U.S. Department of Justice

National Institute of Corrections

Achieving Performance Excellence (APEX)
Guidebook Series

A practical guide to organizational assessment,
performance improvement, and chan ge management

Cultu/’\a \j

Change
Management:

Using APEX }b Facnl

Organlzatlonal\Ch =

NIC

ional Institute of Correetions A




U.S. Department of Justice
National Institute of Corrections
320 First Street, NW
Washington, DC 20534

Morris L. Thigpen
Director

Thomas J. Beauclair
Deputy Director

Sherry Carroll
Project Manager

National Institute of Corrections
WWW.RICIC.goV




Achieving Performance Excellence (APEX)
Guidebook Series

A practical guide to organizational assessment,
performance improvement, and change management

Cutetjrss Ziriel
Shange

Vi Ggernnieniic
Lisilaae) AN T Faigiliizris
Sireizipib2cigleinizi) Sriziric)s

Tanya Rhone
Tom Ward

People in Charge LLC

NIC Accession No. 025300
April 2012



This manual was developed under cooperative agreement award | | ADO | GKF8 from the National Institute of Corrections,
U.S. Department of Justice. Points of view or opinions in this document are those of the authors and do not necessarily
represent the official opinion or policies of the U.S. Department of Justice.

The National Institute of Corrections reserves the right to reproduce, publish, translate, or otherwise use and to authorize
others to publish and use all or any part of the copyrighted material contained in this publication.

Suggested Citation: Cebula, Nancy, Elizabeth Craig, Christopher Innes, PhD, Theresa Lantz, Tanya Rhone, and Tom Ward. 2012. Culture
and Change Management: Using APEX To Facilitate Organizational Change. Washington, DC: U.S. Department of Justice, National
Institute of Corrections.




Preface.......cocieeeieriiressecasiecssosensaceonsssssensessossesosersassessssssaresessesssssnsonsossnsosannationes oo nenseee ettt s e cssster e erosssotetes ix
ACKNOWIEAGMENLES......cciascrerarssssssessenssssssssssssssasasassssesssssssasasassssssssssasasuansasossssssssssssasssese sttty N xi
Introduction to Achieving Performance EXcellence............ueeiiicininnnneeieccissnnnneicccssssnnneeecccsssnnneees xiii
APEX GUIdebOOk SEries OVEIVIEW ...ttt ssstssssssssssssssssssssssssssssessessssssasns xiii
APEX: Building the Model and Beginning the JOUIrNEY ..ottt sseessasesesseaeseens xiii
Culture and Change Management: Using the APEX Model To Facilitate Organizational Change.............. xiii
Understanding Corrections through the APEX LENS ......cc.oocrveurvenneinencinecnesenseseeeneeeseesseesseeseesesessenesens Xiv
Achieving Performance Excellence:The Influence of Leadership on Organizational Performance........... Xiv
Applying the APEX Tools for Organizational ASSESSMENT.........cc.wueeureureureneneererseseecesessessesessessessessesesscssessssesns Xiv

APEX Resources Directory Volumes | and 2..........ccrnenecenecenecninesiseeeseessesessesessesesessesessesessesessssencssens Xiv

HOW TO USE APEX ...ttt sttt ettt sttt st sttt et sttt sttt aes XV
Chapter 1: INtrodUCLION .....cciiiiieiiiiiiiiiinnnetieiiiiinttteiciisssstttiecsssssssseeessssssssssesscsssssssssesessssssssssssssssssssases 1
Chapter 2: Organizational Culture and Change ...........ccceeeieieieiiiiiiiiisisisisnsnsnnnssssssssssseseeeeeeeeessesssssssssens 3
ComMPEtINg VAlUES FIramMEWOIK.......ccuiieeeicieiciriteectntcis ettt st sttt st st sttt ettt 5

A Fresh Look at Correctional CUTUIES ...t ssssssessssassassssens 8
Leadership and CUlture Change.........c.cccccrercureneeenecenercrnescasisesseseessesessesessasessssesessescssesessaseassstnssssnsssesssssssassssacssscsses 10
Implementation Of CUUIrE Change..........cc sttt sttt ettt sttt aes 12
IMMUNILY €0 CRANGE ..ouerieicieeeeeicieireaeecesesseaeee et stsseseeessessaae e sessessess et as e s sttt st et sse s bbb st sseassscsssantassncs 14
SUMIMAIY ettt st sttt st st sttt st sttt sttt e s taesnsasanes 15
REFEIEINCES ...ttt sttt ettt sttt st sttt et sttt ettt aes 15
Chapter 3: Introduction to Change Management............eeiieciiiisnneeeeccisssnnneenecssssnseeesecssssssssessessses 17
Barrier Points to Change ManageMENT ........c..ccvveeurecerecunercmriremcireessesessesessasesessenessesessesessasessssencssensssesessssssssssacssscses 17
KOLLEI'S EIGIE SEEPS . ettt ettt ettt sttt st sttt et sttt ettt et aes 18
SUMIMAIY oottt ettt sttt st bbbt sttt sttt bbbt s bbbttt ee st astassaees 20
REFEIENCES.....ccoreiieieiiittt st s s bR bbb a bbb bbbttt 20
Chapter 4:APEX Change Management Model...............cccciiiiiiiiiiiiiiiiiiiiiinccnnnnnnnnnnnnnnnnieieiineecnccccscsssns 21
SLAZE |1 PIAN ANA ASSESS.....ouiiieieecicireireaectsersesee sttt tsess e e sts sttt sttt bbbttt sttt 22
INfOrMAl ASSESSIMENT......cucuiiuiriiiieiciciiieet sttt bbbttt st 22

AZENCY SEIf-ASSESSIMENT ...ttt sttt s st st ettt sttt ettt st s st ae st eas s st 22
Assessing Readingss TO Change .....c.ccecveuciierecenceneeneieineiseisesesessessessesessessessessssessessessssssssssessssssssssessesssssssassassas 23
Examining Current Policies and Operating PractiCes ........cocvveurvcureecruncneinencerencureneneenecsseessesessesesessesessecssesesees 24

Contents - iii



Reviewing Outside INfOrmation SOUICES ........cccvcvcuevcurercmrirecirieericrrecseeseneeseaesseesseseseesesesseacssensssesessasensssencssescnes 24

APEX Assessment TOOIS ProtOCOL........iciimiiciiiiieneenieiesesessssssessessssesssssesssssssessessssssssssessessssssss 24
Other QUaNtItative ASSESSIMENT SOUICES ...cuevveieveieeeeerietetereeteseesestesessestesessessssessessssessesessessosessosessesssssssesssensossass 25
Reviewing Previous Plans, Outcomes, and AUILS .........cceeeeeeecureecunencmneneeireerrecsseseseeseseasecsseessesesessescssescsseeses 25
Identifying Additional INOrMALION .......cccueiiuririeiriceecrtrce ettt sees e ese st a st s taeseaassnen 25
Determining Readiness for Change ... eecvcneneneincineinececeeeseseeesessessessesessessessesessessemsesssssssessessssessessensssess 26
Stage 2: Define the Goal and ODBJECLIVES........c.occvecurererereerecirecireeieeeeeeee et eaeeseacssesessessssessassseassssacsssacaes 28
Stage 3: Organize fOr RESUILS ...ttt ettt ettt ettt s st taeaees 29
Change LEAEN ...ttt aessesseae s essess s ettt st sestaeasns 29
CRANGE TEAM .ttt sttt st ettt ettt a s eacssaacsnes 30
SLEEIING COMIMITEEE c.ceneeiueeutrectrieereeee ettt ettt sttt st st sttt bt sttt b bbb taessbacanen 31
INEEIVENTION TEAMS......cceemeeecieireeeceseseaee et eseeessesses e st ssese st sttt s st s st e s et s s sassesstassnes 32
Engage the Change TEAM ...ttt seesseese et esessase st ess s ese et aesseacsseacsnes 32
Change EffOrt TaSKS .....cc.euecueueeeireeirecirtcirte ettt sttt ss e s sttt ettt ettt bt b et s taeanen 32
COMMUNICATIONS PlaN c....ouerieiciirieccireteeeciei ettt essesessessessese e ssessess s sseaseassssssesseassse st ssessesesssssnssnsens 32
Daling WIth MaNAZEIS......ccuiecuecreeeeeecrrecireeee ettt ssesesseesesseassseae s ssese s et e sstas e easssestasastacsseacsssssnes 33
Assessing Stakeholder EXPECAtiONS .......c.c.cccurevcureecurinceinecirecire ettt sstess ettt st aessasessssensssenss 33
Stage 4: Build the Detailed IMplementation Plan........ccencnenecneeseeenessesseessessesseeesessessessesessessesessens 34
Stage 5:Implement the Change Management Plan ... rcrnecncncnenceceeeceeeesecsseesseseseessaessesessescsseeses 36
Stage 6: SUSLAIN the CHaNGE......c ettt eas sttt sttt st sttt s et st eaen 38
Integrating Changes iNto CUILUral NOIMS.........cccvcreereincirirrececererneeeeesessesseseesessesseseesessessessesssessessessssessesssnsssees 38
INCreasing SUSTAINADITILY .....c.ccocu ettt secsseese e s s s ese s ase st eas e s aseassseacseacsnes 38
PULEING T8 AL TOZEREN ...ttt sttt st sttt st sttt et aeen 44
SUMIMAIY ettt es e ss e st s st st st ettt bbb s e s eassaes 44
REFEIENCES.....coreiieiiic bbb bR bbb bR bbb bR bbb 44
Chapter 5: Additional Elements of Successful Change Management .............uuuueeeeeeeeeeeeieeeeeeeccccccscens 45
SENSE Of UIZENCY ...eceuieieeeceeieteceeerer ettt ssess s st ss s st ettt bbb see s tassnes 45
More on Determining REAINESS .......c.ccccurevcurencurereeeieericrnirenstreetreesseesseessasess st ssesessesessasessssensssensssesssssencsssacsssnssses 45
INternal Capacity ASSESSIMENT ......ccc.euecururecericerecareeae e eaeeeesess sttt staesstess st st st se et ae et sstasssestaetetassstacsstnsanes 45
Dedicate TiME fOr ASSESSIMENTES ......c.euceecererremreererriseeaeesessessesesessessessesessesstssesessessessessssessssessssessessssssssssssessessssssssssssesas 46
Organizational and Professional AGIlity ... crercerencinencrneneeeneeeseeeneessesesseseseasesessecssesessessssessasssescssscsssscnses 47
Understanding INdividual Change ..........ccceccuricureneeineeeeecenirceriresiseeeseessesessasese st sesessesessesesssstnesstasssesssssssassssacsssncaes 47
MOIE ON LEAAEISRIP ..ottt s st s st s sssessenassacs 48
Leveraging the SUPEIrviSOI'S ROIE ...ttt secsseess et ssesessasesssstasssensssesssssssassseacsssacses 48
EMPIOYEe ROIE ALIZNIMENT ..ottt essae sttt s s sttt bttt setacsetasanen 48
The Supervised Population and Change...........c.cvceererencinienereseneinenneeesessessesseeesessessessssessessesseessessessessssesssssessssess 48
Reinforcing Desired BERAVIOFS ...ttt eesseesseessesess st ssesessesessaseassstacssensssesessssassssacsssncnes 48

