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Culture change
Turningaculturearoundis® notajour-
ney for thefaint of heart,” saysonewho’sin

theprocess, but moreand moreorganiza-
tionsareattemptingit, findingwaysto mea-
suretheir effortsandlovingtheoutcome.

Definingaculture inmeasurable ways
For years we've known that it bardy metters what
you offer to hdp people hande ther lives if the organ

izationd culture says don't use it. But what is a
culture, redly, and how does it get changed? We put
out a request this month for thase with experience in
the matter, and ended up with a dozen people who
were hgppy to share ther culture change progress.
We asked them to describe ther ided culture, and got
back some ddightful fantases (“employees will come
to work with a guring in their gep,” “gaff will dl be
entrepreneurs” “everyone will treat each other with
respect.”) But we were surprised a how many have
defined ther vison in ways that can be measured,
have actudly created step-by-sep, highly replicable,
busnesslike plans to meke change hgppen, and will
know if and when ther gods are reached.

Four values express their vision

“In 1997,” says JFK Medical Center VP Beth
Brill, “we had programs. Now we have a culture”
The trandormation was born in a Board medting,
when a trugegs cdl for a draegic people plan “redly
gave us permission,” says Brill, “to move from pro-
grams to this is who we ae” Thear plan focused on
cusomer sarvice, but defined “cusome™ to indude
not only patients but employees, physcians and
communities They chose four vaues to express ther
visgonary culture — results, respect, responsveness and
caing — and began to communicate them to daff
every way they could think of, induding printing
them on the wrappers of Vdentines Day candy and
on employees hirthday cards Employees 9gned a
pledge with a dozen reminders on it about ways to

express the four vaues in red time Now dl managers
and potentid manegers are trained in the use of flexible
work arrangements. JFK uses both carrots and gicks to
encourage managers, and employee stisfaction and
turnover are weighted heavily on their performance
evadudions, dong with paient satifaction. The result
has been a geady increase in satisfaction reported by
employees, patients and physdans a place on severd
“Best Company” ligs and nationd recognition in the
fidd for offering high qudity care while improving
financial performance.

“We won’t accept less than supportive”
“Hedth care is lae to the paty,” says Brill. That
may be, but no sector is working harder on it now.
Three of our volunteer interviewess were from hospi-
tds where culture has an immediate and powerful
impact on cusomers, Since they bregthe the same ar as
daff. For Bronson Healthcare Group in Kaamazoo,
the impetus for change was an exdting new hospitd.
“Our vigon was a heding environment o unique”
sys HR VP Susan Uldhdfer, “that it would be like
nothing anyone had ever seen, more like a hotd then a
hospitd.” They accomplished that god and fdt com-
peled to change ther culture to match. Like JK, they
focused on service, and began to “change everything.”

New gaff is now hired for sarvice and emationd
competencies as wdl as ills and licensure. “Signifi-
cat” resources, time and energy has gone into devd-
oping and traning leeders to be acknowledging and
supportive. One assgnment after each training is to
write thank-you notes to aff, and it's been contagious
employees now thank colleagues in writing for picking
up a shift or hdping out with a difficult paient. The
entire 4af is awvare of paient satifaction targets and is
rewarded when they're reached. Theré's more fun in
the culture, and more monetary rewards. Turnover is
way down, employee satisfaction up “dramaticdly,”
and surveys show employees ae now highly support-
ive of one another. “We won't accept less” says
Uldhafer. “They can't give our cusomers the best care
if they're dl tied up in finger pointing.”
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Each office has a culture of its own

KPMG LLP has been working on culture change
gnce 1999, says Babara Wankoff. The chdlenge is
unique eech of the firm's 94 U.S. offices has a culture
of its own. But charman Gene O'Kdly has made
becoming an employer of choice a top priority, and that
upport, says Wankoff, “is one of the most important
things we have going for us” Ther€'s both a firm-wide
draegy and locd efforts 33 locd action coundils have
been cregied, and in every office ether the council or
managing partner looks a ther own issues, develops
their own initigtives and their own metrics. But the
mandete is dear, gods are turned in to headquarters
and progress is managed with monthly nationd phone
cdls Locd leadership will be hdd accountable for
insuring that everyone takes the persond time they
have coming, and (dill in the planning dage) for an
increese in the use of flex options “We esimate it will
be three to five years before we see a mgor impact,”
says Wankoff, “but we're definitdy making progress”

