rgs Sy S S T e oy 3 ¥3 Y
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1
SHA Meiny Acioss Cunigonent Offices: .
o 5o Rerangly Aptee, dw Agree, Yo Meltber Ageee Mo Dlsaygres, Do Degres. Ta hivengly Disagres |

1

In both cases, about ninety-six percent of our respondents agreed or
strongly agreed that these two practices are /mportant to them. As
noted in the first finding above, the majority thinks we are doing a
good job in these areas now.’

Other practices employees see as important Yo them follow:

0 98% say it is important to work in the most efficient and
productive way possible {5-1} while B8% say we are now,

% Note that we hove highlighted the Agency Strategic Plan velues in gold whenever they appear on
any af the charts,

? In some cases, ranking of average answers and percentages do not match because of weighting.
13



“ ‘ ” B

Other practices employees rated low in importance'® include
understanding the administrative budget process, discussed above,
and the following:

o 59% think it is important to share $SA's strengths and success
stories with customers, friends, family, neighbors, and
coworkers {5-6);

o 73% said it is important to feel comfortable telling coworkers
what is on their minds (5-B1); and,

o 72% said it is important to share common values with coworkers
(5-54)."

" As expected, respondents frequently selected “ogree” or “strongly agree” for the impertance of a
workplace practice: thus, the items of least importance still had relatively high percentages of
gmployees rating them as impartont,

" In some cases, conking of average answers and percentages do not mateh because of weighting.
15



There are g number of areas of ogreement on the survey where the

gaps between the averaqe answers 1o the current sifuationand the

impertance of @ behavior or practice are very small,

Chart 6: 10 SMALLEST CAPS
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55, tatn wbie to explule 554" mission,

&% 1 Bave 3 dest friend at work,

1. § bove gotien fuknow my conorkers,

§1, 1 andersisnd how the work of my anil relakes
so thee wark of asher unis we work with,

56, § Fred thas may day-to-doy work & iluportant fe
Y847y mmbaion,
4, | share comman values will sy coworkers,

% Fo be informed shaut Apeacy perfurmunce.
34 1 knwew what 5 expected of me st wark,

F8, Unwarkers care abant oy 8% o petuen,

46, 1w peoad of the soaiributioe ey wark vall &
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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 of These items were in the work climate section of the survey:

$.47, 5-55 5$-56_5-57, 5-58. and 5-60.

Survey questions 47 through 67 asked employees to assess SSA's
overall work climate, We included this section becouse our research

into organizational culture indicates that an employee’s “work climate”

is important to creating a positive workplace. Employees {and
employers) gain a number of benefits from a positive workplace. For

exarmple:

1. . Asense of community. Employees get to know each other, feel

like they "belong,” and help one ancther in times of need:

17



7.  None of the nine values in the Agency Strategic Plan appeared on the

list of hichest rated current practices {Chart 1 page 10} and only

three (statements 38 39 and 40) made the ton fen highest rated in

impertance ist (Chart 3 page 13

38

28

&5,

42,

43,

44,
5.

Chart 7: Values
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The two values rated highest in the workplace currently are "to

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

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.

o

4]

63% of employees agreed or strongly agreed with 5-45 in the

current situation column: and,

58% agreed we are currently the government to millions

2 In some cases, ranking of average answers and percentages do net match because of weighting.
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the organizational culture experts who say, "When people in an
orgonization disogree about the cufture they actually have, it often is
because the culture looks and feels different from the perspective of
different parts of the organization.. people aft the tfop of the
organization foften] misread the thoughts and feelings of those lower
in the hierarchy and..belfeve that people are happier about the state
of affairs than is really the case

The current situation.
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o 87% of the Senior Staff agree or strongly agree that employee

opiniens zaow count {5-18); only 37% of employees would agree;
mid-level managers came in ot 58%.

