
Developing a    
Departmental Culture 
SUMMARY
The newly formed department was created to boost the district’s college 
matriculation efforts. With twenty very passionate people hired, the department 
director dispatched his team members to service over 80 high schools across the 
city.  Shortly after the launch of the department they realized that a more formalized 
structure was needed as well as additional employees.  With the goal of the department 
being to impact all high school students in the city, the team grew quickly and worked 
tirelessly.  During this time several different work styles and methods were adopted.  
Often the work methodologies were reflective of some more vocal team members, and 
in many instances negatively impacted the work of the department.

CHALLENGES
Often trust amongst team members and newly established cultural barriers impeded 
the success of the department.  By the team growing so quickly many people created 
processes for their work on an as-needed basis. Consistent departmental guidelines were 
nonexistent which fostered teams working independently of each other, which often 
caused duplication of efforts.  The team structure also presented problems because 
team members were located in facilities across the city and rarely communicated with 
each others.

SOLUTION
Since the majority of the team was new to the department, we met with each layer of 
management to understand the goals and processes.  We also delved into discussions 
regarding many misunderstandings that caused problems within the smaller team 
settings and ultimately negatively impacted the department. Establishing trust and 
assisting in the creation of a healthier culture required that we develop multiple activities 
that focused on the needs of team members while re-enforcing the departmental goals 
and expectations in a relaxed and fun environment.  A 3-day retreat was established 
for all team members to work as one unit to get to know each other, learn about their 
work styles through the use of the Myers Briggs Type Instrument, and learn about the 
centralized processes established based on their previous input.   

RESULTS
An immediate observation was the level of respect and courtesy team members 
displayed toward each other. With the lines of communication open and common 
goals set, a cross-functional team was established to help reduce duplication.  Now 
that team members are more aware of their strengths and those of their co-workers 
more deliberate efforts are made when assigning tasks, making decisions, and/or 
establishing team member roles.  Assignment of duties to the best person has allowed 
the reporting process to be more effective and team members are are much happier 
with their positions.  

COMPANY
The third largest school district  
in the United States.

GEOGRAPHY
Local

CHALLENGES
• 400% growth of employees 

in less than 3 years

• Communication breakdowns 
between levels

• Disconnection between 
departmental goals and 
expected outcomes

SOLUTION
• Determine and address break 

points in the communication 
process

• Engage all levels of personnel 
in 1-on-1 and group dialogues

• Facilitate 3-day teaming 
sessions that focused on 
developing the culture 

RESULTS
• Collaboration between 

different teams

• Reduction in discourse 
and attrition

• Departmental outcomes 
met and often exceeded 
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