Moving from programs to center stage
Two of our interviewees were academic inditutions,
where, like hedth care, work-life interes ssems to
have surged in the past two years. At the Universty of
Texas Health Sciences Center at Houston, a massve
reorganizetion “gave us a chance to move work-life
from programs to center dage” says Sam Heder, and a
vay supportive COO gave the culture change effort a
jump dart. Thar focus has been on leadership develop-
ment; 800 adminidrators have been trained in how to
hende change “Mog came kicking and sreaming,” say's
Hester, “but 88% rated the training good or excdlent,
and it's made a big difference, hdping them be more
flexible, empathetic, open, communicative. Whether or
not you grow here is now tied to how wel you treat
employess” Climate surveys messure progress twice
yearly. “Out of unfortunate Stuations” says Heder,

“good things can happen.”

The Universty of lowa recently moved work-life
into organizationd effectiveness and is doing a superb
job of evduding results “Everything we do,” says OE
director Laura Read, “has its own built-in evaduative
component — everything we implement has a measure,
even flexible work arangements, with a link back to
its impact on our misson. Did your patidpation in this
program result in your feding more committed? Did it
leave you feding that this is a workplace of choice?
Each st of quedions differs depending on the initia
tive” Reed's daf dands ready to hdp managers with
work redesign efforts, flexibility or conflict resolution,

and the number of consult requests have soared snce
the focus on culture change. To combat resgtance they
make sure everyone's needs are conddered before
implementing a program, and showcase internd best
practices “l can't sy we darted out with a lot of
support,” says Reed. “But our drde of influence hes
gown ove the years Were here to day.”

Explaining the link to loyalty, one by one

Seven years ago BlueCross BlueShield of Massa-
chusetts was losng members and sruggling finan-
adly. “We had a dloed kind of orgenization,” says
Teresa Ireton, “with everyone off doing their own
thing.” The company trandformed itsdf with a “huge’
commitment to putting customers fird; 18 months later,
surveys showed they had reached world dass sarvice
levels. Lag year a new HR chid, a firm bdiever in the
profit chain modd (saisfied employees = satidfied cus
tomers = profit = growth) cdled for a people draiegy
and “we oent the better pat of 2003 devdoping it says
Ireton. They ended up with five “buckds’ — vaues auiture
and community, work-life balance, communication and
engagemeant, totd rewards and tdent/performance man
agemet — and began a campaign to meet face-to-face
with everyone, from board members on down. “Dis
covery center” daions were st up and “tour guides’
heped assodates move from table to table while HR
daff did short presentations about the importance of
eech factor in ataning employee loydty. “We got
fabulous feedback,” says Ireton. “People began to
engage around vaues and the culture began to
change” How are they to one another now? “Like a
and| family,” she says “People are ready to hdp each
other. This is the sum of dl culture change”

“You know what morale is? It’s you”

“If employees are redly dressed,” says Motorola’s
Nancy Lexth, “it doesn't matter what you change” She
leeds her company’s wdlness efart, and is working hard
on teaching reslience, helping employees minmize
dressors 0 they can gat thar power badk. “When some-
one comes to me and says morde is bad, | want to say
to them, “You know what morde is? It's you. If you're
jugt reporting what's bad, you're not making a differ-
ence’” And, says Bronson's Ulshdfer, “you have to be
willing to say ‘do we have the right people in the right
places? If nat, you have to be ready to hdp them find
opportunities elsewhere. They're not bad people, just
nat a fit with culture change Every time we hit a
target,” dhe adds, “we rase the bar, and employees
cach the soirit. They want to work for a winner.”

—Susan Seitel




