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ow a 
C Iture a dOpe ations of 

ThIS artJd as exc rpted (rom The DHS Record. It 

explainS that th organizational cultur and 

Of> ratJOnal p ocedures of DHS must chan e to 

accomplish the goals o( Families Flfst Its author. Ed 

La e. IS the assistant commiSSion ,o( Ii Id placem nt 

(or th 0 partment o( Human Semces 

" ultural change?" you ask. 
"Whatzat?" 

"W hy change it anyway?" 

"What's it have to do w ith the Families 

First program--or me. fo r that matted" 

Whoa! Slow down! Fair questions all . 

so let's take a minute to talk about a 

pretty complex concept and process 

here--the art and science of changing 

organizational culture. As we do. we'll 

see now it app lies to the Department 
of Human Services' Family Ass istance 

programs. First. I' ll ke a stab at 

defining "organizational culture"--the 
"what" we 're trying to change. The 

simplest definition I've come across is 

in the influential book Corporate Cultures 
by Terrence Deal and Allan Kennedy. 

They state that organizational culture is 

"the way we do things around here." 

A ccording to these authors. the way 
organizations do things evolves from 

the complex interplay of elements: 

• the environment 
• values or core beliefs. spoken and 

unspoken 
• role models leaders. or "heroes" : 

people at all levels wno personify 
the ideals of the organization 

• "rites and rituals." or the rou 
tines of life in the organization 

• the "cultural network." or informal 

communication lines that serve 
to pass on v lues nd beliefs. 

A strong nd positive organizat"onal 

culture is import nt to have bec use of 

its power in helping employees do a 

better job. It is a system of informal 
rules that guides behavior and fosters 
productiVity. It Iso helps people pull 

together toward common goals. 
creating a strong organizational identity. 

People feel better about themselves 

nd are more likely to work with 

gre ter energy and enthusiasm. 

That'S the "what" of organiz tional 

culture (much condensed . To under­

stand the "why change it?" we need to 

brieflycontr st these elements of 
culture as they have existed in Family 

Assistance with our understanding of 

where we're headed in the near future . 

For examp'le. how would you describe 

the DHS--Family Assistance "environ­

mentt Obviously our basic context is 
government. Th t means bure ucr cy. 

great dea'l of interdependence with 

other public nd priv te entities. and a 

certain tension between the organiza­

tional nd politic I forces th t reflect 

public sentimen Further. in Family 
Assistance we've all grown up in an 

environment largely sh ped by federal 

I ws. regulation. rules, court decisions. 

nd our own myriad policies and 

procedures designed to put all the rest 

into pranic I pplication. 

T ken together. these written rules 

define whom. how. to what extent. and 

for how long we may serve. The work 

itself has mostly been about determin­

ing eligibility quickly. fairly (or at least-
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consistently. accurately. and in great 
numbers. The environment clearly has 

influenced our actions. behaviors. and 

values--and culture--in many positive 

and not-so-positive ways. Aren 't we 

just a bit "rule-bound" dependent on 

rules and policies)? Is our decision­
making still fairly centralized and 

hierarchical? O ur managers and 

supervisors too often seen as a little 
too controlling? Have we been focused 

over the years almost entirely on 

processes how we do the work , 

rather th n on the outcomes of our 

effortS what happens to our cl ients? 

Probably so. 

O n the other hand. don 't we 

project a real "can-do" attitude? That 

no ,ch 'IIenge is too great? That we 

always deliver? Haven't we made great 

strides in involving employees in 

decision-making. making a real commit­

ment to customer service and quality 

wor ? Hasn't the JOBSWORK experi­

ence fostered new partnerships with 

the public and private sector to help 

our customers? Very much so. 

S o how is all this connected to 
Families First? Well, Families First 

embodies the changes in expectation of 

our citizens. of politicians. of employ­
ees. and of customers of the welfare 

system. Help and support will be 

provided. but in return. those being 

helped and doing the helping will be 

expected to accomplish something 

more than benefit eligibility. To be 

blunt. it's all about people getting jobs 

rather than depending on long-term 

public assistance. In order to success­

fully meet the expectation that our 

new role will be to help people join the 

work force and get off of welfare, we 

are convinced we need to move as 

rapidly as possible to change our 

organizational culture. 

B ecause DHS's culture is a complex 
system, forged over time but continu­

ally evolving, changing it w ill require 

time, concentrated effort, and constant 

attention from all employees. Our 
work on this in connection with 

welfare reform began as we imple­

mented the JOBSWORK program in 

the early '90s. However, our focus 

crystallized at the beginning of this 
administration when Governor Don 

Sundquist articulated key goals--with 

welfare reform at the top of the list. 

T he Department of Human Services 

employees recently were asked to 

review and comment on the new 

Mission-Vision-Values statement. As a 

result, we think this really is a forward­

looking document. describing our 

purpose and culture for the not-so­
distant future . With this "formal " 

framework in place, we moved on to 

designing a process for carrying the 

change out. For assistance we turned 

to longtime partner UT SWORPS (UT 

Social Work Office of Research and 
Public Service and relatively new 

partner. MAXIMUS corporation. 

MAXIMUS has worked extensively with 

government agencies at all levels on 

systems. management. and operational 
projects. They have also provided 

"privatized" JOBS and Child Support 

services. With a decided customer­

service orientation. The product of this 

partnership was a comprehensive 
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