iv

Culture and Change Management



Dealing With RESISTANCE ......cueeuiicrrecreeciectrecreeee e teesecsseesstseae s eaessesessesessasess st ssessssesessaseassstasseasssestassstassstacsesacanes 49

Proactive Handling of Critical INCIAENLES ...ttt seesse s asese et ssasesesseaesstaesesaeanes 50
Process Analysis and Positive Culture Change ... eeirierecencenernieerennesseseessessessesessessessessesesssssessesessessesssesas 50
Emphasizing Ongoing Evaluation and FOIOWUP.........cccrnrircrcrrcnceieerecireeseeenesseessesessesesessesesseacssesennes 51
Using the APEX GUIAEDOOK SEIIES......cocu ittt seeesesess et ssesese et ssase s st sstacsesacanes 51
SUMIMAIY ettt es s s st s s e se s sttt bttt b s ee s easaen 51
REFEIENCES.....coreiiiriri bbb bbb bR bbbt 51

Chapter 6: Communications Planning during Change..........ccccciiiiiiiiiiininnnnnnnnnnnnnnnnnenneeceeeeeeeeeecccscssns 53
What Is in @ ComMMUNICAIONS PIANY......c.cimeiiiiiececenernesieirersesseeesesseseeesessessessesessessessessssessessesssssssessessesessessensesesns 53
ODJECLIVES ...ttt sttt ase s st st st s ettt ettt a et st st s bt a et as s tasastacssasanes 54

Step I:Articulate the Rationale, Benefits, and Goals..........cocureeeurerecenencunencunincineneeenecesecsencsseeaees e eseesseesseesnes 54
Step 2: Identify Internal and External Stakeholders.............ccoeeceremrerencrnerneseneenernensecererseseeeesesseseesessessessenenns 55
Step 3:ldentify the Communication ODbJECLIVES........ccveeurevcmreremrerencereerrecrreeneeeeeeeeseesseesseseseestaeeseaessescsseseses 56
MESSAZE....ceneueuieuirect ettt sttt st sttt sttt s s e sttt ettt b ettt aes 56
Step 4:Address the CommUNICAtION ODbJECLIVES.......ocueuceirimrecereeremreaeetrersenseessessesseeesessessessesessessesesessessenseneens 56
PIaN ..ot s R b ass bR 57
Step 5: Deliver and Reinforce the MESSage........ccocuecurecurencunincureneeeneeseessecsseseaeeseaesseesstessassssssassstacsssncssancsnes 57
Step 6: Encourage Open COMMUNICATION .......cccecuveeremeceerrimeaceseasessemseessessessessssessesessssessessensesesssssessesessessenssesns 57
SLEP 7:ASSESS OULCOMES.....ucoreurecreeneeneteerseeseeessaesessenesseaessesessasesessesesseacsseasssestasestassstassstassssntassstasestasssacsssseses 58
Sample Communications Plan: Compliance with Prison Rape Elimination Act Standards.........ccccoeeevcurencunencnnee 59
SUMIMAIY oottt s st st st st et ettt b sse s tasaen 60

Chapter 7: Change Management Principles and Practices in Action—

Prison Rape EliMiNation ACt ......eueiieiiiiiiiiiiiiicicciiiiississsssssssssnnsssssssssssssssssssseeeesssssssssssssssssssssssssssssssss 61
CDC Kerry Change Management ProCESS.........cceeecererremneneenernissecesessessesseessessessesessessessesessessessessssssssssessssessessessssess 6l
StAZE 11 Plan AN ASSESS...cuecniicirecrecrreeneeee ettt sttt et e ettt e e aes 6l

ASSESSING ThE CUITENT STATE ....cuceeeceicuieaeireeireet st seese e st et ss et s e sttt s st staesstacsstscasssenss 61
AASSESSITMIENES «..cuvrrreueaceereneaeeesseaeseesessessese et sessessesessesseasaa s st sse s s st st as s st s st eas st s e s s st s taseae e s seaeasssesssaeasacs 62
Leadership COMMITMENT ......cccuieierecerecrricnreeeeteesecsneessaeaeeseaessesesseesssseasssensssesessesessasenssstnssensssesessestasseacsseseses 62
Stage 2: DefiNe the GOl ...ttt ettt ettt st sttt bttt aen 62
Stage 3: Organize fOr RESUILS ..ot sessessesessess e esseasess s seas s ssessessesssss s ssesssssssssseassnes 63
Identifying Affected StaKENOIAEI'S ...ttt aseaesseacsescnses 63
CRANGE LEAAEN ...ttt sttt st et sttt sttt ettt 63
Change TEAM ....cucuuceemececirerreeectrer e tsessessese et ssess st s s s st sttt s sttt eaesesseaseasens 63
Engaging the Change Team and Building Capacity for SUCCESS .......crrerrencrrererereerercrreeneeeeereeeeenseenees 63
Implementing the CommMUNICALIONS Plan ........c.cuoceueicurincrieircrectnee ettt esesesseaessaseanes 64
Stage 4: Build the Detailed IMplementation Plan........ccncneecneesecnesseseeessessesseeeessessessesessesseseesens 65
Stage 5:Implement the Change Management Plan ... nccncncnencerceeceeeeeesseesseessessaessesessescsseenes 65