¥ Roger Harrison and Herb Stokes, Diagnesing Organizational Culture {San Francisca:
Piziffer/Jossey-Bass Inc,, 1992), 15,
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What is impertant:
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Chart 9: Employvees / Mid Management / Senior Staff
Bipgest Differences; What Is Important
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91% of the Sentor Staff think it is important to share common
values with coworkers ($-54); 72% of employees agree followed
closely by 74% of mid-level managers.

96% of the Senior Staff agree it is important to be able to
explain SSA's mission {S-85), 80% of employees and 85% of
mid-level managers agree.

100% 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)
90% of employees and 94% of mid-level managers say this is
important.

In discussing the results of the Senior Staff Survey, guestions have been
raised about the perspective of the Senior Staff—that is, were they
thinking of their immediate office or $5A as a whole when responding?

23



7. Werk environment —comments focused on things like poor air quality,
unstable temperatures, lack of free parking, and insufficient or run-
down space.

6.  The awards program—many of those who commented voted to give
decisionmaking on awards back to management. Some feel the process
is now a popularity contest,

5. Staffing—everyone needs more, One manager commented that she
had not hired a new employee in her office since 1991,

4. Quality and Service tied for #4—nearly all employees who commented
felt there is far more emphasis on doing the work quickly than on
doing the work right. Many commented that the loser here is the
public.

3.  Career/promotion opportunities—most comments centered around the
real lack 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,

L And the number one most frequently cited problem by those who
commented was Management—far and away managers got the most
criticism. The comments described managers whe verbally abuse
employees, managers who display blatant favoritism, manegers who are
*goldbricks,” and managers who refuse to address poor performers.

Employees’ responses on the survey may shed some light on this last finding. For
example:

o As already noted, only 377% of respondents think it is normal
practice in their office currently for employee opinions to count
{5~18},

0 Only 51% of our employees are comfortable now telling their
supervisor/manager what's on their minds {$-52);
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B,

Findings

L.

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, fown-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
supperted the culture change efforts in their organization.

Seven of 11 benchmarking partners haod 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 a target culture identified as
their goal, These included: ochieving the Baldrige model; becoming “a
compelling place to work, shop and invest™ creating a high
performance culture: and, cultivating a culture that values trust and
apenness.

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 of f
non-core businesses; reducing pelicy and procedures; changing
management practices; delegating authority to the lowest possible
levels; and, adding more family friendly programs. -
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Gallup, when you measure the strength of the workplace around these
themes, you should not rest until employees select *5” {strongly agree)
on all items on your survey,

0 Further, Gallup places responsibility for getting that "5 on
management and inmediare management, at that—meaning the person
who defines and pervades your work environment,

o Gallup also says that employees do not leave companies, they leave
managers. SSA employees’ comments about management and the
dif ferences between the Senior Staff's and emplovees’ perspectives
make this o point worth considering. This is especially important in
light of cur need to hire and retain qualified people in response to the
growing retirement wave,
We believe we should focus on those issues that we can do something about quickly
and that will have the most payof¥ for employees and the Agency. For example, it
may be a higher priority to focus on the 58% who think we could work more
efficiently and productively and the 41% who feel that work responsibilities could
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
Staff results and the rest of SSA need similor review, as well,

On the other hand, a review of interview remarks, employee comments, and survey
results shows some very healthy beliefs, behaviors, practices, values, and attitudes
on the part of S5A employees. These areas need continued support and
encouragement,

WHAT ARE THE RECOMMENDED NEXT STEPS?
A.  Desired Culture
As stated in the current plan for achieving the culture abjective, successful

completion of the gop aralysis relies on the Agency's defining its vision of the
desired culture. This might include consideration of the following questions:

28



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

Can we commit to using these tools?
We suqgest addressing the questions raised in this report by first referring them

to the group of executives already familiar with issues related to qgoal four {To be
an employer that values and invests in each empioyee).

