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“We know something is 
wrong, but we just can’t 
put our finger on it.” 
Those were the words of the 
Chair of the Board of Directors 
of an amazing organization that 
for 60 years has provided res-
idential care to adults with in-
tellectual disabilities. The orga-
nization needed help and they 
had exhausted their own talents 
and skills. They did not know 
how to solve their dysfunction 
that almost cost them their 
state license. Nothing they tried 
worked. They couldn’t figure out 
what to do next. 
Their situation was dire, and 
they needed expert help. Hiring 
a consulting firm was a painful 
financial undertaking as their fi-

nances were suffering along with 
everything else. TurningWest 
understood their financial dis-

tress and empathized with both 
their desperation and their frus-
tration that over their underper-
formance. This organization’s 
situation was not new to us.
They became convinced that 
they could not afford not to en-
gage TurningWest. Through our 
organizational audit process, we 
uncovered the hidden cultural 
obstacles that had been masked 
by the CEO. We also enumerat-
ed dozens of other, unconscious 
but significant, issues that were 
never addressed over its 55 year 
history.
The organization had experi-
enced many necessary transfor-
mations over its history however, 
its culture had remained stuck 
in the past. This sent the mes-
sage throughout the organiza-
tion as well as the community it 
serves, “we love our resident 
so therefore, we are good 
enough.” This allowed staff to 
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go unaddressed. As long as they 
believed that they loved more than 
any other residential care organi-
zation, they subconsciously justi-
fied their poor performance.
Even the threat of state regulato-
ry sanctions that threatened the 
very life of the organization was 
not enough to effect change at the 
level of organizational culture. 
Significant change was needed at 
the deepest level of sociological 
culture. Not a new leader. Not a 
new strategic plan. No more band-
aids. They needed a major culture 
shift. . .  but how? 
The leadership undertook Turn-
ingWest’s process of Discerning 
Basic Assumptions and dis-
covered their unconscious beliefs, 
perceptions, thoughts, and feelings 
revealing that their ultimate source 
of values and actions were not 
aligning with the love and care they 
were telling themselves they felt for 
their Intellectual and Developmen-
tally Delayed (I/DD) clients. 

Once TurningWest helped uncov-
ered their implicit basic assump-
tions that formed their organiza-
tion, the next phase was to realign 
the organization’s foundational 
culture to the desired cultural ex-
pression. The goal here was to 
affect a renewed healthy human 

work system. TurningWest came 
alongside the organization and 
provided them with tools to realign 
the organization back into health. 
The organization made dramat-
ic progress. The Residential Care 
unit was restructured, new lead-
ership was hired, a new system for 
the training of management was 
administered, norms and values 
were established, new language in-
troduced, and accountability was 
reinforced. 

Through partnering with Turnin-
gWest, the leadership came to un-
derstand that shaping culture 
is paramount to the work of 
leaders. Such molding and an-
choring of a new culture was es-
sential to the organization’s hu-
man work system in order to be 
productive and growing. Although 
this was a difficult challenge for 
them to achieve, with the culture 
realignment expertise of Turnin-
gWest this organization was able 
to not only survive their crisis but 
is now thriving. Going forward, 
TurningWest encouraged them to 
continue to focus on leadership’s 
continual, active, intentional shap-
ing of the culture with the goal of 
producing the healthiest possible 
human work system.

turningwest.com 
info@turningwest.com 

909-610-9136