Contents © v



Stage 6: SUSLAIN the CRANGE......c ettt ettt sttt s st sseacsnsasanes 65

EVAlUALiNg FaCility SUCCESS.....uiuiiicieeee ettt sees sttt st st st sttt s et st aes 66
SAMPIE DIOCUMENTS ..cuerereirciereaeeirereaecesessesseseeses st esessessese s sesseasese e s s e s st s st s e st sseas st s s sscssesnenssnes 66
SUMIMAIY ettt sttt st st ettt e ettt sttt s st sstacssasases 78
Chapter 8: Changing Culture during Challenging Times .....cccccciiiiiiiiiiiiiinnnnnnnnnnnnnnneneeeeeeeeeeeeeccccscsses 79
Creating a SUCCesSTUl TraNSfOrMATION ......c.c.ociuriiurieirireicireeseeieeeist sttt ettt ettt bttt eaes 79
StAgE 11 Plan AN ASSESS .....ucuiiciecrreenciecireetreesseeise et st sttt sttt st s et aes 79
Stage 2: Define the GOal........c ettt ettt sttt et taeanen 79
Stage 3: Organize fOr RESUILS ..ot isesseaeesessessessesessessessesssssssessessssssseseasssesssssessessssessensensens 80
Stage 4: Build the Detailed Implementation Plan ... cnncnencrnencneneeeecesecsseesseseseeseaessescsseesseseses 80
Stage 5:Implement the Change Management Plan ...t eeeseeseeesseeaees 80
Stage 6: SUSLAIN the ChaNGE ..ot ssessess st s st ess e ssessasenens 8l
Models fOr REENTIY INILIATIVES .....ccueeemreecerecrricreeeieteeecrseenstsesees et seesseessasessssenessesessasessaseassstncssensssesssssssassssacsssacses 8l
Michigan Prisoner REENLrY INILIAtiVe.........ccceueeurircerercenincnireeisteesectsecss et seesseeseesesessene e sseseseaseaesssacsssnsanes 8l
Kentucky Department of Corrections REENLIY..........cccueeecercerernemnencenersemseeesessesseseesessessessesessessessescssessesssssssens 82
Connecticut Department of Correction Reentry Strategy REPOIt.......c.ccoceeeeeercerencurencrrenemeeseaeesecssescssesennes 82
THE SENTENCING PrOJECE. ...ttt ettt bt ss ettt st st st ae s et sens 83
SUMIMEAIY ittt es s ss e s e s st st ettt beesse s easaen 83
REFEIENCES.....coreiieirii bbb bbb bbb R bbb 83
BOOK SUMMAIY .ccciiiiiiiiiiiiiiiiiiiiiinnnnnnnnnnnneitttttietteteeetesccssssssssssssssssssssssssssssssssssssssssesesssssssssssssssssssssssssssssns 85
BibliOGrapRy cuuuueeeiiieiiiinnitiiiciininnitieciisssnnteencissssnseeeesssssssseeesscsssssassesesssssssssssessssssssassesssssssssssasessssssssanes 87
CUIUPE et bbb bbb bR bbb bbb bbb 87
Change Mana@emIENt.......cccu ettt eeseeseae sttt s sttt st sttt ettt et setacsetasanes 90
ASFEEIWOI.cuuuueeeeiiiiiiinneiieiciiiinntetieciissssnsteescssssssssetsssssssssssesssssssssssseesssssssssssssssssssssssssssssssssssssssessssssssssssses 95
Exhibits
Exhibit |: Competing Values FrameEWOrK.........cc.cocureeceericinencinicinieeeneeeseceseessteasestaeestesseesetsesstseassstassstsssssessssenssseae 5
Exhibit 2: APEX Change Management MOEL.........cccecencininecencenerieeennersessesesessessesessessessessesesssssessesessesssssssesaes 21
Exhibit 3: APEX Public Safety MOdel ...t sssssssssssssssessssasssssens 23
Exhibit 4: APEX Change Management Process Map ......cocerrcerencunincnineeinecreeisesesseseesseessesessesesessesessscsssssses 4|
EXhibit 5: StaKeNOIder ANQIYSIS.......c.cueuceecererrerecierrieeeeeserseseeeeessesseseesessestssesessessessessssessesessssessessessessssssessesssesssnssassns 55
Exhibit 6: Message DeliVEry Strategies........ccuercerircunercnirecireeeresesresessesesesseessesessesessasescssencssensssesessssesssseacssscses 58
Exhibit 7: PREA Communications Plan MatriX.........ccccecvemreeinerrimnieenemnenineieneseseesesisesesessessessssesssssessssesssssessssesses 60

vi * Culture and Change Management



T My

he word “culture” brings to mind the shared beliefs, assumptions, values, attitudes, norms, and practices of
the correctional agency. Because culture bears heavily on whether operations and outcomes are in harmony
with an agency’s mission and goals, culture and change management are critical factors in determining orga-

nizational performance.

This segment of the APEX (Achieving Performance Excellence) Guidebook series introduces the fundamentals of
organizational culture and provides guidance and assessment tools to help agencies develop strategies to improve
organizational performance. When a culture conflicts with an organization’s professed mission, vision, and values,
the agency is challenged until it faces the complex task of deliberately changing its culture. The chapters in this
book explain the APEX system’s approach to change management and include strategies to implement large-scale
change.

The National Institute of Corrections continues to emphasize the importance of culture and change management
in the correctional field. We hope that the APEX Initiative, with its Assessment Tools Protocol, Guidebook series,
and Change Agent Training, assists agencies as they strive for excellence in organizational performance.

Morris Thigpen
Director
National Institute of Corrections
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N

he National Institute of Corrections (NIC) and People in Charge are pleased to present the Achieving Perfor-

mance Excellence (APEX) Guidebook series. The APEX Initiative began as NIC’s Higher Performing Cor-

rectional Organization (HPCO) project in 2008. The HPCO project involved many correctional practitioners
helping to identify the characteristics of a higher performing correctional organization. Practitioners and subject
matter experts created a definition and a model of an HPCO based on the Baldrige Performance Excellence
Program at the National Institute of Standards and Technology. The Baldrige Performance Excellence Program
provides global leadership in the promotion and dissemination of standards of performance excellence. NIC is

excited to bring this to correctional organizations around the country.

As HPCO progressed, it was renamed APEX and now includes three major developments: the APEX Assessment
Tools Protocol, the APEX Public Safety Model and Guidebook series, and the APEX Change Agent Training.

The APEX Assessment Tools Protocol was developed during the years 2009-2011 to help correctional agencies
identify their current organizational performance and areas to improve. Many correctional practitioners and agen-
cies participated in the development, testing, and refinement of the tools in the protocol.

The APEX Guidebook evolved from one guidebook with information on the APEX model, its domains, and organi-
zational change into a series of books. The Guidebook series is designed to provide resources, information, and pro-
cesses to correctional organizations as they travel the path of organizational change leading to higher performance.

The APEX Change Agent Training will provide correctional agencies with capacity-building training and techni-
cal assistance in the APEX systems approach to organizational performance improvement.

Culture and Change Management: Using APEX To Facilitate Organizational Change is the third book in the
series. It focuses on organizational culture and change management, offering practical suggestions for improving
performance and creating positive change. These topics are critical for any organization that is seeking to maxi-
mize its potential for client, workforce, and operational success.

Respectfully submitted,

sy (Lt s

Nancy Cebula Theresa Lantz
People in Charge LLC People in Charge LLC
Owner and Principal Consultant Criminal Justice Consultant

T
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he APEX: Achieving Performance Excellence Initiative introduces a systems approach to change, specifically

for correctional organizations, and incorporates multiple tools and strategies to assist agencies in building sus-

tainable capacity for higher performance. The APEX Initiative includes the APEX Public Safety Model and
its components, the APEX Assessment Tools Protocol, the APEX Guidebook series, and the APEX Change Agent
Training. This initiative informs data-driven decisionmaking, enhances organizational change efforts, and provides
support and resources to correctional agencies. At the heart of APEX is the fundamental mission of correctional
organizations to maintain public safety, ensure safe and secure correctional supervision of offenders, and maintain
safe and secure settings for those who work in the field. This comprehensive systems approach to continuous per-
formance improvement encourages innovative ideas to enhance organizational operations, services, and processes

and to achieve desired results.

APEX Guidebook Series Overview

The APEX Guidebook series presents a breadth and depth of information on the APEX Initiative, the APEX do-
mains, and interventions and resources for correctional agencies to use as they implement organization improve-
ment efforts. The series includes seven books, descriptions of which follow.

APEX: Building the Model and Beginning the Journey

This book gives a detailed description of the National Institute of Corrections’ (NIC’s) APEX Initiative, including
the APEX Assessment Tools Protocol. The book presents reasons to self-assess and discusses change management
and the benefits that correctional agencies can reap when they implement the APEX process.

Each of the APEX domains has a brief chapter devoted to defining it and the benefits of exploring the domain.
“Overview to Achieving Performance Excellence” explains the various ways the APEX Initiative can be used
in correctional agencies. “Developing a Communications Plan” describes in detail how agencies can inform
stakeholders about their performance improvement journey, from the beginning through implementation and
sustainability.

Culture and Change Management: Using the APEX Model To Facilitate
Organizational Change

This book focuses in depth on organizational culture and change management in the correctional organization
context, presenting a roadmap for correctional agencies to use as they begin a change initiative, whether it is a
systemic change or a one-issue/intervention change.

— =TT,
B N \
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This book presents details on several of the APEX domains: Operations Focus (which includes Safe and Secure
Supervision and Settings and Process Management); Stakeholder Focus; Strategic Planning; Workforce Focus;
Measurement, Analysis, and Knowledge Management; and Results.

This book focuses on what individual leaders need to know and do as they develop their best leadership
capabilities—the knowledge and practices necessary to lead people, organizations, and those outside the organiza-
tion, including stakeholders, governing agencies, and the public, and gives the reader an opportunity to understand
transactional and transformational leadership. Case studies from correctional agencies illustrate the concepts and
provide realistic examples.

The APEX Assessment Tools Protocol includes three assessments that are corrections focused and user friendly.
This self-assessment protocol includes the APEX Screener Tool (a short survey designed as a first step to assess
readiness for change), the APEX Organizational Profile (a series of questions that help identify data, knowledge,
and performance gaps in the organization), and the APEX Inventory (an indepth survey that rates performance in
domains as well as readiness to change).

These volumes present numerous interventions and resources that agencies can use to help them build and imple-
ment their APEX change plans, deal with challenges and adjustments along the way, and sustain the changes.
Volume 1 includes an introduction on how to use the NIC Information Center and sections on change manage-
ment and each of the APEX domains and is designed to work with the reports from the APEX Assessment Tools.
Volume 2 contains information on communication during times of change, focus groups, and team development; it
also includes the NIC Information Center introduction.