B. Intercomponent Workgroup

Once this group considers the questions above, we recommend convening an
Agency-level intercomponent workgroup, with Union and Management Association
membership. Based on 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 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 of
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
we are, what do we like about being this way, and what would we like to change? As
long as we: can agree 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 agreement
about the desired ends, it often is possible to resolve differences about the

means.*2!

C. Analysis and Review

OWA will continue to analyze the survey results to make pertinent demographic
comparisons (e.g., men and women: bargaining and non-bargaining; different age
groups; varying lengths of service, and so on).

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

2! Harrison, Diagnosing Organizational Culture, 24.
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AFTERWORD: IS ITPOSSIBLE TO CATEGORIZE SSA'S CURRENT CULTURE?

A review of the highest rated practices (Chart I pace 10) in our workplace now
shows that SSA emplovees ¢learly support two of the three themes discussed
earlier—twilding public confidence in Social Security and providing world-class -
service, For example: we have zero tolerance for program fraud and abuse; we
know what is expected of us at work: we provide accurate information about SSA
programs; we know S5A's mission and can explain it; and, we treat customer
satisfoction as a top priority. '

Support for these themes carries through to what emplovees think is important os
well. Providing accurate information about our programs, zero Yolerance, and
working in the most efficient and productive way possible are the top three on the
importance list {Chart 3, page 13).

Most emplovees’ concerns, however, centered around providing a supportive work
environment. Virtually all of the proctices 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 gups list (Chart B, page 15). Yet most employees
we interviewed commented that it is the most importfant of the three themes since
it underpins all we do,

On the other hand, while we could ergue that much of what is on the highest
importance list would enhance the work environment, only one item stands out as
particularly employee-centered and that is rewarding individuals for good work. It
appears, then, that emplovees gay g supportive work environment is impartant, but
in reality rate other practices higher, Note that survey respondents who said they
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
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 that
organizations have some combination of cultures, with one being predominant.
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they believe we provide accurate information abou? the programs and have zere
tolerance for program fraud and abuse—these were rated as the tfop twe in
importance as well

From survey comments-—many employees objected to what they perceived as
foo much emphasis on quantity as apposed to quality—at customer expense.

On the other hand, “the weckness of Role-oriented organizations is in the very
impersonality That is their strength, They operate on the assumption that people
are not to be trusted, so they do not give individual autonomy or discretion to
members at lower leveis. Employees often get iitt/e or no feedback. The system is
designed to control people and to prevent them from committing selfish or stupid
acts, It also keeps people from being innovative and from deing the right thing
when the right thing is outside the rules."?®

From the interviews—"to get ahead, you have to keep your mouth shut”;
communication is poor in many of fices; some would advise new employees not to try

anything innovative. quantity is mere importent than guelity.

From the surveys—employees say their opinions don't count; half of our

_employees den't care about having a best friend af work: more than one-third of

the respendents befieve their monagers do not treat employees with respect.

From survey comments—management from fop fe bottom freats us fike
children”, "..employees are not made to feel that they are trusted and valued:”

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

From the interviews—"morole is lower than it's ever been’. many employees said
they con't wait fo “get out” (retire) the work environment in a number of offices
was characterized as hostile and untrusting—"pure poison” said an inferviewer
about one of fice. interviewers tolked to a number of distraught employees who
cried during the interviews,

* Thid,
# Tuid,, 24,
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QUESTIONS AND ANSWERS ON ORGANIZATIONAL CULTURE

1. WHAT IS5 THE DEFINITION OF CRGANIZATIONAL CULTURE?

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 “..a pattern of
basic assumptions--invented, discovered, or developed by a given
group as it learns to cope with its problems of external adaptation
and internal integration--that has worked well enough to be
considered valid and, therefore, to be taught to new members as the
correct way to perceive, think, and feel in relation to those
problems.”

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
do things around here!”

2. WHY IS IT IMPORTANT TO UNDERSTAND ORGANIZATIONAL CULTURE?

Schein says, “My own experience and many of the recent writings in the
field of organization theory, strategy, and organization development
all suggest that an examination of cultural issues at the
corganizational level is absolutely essential tec a basic understanding
of what goes on in organizations, heow to run them, and how to improve
them."” Private industry has learned, often the hard way, that people
make businesses work. In fact, companies have found that they can
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 CCMMON ELEMENTS THAT DEFINE ORGANIZATICONAL CULTURE?

We found a variety of answers to this question in ocur research and
concluded that the authors of the book Corporate Cultures (Deal and
Kennedy! explained it the best. They said the following elements
make up a strong culture:

o Business Envirconment--to succeed, each organization must
carry out certain kinds of activities very well, For
example, a company that depends on sales to succeed may
develop a “work hard/play hard" culture that keeps its
sales force motivated. An organization that is into
research and development may encourage and suppeort an
environment of risk-taking.

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



o) Test how the company greets strangers--what is the
reception area like? What ig the receptionist’s attitude?
Do employvees wear badges?

oY Interviev company people--ask about the history, how
success s defined, the kinds of peoples employved, what an
ayarage day L5 iike, etc.

o Chserve how people gpend their time-~comparisons betwaen
what people say and do is a good measure of cultural
cohesion. '

© Understand carxeer path progression ¢f smployees--whe getls

ahead? What dogs an employse have to do te gei promoted?

o How long de peopls sztay in dobs--particuiazrly middie-
management dobsg?

o Revisw the content of what is being discussed at mestings
and written in memos.

el Pay particular attention tco the anecdotas and storiss that
pas3 through the cultueral network.

Schein tells us that organizatvional culture can be analyszed &t three
levels: 1. vwvisikle artifacts; 7. espounsed valuss, rules, and
behavioral norms; and 3, tacit, bagic underlying asszumpfions. He goes
on to say that “...only a3 doint effcri between an insjider and an
outsidexr can decipher the sssentizl assumptions and their patterns of
interrelationships.”

5.  TO WHAT EXTENT HAVE LARGE ORGANIZATIONS DOCUMENTED THEIR
CULTURES?

The Internaticnal Benchmarking Clesringhouss {IR{} conducted &
literature searcnh for us fo detsrmine the answer to this and cther
guestions on organizational culture. IBC sent us s bindsr full of
researab-~mostly asrficies from management journals, sbstracts of
articles, and materisl gathered from searching the Internet. The
research that IBC provided was on topic and informative, but 4id not
directly answer this question. What we did learn fyom the marerial
was that many companies have and promote a particular organizational
caltvre to the extent that both ewplovees and cusiomers know what it
is.

Over and over, the literature meniioned companies with widespread
name recognitionw«-Southwest Airiines {wild and woeoly culture), i
Harliey-Davidson {relationship-based culture), Eastman Chemical Co.
{emphasizes honesty, integrity, and trust becausse "our employees
create gquality™), Home Depot {veluss employees who value customers),
McBonald's {100 percent customer gatisfaction), Mongante (team-
oriented sulture), Hewlett-Packard(the "HP Way™-a management
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THE SSA ORGANIZATIONAL CULTURE PROJECT
SOURCE DOCUMENT REVIEWS TO BASELINE SSA’s ORCGANIZATIONAL
CULTURE AND DEVELOP CORE CULTURAL THEMES

A. BACKGROUND

The process of culture analysis requires the integration of numerous data-gathering and
analytical 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 beheve it is about.
Another technique is to read what those outside of the formal organization believe the
organization is about, or what they think it should be about.