USING THE ORGANIZATIONAL PROFILE

Fifteen staff and managers participated in the including Understanding Corrections through the
Organizational Profile to get a better idea of how APEX Lens and the APEX Resources Directory

their probation agency is dealing with its stake- Volume |. They reviewed the sections on stake-
holders and political environment. They learned holders to get ideas for increasing communication,
that, although they are doing a pretty good job building relationships, and improving collaborative
of dealing with their judicial overseers, there is a initiatives with other agencies and external stake-
lack of trust and collaboration with other service holders as well as improving relationships with
providers in their jurisdiction. They downloaded clients and their families.

several APEX books from the NIC website,
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The Guidebook series may be used in its entirety or in parts to suit the needs of agency personnel. The books in
this series provide information, strategies, and tools to address the performance issues of correctional agencies.
Use of the assessment tools is optional. Agency staff who know which topic they want to work on may go directly
to the APEX Resources Directory or another book in the series for guidance.

How To Use APEX

The APEX Assessment Tools are designed for agencies to assess their organizational performance. The tools—
Screener, Organizational Profile, and Inventory—were designed specifically for use in correctional agencies and
are discussed in detail in Applying the APEX Tools for Organizational Assessment.

As an agency begins a change process, it can choose to use one or more of the APEX Assessment Tools, and it can
cut and paste certain Guidebook chapters or strategies to target performance improvement areas. Because APEX is
an agency-driven initiative, users can navigate the APEX materials and the tools to create a customized implemen-
tation plan. APEX Resources Directory Volumes I and 2 provide access to other materials, tools, publications, and
websites to tailor a specific performance improvement strategy.

~— T
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Good cooks rely on principles, not recipes.

—julia Child

he culture of an organization is one of the most influential factors in its ability to sustain a change effort.

Deeper than the more superficial climate or morale, culture differs based on where it is on two continuums:

between an external or internal focus, and between structure and control versus flexibility and agility. Chap-
ter 2, “Organizational Culture and Change,” focuses on this balance through the Competing Values Framework
and discusses the four types of cultures that are created from the two continuums (see exhibit 1 in chapter 2 for an
illustration of the framework).

Looking at where an organization falls on the Competing Values Framework helps point a path to successful
change through the APEX (Achieving Public Excellence) Change Management Model. The groundwork for this
model is laid out in chapter 3. Research on what enables successful change plans indicates that the human com-
ponent is critical. Further research finds that engaging stakeholders through awareness, desire, knowledge, ability,
and reinforcement is important for change to take place at all. Change efforts also succeed using Kotter’s Eight-
Step Process, detailed in this chapter.

The APEX Change Management Model is introduced in detail in chapter 4. Based on research and current best
practices, it provides a step-by-step plan for creating and sustaining change that can be put to work in any cor-
rectional organization. A process map in this chapter helps illuminate how it all fits together to support change
initiatives. Chapter 5 expands on this model, detailing elements for successful change that can become part of a
successful plan.

Communication is central to any change effort, and chapter 6 explains how to put together a communications plan
for change. This plan must be written with a focus on aligning with Prison Rape Elimination Act (PREA) stan-
dards, but should be adaptable to any communication issue. Chapter 7 includes an example of the APEX Change
Management Process in action, presenting a case study where an agency shifted its culture to implement PREA
standards. This detailed case study is complete with sample documents to enable others to follow this process.
Chapter 8 contains an APEX Change Management Model with respect to reentry. Case studies of successful re-
entry change initiatives are cited and links to additional resources are provided.

~— T
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If you want to change the culture, you will have to start by changing the organization.

—~Mary Douglas

very organism, and every organization of organisms, must deal with two fundamental issues to survive within
its environment. The need for balance is the same for individuals and all of their organizations, whether formal

or informal, public or private, temporary or permanent.

First, an organization has to determine the value it will place on an internal focus to maintain its day-to-day
processes as opposed to the value it will place on an external focus to monitor and respond to its environment.
Second, an organization has to choose how much it will value stability and control to maintain its identity and
structure as opposed to valuing flexibility and agility to adjust to changing demands. The choices an organization
makes determine how well it will survive and thrive.

The concept of “culture” has a complicated history. In the past it referred to the cultivation of an appreciation

of the arts or the pattern of human knowledge that depends on symbolic thought and social learning. The defini-
tion used most recently in examining organizational culture is: the shared assumptions, values, beliefs, attitudes,
norms, and practices of an organization or group. The problem is that usually people do not have any clearer no-
tion of exactly what “assumptions,” “values,” or “beliefs” are than they do of what is a “culture.”

29 ¢

Instead of trying to define exactly what a culture is, it is easier to describe what a culture does: it tells people in an
organization what will be expected of them and what they can expect of others. People will learn when they know
what the expectations are, but more often they learn culture by watching others.

When people have been initiated into a shared organizational culture, they take for granted a set of assumptions,
values, beliefs, and attitudes. Edgar Schein, a pioneer in the study of organizational culture, describes culture as
“A pattern of shared basic assumptions that was learned by a group as it solved 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 you perceive, think, and feel in relation to those problems” (Schein 2005:17).

Schein (1999) identifies three levels of organizational culture. The first level is what is seen in an organization—
its formal structure and chain of command, position titles, policies, procedures, and public image. The second
level is what an organization says, such as its mission and values statements, codes of conduct, and even the name
it calls itself. The third level deals with tacit assumptions in the organization requiring indepth analysis.

The first two levels are easier to change than the third level. Organizations often do a paper implementation by
making changes such as renaming a program, adopting a new mission and values statement, or rewriting policies
or procedures. Mission and values statements are declarations of the ideals of an organization, not descriptions
of the realities of daily behavior. An organization may have a value statement such as “We value open and honest

Note: “Organizational Culture and Change” was originally written by Christopher A. Innes, Ph.D.
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communication throughout the agency” when the real value, as expressed in day-to-day behavior, may be closer
to, “We value telling others only as much as we have to.”

The majority of organizational change efforts fail because they are limited to the first two levels of organizational
culture; they never reach beyond the ideals to confront the realities. Underlying these more visible layers is the
third level: the deep assumptions that guide organizational culture and that can make or break any change effort.
People immersed in a culture usually can only partly explain the unwritten rules or underlying assumptions. They
just know what is right or wrong when they see it.

Many of the basic assumptions are erroneous or unflattering. For example, the belief that the organization is at
the mercy of outside forces and has little control over its own future may produce a deep cynicism that is seldom
voiced. The effect of reduced budgets and cutbacks by external forces may lead staff to believe they have no con-
trol over the future operations of the organization. Other cultural assumptions may concern human nature, such as
if people can be trusted to do the right thing without being closely supervised, if they will always resist change,
or if they usually act selfishly rather than for the common good of the organization. Finally, organizations develop
their own rhythm based on their view of how quickly things should happen and if they believe a can-do attitude is
more important than slower, more deliberative decisionmaking.

Because of their assumptions, organizational cultures often differ in the degree to which they want staff to respect
authority or closely follow established procedures versus allowing staff more discretion and greater decisionmak-
ing power. Compared to other industries, correctional agencies also experience uniquely traumatic experiences
such as riots, homicides, staff misconduct, and high-profile crimes. An organization’s history, combined with its
culture, has a powerful effect on how the people within that organization perceive and respond to the challenges
represented by external or internal pressures.

None of the differing assumptions, values, beliefs, or attitudes of a particular culture are necessarily wrong for
that organization. Some thrive in a competitive culture based on self-interest while others survive in a culture
based on a sense of duty and self-sacrifice. Which culture an organization adopts over time depends on the organi-
zation’s purpose and whether its cultural framework helps achieve its goals. When a culture is no longer working,

CULTURE, CLIMATE, AND MORALE

How culture relates to climate and morale is often confusing, in part because research literature about
climate or morale has not made the difference between them clear. Climate and morale are more su-
perficial and change more easily than culture, often in response to temporary events such as a change in
leadership.An organization needs to have a positive climate to do culture work, but a negative climate can
be improved more easily than changing the culture. People in an organization may be unhappy or frustrat-
ed with how things are going at any one time, but that may not have anything to do with the fundamental
beliefs and assumptions that underpin their organizational culture. Since dysfunctional cultures usually
breed poor organizational climates, a first step in culture change is often to make symbolic gestures by
fixing something particularly irritating or frustrating for staff (e.g., providing more dependable communica-
tion devices or increasing the use of video surveillance).

Source: D. Denison, “What is the Difference Between Organizational Culture and Organizational Climate?”” Academy of
Management Review 21:619-54, 1996.
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however, organizations are faced with the complicated task of deliberately changing the cultural framework. If
cultural frameworks are mostly unspoken and invisible, then directly changing them is difficult. Trying to argue
people into changing their assumptions or values seldom works.

This gives rise to the truism, ““You don’t change cultures by trying to change cultures.” Cultures are learned based
on what works; therefore, to change a culture leaders have to show that something else works better. The success
and sustainability of organizational change will ultimately rest on responses and adaptations to the challenges and
changes in the environment that gave rise to the need for organizational change. Changing an organizational cul-
ture is like learning to ride a bicycle; one keeps trying until he/she stops falling off. When a change effort starts to
encounter resistance, it is often because it chafes against the underlying cultural assumptions of the organization.
Then the real work of cultural change actually begins. The Competing Values Framework, which has been used by
correctional agencies across the country, is one approach for diagnosing and changing organizational cultures.

Competing Values Framework

The Competing Values Framework, based on the work of Kim Cameron and Robert Quinn (2006), suggests

that every organization must balance competing values between an internal focus versus an external focus, and
between structure and control versus flexibility and agility. Exhibit 1 illustrates this framework. The grid in the
exhibit shows the four types of cultures that are created in their purest form, depending on where they are placed
along the competing values dimensions.