To these ends, 8SA’s Organizational Culture Project team 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
inter/intranet sites, to identify dimensions and elements of the existing culture and to
analyze the cultural themes that are expressed in those sources. A list of the sowrces is
attached. The findings from these reviews resulted in the development of three core
gultural themes that seem to embrace the numerous cultural elements and themes in the
source documents: Build Confidence in Social Security; Create a Supportive Work
Environment; and Provide World-Class Customer Service,

B. METHODOLOGY

To reduce the farge volume of material to a manageable and, from an organizational
culture perspective, meaningful set of information, the team asked a set of questiong
about each document The questions were designed 1o assist the team in Wdentifving
potential cultural themes for the agency. The guestions and some of the more typical
responses are shown in Part C, below. The team as a group eventually categorized the
numerous themes identified into the three core cultural themes listed in Part A, above.

C. QUESTIONS FOR DEVELOPING CORE THEMES

The following questions were suggested by the teamn’s facilitator, Dr. Judd Allen, of the
Human Resources Institute, Inc. Team members reviewed each document answering the
questions from the perspective of that document. Following each question, we have
listed some typical responses whether from official agency documeats, focus groups,
surveys or studies.

f. What are our strengths?



The retiree focus groups addressed feelings of loyalty betrayed, poor morale, stress,
confusion as to the agency’s purpose and direction, and awards/promotions not based
on merit.

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

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.

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

meet increasing workloads with decreasing resources.

Commissioner’s Press Releases: Strengthen the retirement system and educate
Americans about social security. :

What themes, if any, are evident?

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

Internet/Intranet: Customer focus and fraud reduction.

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

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

Internal Communications Focus Groups: Teamwork, component interactions.

What normative behavior would make a difference in the outcomes studied? .
Intranet: Information sharing and inter-and intracomponent cooperation.

Retired Employees: Reward good work; establish real teamwork; increase alternative
work schedule and family-friendly initiatives, such as work at home; ensure that new
managers from outside SSA understand the agency’s customers, work processes and
work loads.

MOEP: Listen to employees and improve cooperation between components.

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

Business Plan: General guidelines.
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IST‘?‘-P‘ june 1999
Tor SSA Employees
From: Paud I3, Basnes, Deputy Commissioner for Human Resources

You have been candomly sclected frorm a lisr of all 5SA employees to complete the enclosed survey. The
purpose of the survey is to learn employee views on the overall S3A workplace culture {our shared values,
practices, and wock climare), The survey s designed 30 thae you can rell us what you think the culture is
now and what you would like it o be,

The imperas for the organizationsl culeure project came out of the Agency Strategic Plan, released by the
Commissioner in September 1997, One of the Plan’s objecrives is "to promote an agency culture that
successfully incotporates our values.” Although the Plan includes nine values, we believed it was importang
ws get employee feedback on what S5A’s values and cnlrure oughr to be. To that end, reams made up of
emyplovees fror many SSA components conducted nearly 1008 intervicws in headquarters and the field.
"The purpase of the lnterviews was to gather qualitative data abour what emplayees think is imporeant in
their workltfe. We used the information from those interviews o develop the survey.

Plesse complete the survey as soon as you receive . o will wke you approximately 30 minutes to
complete, You will be given time 1o complete it at your workstation, Al responses will be confidential
because 3 group independent of S8A called the Internarional Benchmarking Clearinghouse is helping us
administer the survey and  compile your answers, Once the results of the survey are wabulated, we will be
able o determine the gap beoween whar the colture is and whar employees would like 1t to be, This
information will help us to develop a change strategy that, once implemented, will make SSA a better
place 10 work.

After you have completed the survey, please mail it in the envelape provided. If the envelope is missing or

damaged, mail the complered survey to:

International Benchimarking Clearinghouse
10559 Jefferson Boulevard
Culver Ciaty, CA 90232-9919