An organization that places a higher value on the effective integration and a seamless unity of processes (internal
focus) and also highly values reliability and clearly defined structures and roles (stability and control) is labeled
hierarchical in this framework. This type of culture is very typically found in correctional organizations.

Exhibit I: Competing Values Framework

Flexibility/Agility

Clan Adhocracy

External

0 Focus

Market

Structure/Control
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A very different type of culture exists when an organization places the same high value on effective integration
and a seamless unity of processes (internal focus), but also highly values flexibility, discretion, and dynamic
change (flexibility and agility). In the Competing Values Framework, this type of culture is labeled clan to capture
the more familylike feel of organizations with this kind of culture. One way to contrast these two cultures is to
say that in a hierarchical culture there is a strong emphasis on “doing things right,” whereas in a clan culture the
emphasis is on “doing things together.” A common issue in correctional organizations is when there is the percep-
tion that the organization is too hierarchical and people want it to become more clanlike in the way it operates.
Whenever there is a call for more teamwork or eliminating silos, it is a call for a more clanlike culture.

While hierarchical and clan cultures have an internal focus in common, two other cultural types (market and
adhocracy) have an external focus; i.e., they place a high value on interacting with and/or competing against those
outside the organization, such as customers, market competitors, and shareholders. These two cultures are more
common in the private sector and differ from one another in the value they place on stability and control versus
flexibility and agility.

An organization with an external focus that also highly values stability and control is labeled a market culture

on the grid. By contrast, an organization with an external focus that also highly values flexibility and agility is
labeled an adhocracy. This label is rooted in the phrase ad hoc and implies an organization that values a dynamic
approach with specialized, often temporary, ways of organizing its work. While a market culture might emphasize
“doing it fast,” an adhocracy might emphasize “doing it first.”

The type of culture an organization adopts as its primary framework depends on what works in achieving its goals.
A company competing for business in an emerging high-tech field is more likely to prosper with an adhocracy
culture and the leadership style and workforce development strategy that fit that type. The leadership style that
works within an adhocracy is characterized by constant innovation and an entrepreneurial approach that stresses
experimentation, risk taking, organizational agility, and continual reinvention. Such an organization would recruit,
develop, and promote staff who thrive in an ever-changing workplace.

A correctional agency, on the other hand, would not last long if it adopted the same style. This does not mean that
even the most hierarchical organization might not benefit from a little experimental risk taking. In fact, borrowing
an element from a different cultural type and experimenting with it is a basic strategy for changing an organiza-
tion’s culture. For example, focusing on results enables an internally focused organization, such as a correctional
agency, to move in an externally focused direction. Workforce development, on the other hand, could move the
same organization toward a more clanlike culture. Many of the organizational change models proposed in recent
years, such as Total Quality Management, reengineering, and downsizing, fit directly into the Competing Values
Framework.

Keeping in mind that these are pure types used as examples, reviewing the details of each culture type helps to
better understand how they work. Examining the leadership style, value orientation, theory of high performance
and definition of success, and workforce development and preferred staff competencies gives one a sense about
how it would feel to work within a particular culture. It also clarifies how disastrous it could be for an organization
to have a leader with a style or a human resources strategy that clashes with its culture. The irony is, organization-
al change requires that a change must, to some degree, clash with the existing culture.
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CULTURETYPES

Adhocracy Culture

Description: Externally focused and valuing flexibility and decentralized decisionmaking intended to produce
an organization that is agile, innovative, responsive, and constantly reinventing itself.

Value orientation: Creativity.

Theory of high performance: Innovation, expansive vision, and new resources will drive performance.
Definition of success: Leading the field in producing innovations.

Leadership type: Innovator, entrepreneurial, and visionary.

Human resources role: Fostering change and facilitating transformation.

Staff competencies: Systems thinking skills, organizational change abilities, collaborative, and consultative.

Market Culture

Description: Externally focused and valuing stability and control, this type of organization functions internally
like a market by encouraging competition between units and rewarding bottom-line success.

Value orientation: Competition.

Theory of high performance: Competition and customer focus will drive performance.

Definition of success: Market share, achievement, profitability.

Leadership type: Hard driving, competitive, goal oriented, and productive.

Human resources role: Strategic business partner.

Staff competencies: Business and marketing skills, strategic analysis and leadership, achievement orientation.

Clan Culture

Description: Internally focused and valuing flexibility and decentralization, this type of organization values
shared goals, participation, inclusiveness, and individuality.

Value orientation: Collaboration.
Theory of high performance: Individual development and participation will create higher performance.

Definition of success: Organizational commitment, participation, personal development, and familylike work
environment.

Leadership type: Facilitator, mentor, and team builder.
Human resources role: Champion for employees, supportive, and responsive to employee needs.

Staff competencies: Good social and communication skills, cooperative, committed to organizational and
personal development and improvement.
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CULTURE TYPES (continued)

Hierarchical Culture

Description: Focused on rules, specialization, and accountability to produce an organization that functions
smoothly and reliably.

Value orientation: Controlling.

Theory of high performance: Control and efficiency with well-defined and effective processes will
produce higher performance.

Definition of success: Efficiency, timeliness, consistency, and stability.
Leadership type: Coordinator, monitor activity, and organizer.

Human resources role: Selection and assignment of specialists, skill maintenance and improvement,
rule enforcement.

Staff competencies: Process orientation, customer relations, and service needs assessment.

These four types of organizational cultures provide a conceptual model that allows people to think through strate-
gies to manage and change organizational cultures. No organization is a pure example of any one type, and most
organizations mix different types depending on the roles and functions of the organization’s different departments
or divisions. In correctional facilities, line-level custody staff will have a different subculture from that of the
central office. One of the strengths of the Competing Values Framework is an easy-to-use questionnaire, called the
Organizational Culture Assessment Instrument (OCAI), which organizations can use to plot their location on the
culture grid. This is incorporated into the APEX Inventory assessment tool. It can be found at http://www.ocai-

online.com/products/ocai-one.

A Fresh Look at Correctional Cultures

Most correctional agencies, because of their public safety mission and militaristic, chain-of-command organi-
zational structure, cluster in the hierarchical cultural type. The image of hierarchical cultures has usually been
presented in negative terms in research, which is a reaction to what was perceived as the stifling cultures of rigid
bureaucracies and the authoritarian leadership styles they employed. Rensis Likert (1961), for example, presented
a typology of leadership styles that argued that the kinds of leadership and cultures typical of hierarchical organi-
zations were to be avoided. In 1964, The Managerial Grid (Blake and Mouton 1964) labeled hierarchical cultures
as having an “impoverished style” of management. While these theorists focused on corporate cultures, the tone
they set toward hierarchical organizations has had a strong influence in how many view them, including those in
corrections.

A better way of describing correctional culture from within the Competing Values Framework requires correc-

tional organizations to look at the mission of corrections and how it has molded the organizational culture. Brad
Bogue (2010) has pointed out that corrections shares a number of attributes with other high-reliability organiza-
tions that are characterized by complex, tightly interconnected processes intended to position the organization to
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respond instantly to potentially catastrophic events. Other examples of organizations that need to have high-
reliability cultures are air traffic control, nuclear power plants, air and rail transportation systems, aircraft carrier
deck operations, combat operations units in general, and firefighters. These seemingly very different types of
organizations all share some essential elements that reveal the cultural characteristics they have in common.

Foremost among them is a preoccupation with failure, meaning that the organization strives to be constantly aware
that any incident can mushroom into a crisis and that organizational readiness is essential (Weick and Sutcliffe
2001). This readiness involves close ongoing monitoring of operations to identify potential risks and respond to
them quickly. In addition, a reluctance to simplify and sensitivity to operations are parts of the culture of a high-
reliability organization. These organizations resist oversimplification of practices or processes by relying on
redundancy, multiple levels of review, and close coordination across operational units to avoid gaps in the system.
Sensitivity to operations refers to the close monitoring of operational details, frequent program reviews or audits,
and preoccupation with adherence to operating procedures.

Two other characteristics of high-reliability organizations that are familiar to anyone working in correctional or-
ganizations are deference to expertise and a commitment to resilience. High-reliability organizations place a high
value on expertise and skill, especially when they have been gained through years of hands-on experience. During
critical incidents, agencies must have the capacity and the confidence in their staff to shift decisionmaking to the
front lines where instant responses are necessary. A commitment to resilience is when organizations display a high
level of organizational pride in meeting challenges and overcoming adversity. The camaraderie and morale com-
monly observed in high-reliability organizations such as correctional agencies is a fundamental expression of the
cultural values underlying this type of organization. Like deference to expertise, commitment to resilience adds to
the dynamic qualities of organizations and works to counterbalance the rigidity that a preoccupation with failure,
reluctance to simplify, and sensitivity to operations can create in those same organizations.

From the perspective of the Competing Values Framework, high-reliability organizations can be seen as hierarchi-
cal organizations with values that are more clanlike. These values serve to keep the organization from becoming
too rigid in its operational posture and allow it to pivot rapidly in a crisis. This mix of values has been learned by
the organization and the profession at large as it has dealt with the unique challenges of working in corrections.
This balance, however, can be upset when an organizational culture has “overlearned” these lessons; an organiza-
tion may then be foo preoccupied with failure to the point that it avoids any risks, relies too heavily on command
and control, and is inflexible in its operations.