W%&W

[aul D, Basnes

PLEASE DO NOT STAPLE THE SURVEY FORMS, Thank you for your participation,



i .
" [ SSA Culture Survey ]
. "Thig survey contins 67 statements thar will help determine the carrent and desired S8A culture, In
“The current situation” colummn, fill in the oval that represents your level of agreement that the behavior
' ot practice is currentdy normal {usual, typical} in your office. In the next column, fill in the oval that
indicates your level of agreement as 1o Kz:aw important the behavior or practice is to you. Please use
l a blue or black pen to fill in the ovals,
A. Workplace Behaviors and Practices
. There are no right or wrong answers. Using the following scale, please select the answer that most
closely reflects your opinion. Please note thac chuice #3 {(Neither Agree nor Disagree) should also
l be used to indicate “not applicable” or “don’t know”.
R N S 3 I DU W
Strongl Neither Agree | Strongl
I Disag%e{' Drisagree Nor i}isagrm Agree gré%y
As | s i 2 e 2 The curcem This workplace practice
l s I see it, it is normal practice in my office... situation is important (0 me
. Towork in the most efficient and productive way possible. <o D OO G
. Z. 'To be proud of werking for SSA. 5 < S REr R R R
3. To have zero rlerance for program fraud and abuse. s G T DDO O S
4. To provide nccurate information about SSA programs. OO OO O S
! 5. "To darify misconceptions abour SSA smong custonwers, < oD OO
friends, family, neighbors and coworkers.
6. To share S8A' srengths and success stories with customers, D o OO
friends, family, neighbors and coworkess,
' 7. To stay informed abour political and public relations DD | DO o
issucs fxing SSA fsuch as solvency).
8. To work in a professional and attractive enviconment. Sy D O T O SO O &
. 4. To be infornwd about Agency performance, CH I E MO
10, To understand how 35A spends its administrative budger. I CEN T | O @S @ O
11, To weat customer satisfaction as a top priority. CI D D D | MO D
ﬂ 12, To use customer feedback o improve skills and work processes, CT3 CEY Qi Gl 3 | i O O GO G
13, To be given opportunities o regularly update skills and knowledge, <5 ¢ <D < < OO S
14, To attenmipt to complete service at the point of first contact, CTS CES IS D ) P R CH RS
' when appropriate,
15, 1o set performunce goals (both quality snd quanty} withthe OO OO O | O OO
customer in mind.
I 16, For employees v have materials and equipment that 0 D T 0 D &
sapport top job performance,
17. Fo provide for employee well-being (such as family friendly CTY €T D I MDD
l programs, wellness programs, conventent and affordable
parking, and proper grgonontics).
18, For employess’ opinions to count, 5y D Iy Ty CEY DY O D
' 18, T bave s pastnershirp between anployees, union and mamagenenr, Ry o <> > G
20. To tegularly give and get construcrive feedback on DD G DO E o
perfotomnse/ progress.
l 21, "To share wortlk respousibilicies fairly. DD D | DD DD
22, To have fun {such us sharing stories and celebrating accomplishmensl. <D ¢ & O G D
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C. Work Climate

The following statements concern the overall work climate in your office or work unit. Please assess

what the climare is now and what you would like it to be.

T S 3 S N D
eon [ Disagres| Nos Aree | pge | Syonel

The current

situation

47. | have gotten to know my coworkers (more than jusc knowing O @& D O &

what jobs chey do).
48. I have a best friend at work. P REP RE» REP RED
49. I feel as if I belong. P REPREP RO R ED
90. Coworkers care about me as a person. OO E
51. T feel comfortable telling my coworkers whatison mymind. O & & @ ©
2. Ifeel comfortable celling my supervisor/manager whatison mymind. <& @ & @ &
53. My supervisor/manager treats employees with respect. DO OD
54. 1 share common values with my coworkers. OO OOOOD
55. I am able to explain SSA’s mission. OO ®
56. [ feel chat my day-to-day work is important to SSAs mission. O @ G @ &
57. [ understand how the work of my unit relates to the work of other ODDOD

units we work with,
58. I know what is expected of me at work. OO
59. Acwork, 1 get to do what 1 do best every day. (D D b R
60. I am proud of the contribution my work unit is making. ODODDOD
61. My contribution to my work unit is recognized. OO O
62. My coworkers are committed to doing quality work. ODDDOD
63. We celebrate individual and ream achievemnents. OO
64. | feel that my supervisor supports me in getting the job done. & @ O © &
63. In my workplace, conflicts are resolved in positive ways. OO DOD
66. My immediate coworkers treat difficule assignments as special challenges (O & D @ &

and opportunitics, not as problems {i.e., they have a “can do” arrinude).
67. 1 feel optimistic abour the future of SSA. OO D

D. Demographics

This workplace practice
is important to me

O R ED RES REDRED

0
0
0
0
0

O 000000000 000000000
O 000000000 COEOOOOOO
O 000000000 COOVOOOOO
O 000000000 OOOOOOOOO
O 000000000 000000000

Please take a few minutes to complete the dcmograﬁhic information below. Please read the footnotes
first to ensure you select the correct answer. Fill in the ovals using blue or black ink only.

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

O 0OC O 0oDpCo! < oco? < OoDCDIsP?
< OHA < ODCHR < ODCP O 0IG

< 0ODCS O ODCCOMM  © OGC < OACT
< ODCFAM < ODCLCA

SCIO
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Organizational Culture Survey Results
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Organizational Culture Survey Results
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Emplovees / Mid Management / Senior Staff

Where They Agree: Whai is
1 2 3 Moans g g

4. Providing accurate information about SSA
programs.

5. Clarifying misconceptions about SSA among
customers, {riends, family, neighbors and
coworkers.

7. Staying informed about political and public
relations isspes facing S5A (such as solvency).

9. Being informed about Agency performance.

10. Understanding how SSA spends ity
administrative budget.

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

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

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

48. 1 have a best friend at work.

56. My day to day work is important to
SSA’s mission.

St Agree + Agree: [JEmployees ] Mid Mgmt 0] Senior Staff
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Emplovees / Mid Management / Senior Staff
Where They Agree.; What Is {mportant

e
th

Statements

4. Providing accurate information about SSA
programs.

8. To werk in a professional and atiractive
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 fo learn
about other 55A jobs and components.

35. Rewarding individuals for good work.

41. To remember that courtesy and compassion
mean ceverything.

43. To respect stability and embrace change, keeping
what works and changing what could work better.

St Agree + Agree: [1Employees [7] Mid Mgmt [ Senior Staff
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SOCIAL SECURITY ADMINISTRATION
OFFICE OF WORKFORCE ANALYSIS
ORGANIZATIONAL CULTURE

° BENCHMARKING QUESTIONNAIRE

BACKGROUND INFORMATION

Your Name Title
Company/Agency

Telephone# Fax#

E-Mail Address Web Page address

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

Total number of facilities Are your facilities nationwide

Worldwide QOther ?

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 (410-965-8135) or e-mail (Jaime Fisher@ssa.gov) with questions or
comments about this survey.

ORG;‘\NIZATIONAL CULTURE INFORMATION

1. Why did you decide to assess your organization’s culture (i.e., the
impetus)?

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


mailto:Fisher@ssa.gov

16.Do you engage in strategic planning activities? Yes  No_

17.Do you (or have you) assess(ed) employee satisfaction? Yes  No  If
yes, how and how often?

18.0n a scale of 1 to 5, please rate to what extent you think each of the
following are characteristic of your organization:

1=]s not at all characteristic of my organization
=Highly characteristic of my organization

s adiverse workforce
1 2 2 4 5 Don'tknow

s collaborative labor/management relationships
1 2 3 4 5 Dop’tknow

s effective internal communications
I 2 3 4 5 Don'tknow

¢ high personal accountability
1 2 3 4 5 Don’tknow

s empioyee involvement
1 2 3 4 5 Don’tknow

s high degree of employee satisfaction
1 2 3 4 5 Don’tknow

& customer orientation
1 2 34 5 Don’t know

Please provide any additional information that you think might be helpful to
the Social Security Administration as we embark on assessing and changing
our current culture.
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