The idea of cultural change may actually be a misnomer—what most correctional agencies need to do is to rebal-
ance their culture by bringing forward and emphasizing expertise and resilience.

Discussing cultural issues in a correctional setting from the rebalancing perspective may be a more constructive
approach. Rather than stressing the need for cultural change, the message from leadership can be to focus on the
need to rebalance or restore the culture. The goal is then to bring back the core values of expertise and resilience
in the face of challenges. Framed in this way, many of the problems associated with the idea of forcing people to
change are avoided.

Since 2000, the National Institute of Corrections (NIC) has been carrying out a project on prison culture that seeks
to help institutions assess and change their cultures. Dozens of institutions were assessed by a team of outside
correctional professionals during a multiday, onsite visit. The assessment used a number of techniques, including
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observation of operations on all shifts, individual interviews and discussions with focus groups comprising staff
and incarcerated individuals, and the administration of a modified version of Cameron and Quinn’s (2006) OCAI.
NIC found that the current culture was skewed heavily toward the lower left corner of the grid (the hierarchical
culture), while the preferred culture tended much more toward the upper left corner of the grid (the clan culture).
Issues raised by staff in interviews and focus groups involved problems with communication, mutual respect, lack
of trust, and similar themes that point to a desire for a more clanlike organizational culture.

Institutions assessed in this project participated because they had intractable problems that they identified as be-
ing cultural, at least in part. The dissatisfaction of the staff may be due to the lack of deference to expertise and a
commitment to resilience. This does not mean the staff had a theory of how a high-reliability organization should
operate, but it could mean that they had an intuition that their organization was not working the way it should.
Their frustration does not mean that they want to replace their culture with a clan culture, but they do want to see
their culture become more balanced.

Leadership and Culture Change

In a typical hierarchical correctional organization, cultural rebalancing nearly always requires a special brand of
leadership, and transformational leaders are the most effective in creating changes within an organization (Eggers
and Gray 2012). The concept of transformational leadership is part of the Full Range Leadership Model (Bass and
Avolio 1994). This model compares three types of leadership: laissez-faire, transactional, and transformational. In
contrast to the first two, transformational leaders are able to motivate staff to go beyond where they would other-
wise be willing to go.

THREE TYPES OF LEADERSHIP

Transactional: Based on exchanges between leaders/followers.
Laissez-faire: Lack of leadership, “anything goes” sense of responsibility.

Transformational: Encourages change, makes it possible for others to take responsibility and be accountable.

“The transactional leader works within the organizational culture as it exists; the transformational leader changes
the organizational culture” (Bass and Avolio 1994:24). Transformational leaders influence staff by increasing
awareness of the importance of achieving organizational goals, creating a vision and required implementation
strategy, motivating staff commitment to the organization, and encouraging personal development and organiza-
tional excellence. A transformational leader is one who influences staff by acting as a role model, creating inspira-
tion, encouraging innovative thinking, and functioning as a coach or mentor to individual staff (Bass and Avolio
1994). In the Competing Values Framework, a transformational leadership style is characteristic of an adhocracy
or clan culture. If a hierarchical culture such as corrections adopts this style, it should move the organization into a
more balanced, high-reliability organization.
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Positive leadership (Cameron 2008) is another management style that transforms organizations. In this style,
extraordinary performance is expected in the organization. “Without being Pollyannaish, it emphasizes positive
communication, optimism, and strength as well as the values and opportunity embedded in problems and weak-
nesses” (Cameron 2008:2). Positive organizations focus on thriving by stressing the strengths, capacities, and
potential of staff as well as by creating an organization that works to facilitate the best of the human condition and
foster organizational virtuousness.

ORGANIZATIONAL VIRTUOUSNESS

Virtuous organizations are those that provide a positive environment for workers, clients, and stakeholders.
They have organizational goals that are meaningful, as well as policies and practices that provide benefit to
their customers/clients, workforce, and other stakeholders.There are three characteristics that help define
the virtuous organization: human impact, moral goodness, and social betterment:

B Human impact. The organization hires people with moral character and meaningful purpose and creates
an environment where coworkers treat each other and stakeholders fairly.

B Moral goodness. The organization is value driven and its goals, policies, and procedures reflect what is
good and right.

B Social betterment. The organization’s results produce benefit to others.

Source: K. Cameron, J. Dutton, and R. Quinn, Positive Organizational Scholarship: Foundations of a New Discipline (San Francisco: Berrett-
Kohler, 2003).

Correctional leaders struggling with a dysfunctional culture may see a leadership change as an unrealistic goal,
but the concepts of transformational and positive leadership styles are well grounded in research and practice
(Cameron 2008). The styles can be broken down into specific strategies and actions that correctional administra-
tors, managers, and line supervisors can learn and use. Cameron (2008), for example, lists four organizational
development strategies that create a more positive and higher performing organizational culture:

1. Creating a positive tone in the organizational climate.

2. Promoting positive interpersonal relationships with and between staff.

»

Stressing positive communication at all levels of the organization.

>

Infusing purpose and meaning into the work life of all staff.

There is no shortage of culture change resources, including theories, books, training programs, and consultants,
each with their own set of principles, concepts, strategies, and techniques. Most have been tried in organizations,
including corrections, and most have failed to produce lasting change, mainly because change is not a theoretical
exercise. Cultures are learned in the first place and are maintained because they seem to work; new cultures will
be learned and maintained only if they work better than the old culture.
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A useful way to think about what an organization needs to do is to look at what it is trying to accomplish: (1) fix
a specific problem, (2) work to improve how things are done, or (3) implement something new. When working to
improve how things are done, the goal is to increase the efficiency or effectiveness of existing operations, prac-
tices, or processes. Improvements are not fundamental changes to operations—they only make the current way of
doing things work better. On the other hand, when an organization is trying to innovate, it is seeking a new, more
effective way of doing things. The difference is that a successful innovation will achieve higher levels of perfor-
mance than the old way of doing things, even when the old way was working as well as it could. Since innova-
tion is much more costly and difficult than a simpler improvement, an organization must very carefully consider
whether an investment in a large-scale innovation effort is feasible and will be worth it.

Deciding which of these two—organizational development versus organizational innovation—will be attempted

is fundamentally strategic. Boonstra (2004) draws a distinction between planned change and the kind of organiza-
tional development referred to here as organizational innovation. Planned change is more limited in scope and fo-
cuses on incremental improvements in the existing organization and its culture. For example, Cameron (2008) lists
positive communication as one of the most effective ways to improve organizational performance. Research has
shown that just increasing the ratio of positive messages to negative ones has a measurable effect on performance.
Positive statements include expressions of appreciation, support, helpfulness, approval, and compliments, whereas
negative statements express criticism, disapproval, dissatisfaction, cynicism, or disparagement. Greater use of
more positive statements and fewer negative ones has a powerful effect on an organization’s climate and culture.

Before an organization undertakes the intensive work of a lengthy cultural change process, it needs to know if it
is really ready. Many of the organizations involved in the NIC culture project had dysfunctional cultures, but were
not ready to change because the organization as a whole was not working. These organizations did not consis-
tently follow the accepted standards of professional practice in corrections, and the assessment team was able to
point to clear deficiencies. Other organizations worked well enough, but the more objective observers on the team
identified areas of correctional policy or practice that could be improved. An organization with basic deficiencies
or where simpler operational improvements are available is unwise to try large-scale efforts for change. However,
if an organization is ready to undertake such a transformation, correctly implementing the change is crucial to
long-term success.

Implementation of Culture Change

Implementation has now become an evidence-based practice. A clear, step-by-step process can be used to make
permanent changes to an organization. Dean Fixsen and his colleagues (2005) at the National Implementation
Research Network have led the way in synthesizing this body of knowledge. They define implementation as the
art and science of incorporating into the routine practice of an organization an innovative policy, practice, or pro-
gram. “According to this definition, implementation processes are purposeful and are described in sufficient detail
such that an independent observer can detect the presence and strength of the ‘specific set of activities’ related to
implementation” (Fixsen et al. 2005:5). Implementation is not about what people see or what an organization says,
it is about what an organization does. Paper or process implementations focus on the surface aspects of the cul-
ture, but real implementation has to be about the underlying behavior of the organization. To implement anything,
specific people within an organization must perform specific activities that are visible, verifiable, and represent
new patterns of doing the work. Successful implementation occurs when a well-planned and purposeful program
is executed through each stage of the process.

T
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IMPLEMENTATION FIDELITY

B The degree to which an innovative program follows the original program design.

B The faithful implementation of the program’s components.

Source: S. Mihalic, K. Irwin, A. Fagan, D. Ballard, and D. Elliott, Successful Program Implementation: Lessons From Blueprints (VWashington, DC:
U.S. Department of Justice, Office of Justice Programs, Office of Juvenile Justice and Delinquency Prevention, 2004).

The first step in the Fixsen et al. (2005) model is exploration and sustainability. Failing to invest the resources and
take the time necessary to complete this step causes most implementation failures. During this step, the leader-

ship, the Change Team, and a staff workgroup or advisory committee must identify precisely what the change being
proposed will involve, what evidence shows that it is a workable solution for the organization, whether it is feasible
to adopt the change, and how the organization can be prepared for the change. This group also has to assess whether
resources are available to implement and sustain the change, how fidelity in the implementation will be monitored
and maintained, how success will be measured, and how turnover will be managed to renew the effort as personnel
change.

Cameron and Quinn (2006) have a six-step process for change that essentially expands on the first step of the
Fixsen et al. (2005) model. The first two steps in their process involve the development of agreement by key staff,
including those who will be directly involved in the culture change effort, on what the current culture is and what
the desired future culture should look like. It is important that this process be inclusive and that it involve all of the
important subgroups within the organization who are essential to success. The next stage is a review to determine
what the change from the current to the desired future culture will and will not mean for the organization and
each of its subgroups. Cameron and Quinn (2006) label the fourth step in the process “identify illustrative stories”
to point to the need for an organization to create a shared narrative of the history and future of the organization.
They say “... the team should identify two or three incidents or events that illustrate the key values they want to
permeate the future organizational culture” (Cameron and Quinn 2006:97). These are success stories that can be
used as examples of the organization at its best, especially stories that highlight expertise and resilience. The fifth
and sixth steps are to develop a strategic plan and an implementation plan. In the Fixsen et al. (2005) model, the
implementation plan is expanded into five more steps.

After the initial groundwork has been done, the next step in the Fixsen et al. (2005) model is to launch the installa-
tion stage of the change initiative. During installation, all of the necessary people and resources are put into place.
If staff need to be hired, reassigned, relocated, trained, equipped, or supplied, this should be done, together with
all of the necessary bureaucratic adjustments to infrastructure, rules, and regulations. The installation stage is the
next opportunity to familiarize the organization with the change.

The third stage, initial implementation, is where many organizations begin and soon fail. It is usually the first time
that the people working in the organization really see changes taking place, and often they do not like what they
see. Change in theory is too abstract to arouse much concern, particularly in organizations where change efforts
have come and gone many times before. Change is probably not real unless it is uncomfortable; it is at the point
of initial implementation that behaviors are changing and the underlying assumptions of the organization’s culture
are being challenged. A higher degree of tension, raised voices, and some melodrama can be expected, which
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should be welcomed rather than suppressed or ignored. Ignoring difficult issues is part of what has maintained the
undesirable culture in the first place.

Moving from initial implementation to full implementation is an incremental process as the innovation expands
across and is integrated into the practices and procedures of the organization as a whole. The tasks of full imple-
mentation include maintaining and improving skills and activities, integration and coordination, and changes in
policy to adjust to new ways of operating. Most initial implementations take place in pilot sites that have been
chosen because they are a more friendly organizational territory, so full implementation usually involves expand-
ing into less hospitable parts of the organization. Hopefully, the organization learned enough lessons during the
initial implementation to be equipped to anticipate and respond to most of the issues that arise during the full
implementation.

Each attempted implementation of an innovation will also create opportunities for more improvement as it be-
comes an accepted part of the way things are done in that organization. The innovation stage begins to emerge
from the process of full implementation when staff stop coping with the change and start making further improve-
ments. Unfortunately, some of the suggested “improvements” may simply be backsliding or may represent a drift
away from the original goals of the change effort. The best way to avoid either backsliding or drift is to ensure that
the innovation has been fully implemented with fidelity before beginning any modifications.

Finally, a distinct stage of sustainability needs to take place, during which the effects of the change settle into the
organization’s culture. The challenge during this stage is to renew the change as turnover brings new staff into the
organization as other staff leave.

Immunity to Change
Any change, even a change for the better, is always accompanied by drawbacks and discomforts.

—Arnold Bennett

In the brief presentations above on leadership types, change, and implementation, the many difficulties of making
changes in an organization and its culture have been noted only in passing. The actual implementation of a large-
scale change in any organization rarely proceeds smoothly through a set of predictable stages.

Robert Kegan and Lisa Lahey (2009) have closely examined the idea of “immunity to change” as a predictable
and manageable transition point in any change process. Kegan and Lahey provide a structured approach to devel-
oping an immunity map that has proved useful for guiding change efforts in a number of settings. Mapping out the
process of undertaking change first involves developing a clearly defined improvement goal. This is what should
have come out of the exploration and sustainability stage of the implementation process. The second step requires
a fearless inventory of what the organization is doing (or not doing) that works against accomplishing the goal;
how the organization has defined its current and preferred future culture should have shed light on how it works
against itself.

The difficult work of describing what people do to reinforce the current culture and create obstacles to the pre-
ferred culture should be done thoroughly. An honest examination of how the existing culture is perpetuated
provides insights into the unacknowledged values, assumptions, and beliefs that constitute that culture. Holman

T
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(2010) has used the concept of “engaging emergence” to explore a number of practical approaches to help an or-
ganization both uncover its assumptions and envision itself in alternative ways. One of the best ways to reveal the
role of cultural assumption is to do the opposite of the usual practices.

At the individual level, this occurs when people begin the action stage of change, whereas at the organizational
level it starts at the initial implementation stage. What is labeled as denial or resistance and treated as an obstacle
to progress can just as easily be seen as a natural reaction to changing conditions.

Summary

The paradox of changing organizational cultures is that they do not change by trying to change. They change
by changing behavior, and behavior changes when the new way of doing things works better than the old way.
Resistance to change, even sharp conflict within the organization, is part of the process—the growing pains that
accompany any significant change. During the installation and initial implementation stages, there are many
opportunities to encounter and work through these issues. Taking the time and energy to do so will provide the
organization with the essential knowledge to proceed to full implementation and sustainability.

Using the Competing Values Framework helps an organization see how to proceed in the quest for higher per-
formance. It provides a valuable framework for understanding the organization’s culture and how that culture
supports or hinders the organization’s growth. The next chapters offer guidance and examples to consider when
putting these concepts into practice.

References

Bass, B., and B. Avolio. 1994. Improving Organizational Effectiveness through Transformational Leadership.
Thousand Oaks, CA: Sage Publications.

Blake, R., and J. Mouton. 1964. The Managerial Grid: The Key to Leadership Excellence. Houston: Gulf
Publishing Company.

Bogue, B. 2010. “How Principles of High Reliability Organizations Relate to Corrections.” Federal Probation
73:22-27.

Boonstra, J. 2004. “Dynamics of Organization Change and Learning: Reflections and Perspectives.” In J. Boonstra
(ed.), Dynamics of Organizational Change and Learning. Chichester, West Sussex, England: Wiley Books.

Cameron, K., J. Dutton, and R. Quinn. 2003. Positive Organizational Scholarship: Foundations of a New
Discipline. San Francisco: Berrett-Kohler.

Cameron, K., and R. Quinn. 2006. Diagnosing and Changing Organizational Culture. San Francisco: Jossey-
Bass.

Cameron, K. 2008. Positive Leadership: Strategies for Extraordinary Performance. San Francisco: Berrett-
Koehler.

Chapter 2: Organizational Culture and Change °© 15



Denison, D. 1996. “What is the Difference Between Organizational Culture and Organizational Climate?”
Academy of Management Review 21:619-54.

Eggers, J., and J. Gray. 2012. “Leadership That is Transforming.” In N. Cebula, E. Craig, J. Eggers, M. Douville
Fajardo, J. Gray, and T. Lantz (eds.), Achieving Performance Excellence: The Influence of Leadership on Organi-
zational Performance. Washington, DC: U.S. Department of Justice, National Institute of Corrections.

Fixsen, D., S. Naoom, K. Blase, R. Friedman, and F. Wallace. 2005. Implementation Research: A Synthesis of the
Literature. Tampa, FL: National Implementation Research Network.

Holman, P. 2010. Engaging Emergence. San Francisco: Berrett-Koehler.
Kegan, R., and L. Lahey. 2009. Immunity to Change. Boston: Harvard Business Press.
Likert, R. 1961. New Patterns of Management. New York: McGraw-Hill.

Mihalic, S., K. Irwin, A. Fagan, D. Ballard, and D. Elliott. 2004. Successful Program Implementation: Lessons
From Blueprints. Washington, DC: U.S. Department of Justice, Office of Justice Programs, Office of Juvenile
Justice and Delinquency Prevention.

Schein, E. 1999. The Corporate Culture Survival Guide. San Francisco: Jossey-Bass.
Schein, E.H. 2005. Organizational Culture and Leadership, 3d ed. San Francisco: Jossey-Bass.

Weick, K., and K. Sutcliffe. 2001. Managing the Unexpected: Assuring High Performance in an Age of
Complexity. San Francisco: Jossey-Bass.

16 ° Culture'and Change Management



his chapter presents information on managing change and the results to be expected, and offers development
and implementation guidelines for correctional organizations engaged in large-scale cultural change. It lays
the groundwork for the next chapter on the APEX Change Management Model.

Barrier Points to Change Management

The most successful change management strategies take the human side of change management into account.
Studies of 1,500 organizations where 90 percent of change management failed took human motivation for granted.
In correctional organizations, virtually everything involves human factors; every new procedure involves changing
human behavior to at least some degree. If new standard operating procedures are not implemented or Prison Rape
Elimination Act (PREA) action requirements are ignored, poor change management execution is the first place

to look for the root cause of failure. Whether transforming entire systems or executing one-time interventions,
change management is a key performance determinant.

The five best change management practices have been identified and validated through research by Prosci, a non-
profit organization specializing in the study of successful change efforts. When Prosci founder Jeff Hiatt studied
Bell Labs engineering project failures, he discovered that most breakdowns occurred when all of the project
management milestones indicated they should not have broken down. Looking into the causes (using many of
the project analysis and process improvement tools available in the APEX Resources Directory Volume 1), Hiatt
discovered that 90 percent of project management failures occurred because of failure to recognize what he calls
the “people side of change.”

After testing, questioning, and conducting postmortems on these failed projects, Hiatt identified five barrier points
that are arranged in a hierarchy and that if not fully addressed in order, will exponentially increase the chance of
project failure. These rules for shaping human behavior to be able to create and sustain change apply universally;
the results coincide with the APEX best practice case results (Hiatt 2006).

Change management is unlikely to be successful without establishing the following:

m  Awareness. Everyone who is expected to implement or support the change must be aware of what is hap-
pening and why, what the intended result is, and what role each individual is expected to play in creating the
difference between the current state and the future state.

m Desire. Everyone who in any way can influence the outcome of the change effort must have the desire to help
make it happen. They must know what is in store for them if the change is successful and, conversely, if the
effort should fail. Desire cannot happen without first creating and firmly anchoring awareness. A complete
change management strategy will entail mapping out the entire organization of management team members,

Note: “Introduction to Change Management” was originally written by Tanya Rhone.
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staff, stakeholders, and anyone else who needs to support the effort. Those directing the change effort will
need to assess each member of the organization to determine who is and is not on board, how to best convince
those who are resistant, and how to develop a contingency plan to deal with their lack of support if it cannot
be obtained. Many a project, change effort, culture change initiative, and simple process alteration has been
derailed by an influential negative person. If the project is worth doing, this is worth addressing.

m  Knowledge. Those called on to implement the change must know not only what is expected, but they must
also have the knowledge to carry it out. Change efforts often begin with a facsimile of this element in the form
of a directive, memorandum, staff rollcall announcement, bulletin, or other type of proclamation. If the change
fails, it is often the case that those called on to carry out the order are not aware of what it really means to
them and the organization. If the first two barrier points are met, knowledge can and should be next. It is the
third barrier point that will block perfect execution.

m  Ability. Knowing how is the essential outcome of knowledge. Having the ability to carry out the change pro-
cess may involve personal training, instruction, on-the-job practice, mentorship, and/or coaching. Watching a
training video alone does not create competitive, world-class ability. People can be aware of what is required
and their personal role in the change, become fully engaged with the desire to do their part, and know what is
expected and how to do their jobs; however, if they lack the ability, resources, or infrastructure to carry out the
required change, the effort will likely fail.

m  Reinforcement. After the change effort begins, it needs continuous reinforcement. This comes in face-to-face
conversations between employees and their supervisors, from the senior official, and from those in the most
influential positions to make the message understood and real. Reinforcement is not a one-time requirement.
It must be done at least seven times and through different channels and media. Failure to reinforce a change
initiative is a barrier point that can kill the effort.

Prosci (Hiatt 2006) calls this the ADKAR model (Awareness, Desire, Knowledge, Ability, and Reinforcement).
Whether the change is a simple project management initiative or a complex culture change transformation, failure
to execute at any of these ADKAR barrier points will kill most change efforts. This applies to all projects that
require people to change what they are doing now and begin doing something different. As the previous chapter
demonstrates, people naturally resist change. Most change efforts in correctional organizations do not require
transformational change. Changing a standard operating procedure for intake or classification is not normally
expected to disrupt the lives of staff too much or encounter too many roadblocks, or even passive resistance. Even
in these cases, however, the five barrier points still apply (Hiatt 2006).

Kotter’s Eight Steps

Corrections best practices in change management that result in large-scale organizational culture change all appear
to take the five barrier points into account. In addition to the barrier points, these more complex change initiatives
include eight qualities or attributes. To varying degrees, and sometimes in a different order, all successful culture
change initiatives resemble an approach to successful organizational change suggested by Dr. John P. Kotter, a
Harvard Business School professor and organizational change management authority (Kotter 1996).

T
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Kotter’s eight-step process (Kotter 1996; Kotter and Rathgeber 2006) for successful change efforts is as follows:

1. Increase urgency. Behavior precedes attitudes. By creating a sense of urgency among influential stakehold-
ers, people can become “pumped up” and inspired to want to change. The sense of urgency gets people ready
to take action.

2. Build the change team. A Change Team is made up of people from each level within the agency who have
the skills and desire to make the effort succeed. Members should be the kinds of people who are credible,
have good reputations, and act as an extension of senior management.

3. Get the vision right. Establish a simple vision that focuses on

emotional triggers that explain what is changing and what the new Martin Luther King did not say,
desired state will look like, who will be involved, and what will “I have a change management plan.”
change. This vision should also explain what will not be altered, He proclaimed, “I have a dream.”

clearly defining the boundaries to exclude any unacceptably dan-

gerous strategies and setting the stage for making the vision a reality

in the most effective way. This vision message can be articulated in a “1-minute elevator speech” or in two
short sentences. Make the statement emotionally powerful enough to touch stakeholders’ heartstrings.

4. Communicate for buy-in. Engage as many people as possible. Communicate the essentials simply in a way
that appeals and responds to people’s needs. Do the homework to understand what people are feeling and ad-
dress their needs with simple, heartfelt messages. Use different channels that declutter communications and
leverage technology. The goal is to create awareness and a desire to change at the gut level. Symbols speak
loudly in this type of communication and repetition is important.

5. Empower action. Remove obstacles, enable constructive feedback, and build opportunities for senior man-
agement to provide support. Provide the training, knowledge, and skills employees need to make change
happen because without the ability to do what is expected, it will be impossible for employees to make the
desired change. Commitment will increase in relation to the opportunity to contribute.

6. Create short-term wins. Set easy-to-achieve, bite-sized goals and a manageable number of initiatives, be-
ing careful to complete current stages before starting new ones. Encourage broad participation that assigns
responsibility for outcomes and holds individuals personally accountable for results.

7. Do not let up. Encourage ongoing progress reporting on achieved and future milestones that focus on tangible
performance gains and concrete proof of effectiveness.

8. Make change stick. Continuous reinforcement from both supervisors and senior executives is critical to sus-
taining any change effort. Tolerating low commitment to change is an invitation to mediocrity that inhibits the
process of weaving the desired change into the culture. Continuous reinforcement through frequent communi-
cation with staff is an effective way to make the change stick.

Much of the good, qualitative information used to inform a strong change management strategy comes from un-
derstanding stakeholder positions. One desired outcome of the stakeholder analysis is to understand the problem
landscape of change resistance. John Kotter (1996) offers this guidance for engaging stakeholders:
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1. See. They must visualize the problems and successes during the change process. Dramatic, compelling

situations must be experienced, captured, and shared.

2. Feel. When people see something new that is compelling to them, they have a visceral response that reduces

negative emotions, complacency, and cynicism.

3. Change. Emotionally charged ideas change behavior and reinforce that change.

HERE’SWHAT’S IN IT FORYOU

When holding initial discussions with stakeholders, it is important to acknowledge all of their ideas.The trap
to avoid is creating the impression that all wishes can come to pass. Instead, internal and external stakeholder
interactions are aimed at engaging interested parties in a variety of ways with custom-designed messages to
prepare the ground for the change effort. The object is to convey the change messages and collect informa-
tion to build support. The message is: “Here’s what’s in it for you.”

Considering both the Kotter literature (Kotter 1996; Kotter and Cohen 2002; Kotter and Rathgeber 2006) and

the Prosci ADKAR model (Hiatt 2006) in light of the corrections best practices that were studied to develop the
APEX Guidebook series, a correctional model for large-scale organizational change begins to emerge. This model
can guide cultural transformation, resulting in an organizational climate capable of yielding higher performance
and limited only by the resources and resourcefulness of the senior management team.

Summary

Organizations that want to change but do not take the human side of change management into account are statisti-
cally more likely to fail than those that invest in the human side of the organization. Prosci (Hiatt 2006) identifies
five key factors that management needs to focus on when considering the human component: awareness, desire,
knowledge, ability, and reinforcement. Failure to consider these factors constitutes a barrier to success. Kotter’s
(1996) eight-step process includes the following qualities or attributes of successful organizational change: creat-
ing urgency, building a Change Team, getting the vision right, communicating for buy-in, empowering action,
creating short-term wins, not letting up, and making change stick. The next chapter introduces the APEX Change

Management Model.
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he APEX Change Management Model (see exhibit 2) is a systems approach to changing organizations. It

works as a roadmap for navigating organizational change efforts leading to the high-performance organiza-

tional culture introduced earlier in this book. It is based on the current literature and best practices for orga-
nizational behavior change, especially the most successful practices found in correctional operating environments
for implementing new policies and practices that improve performance and large-scale cultural change. What fol-
lows in this chapter is a systemwide approach to change, recognizing that each part of the organization is affected
in the short term and long term by intervention efforts. This chapter will examine this change management process
and its applicability to the field of corrections.

Exhibit 2: APEX Change Management Model

o Plan and Assess

Define the Goal
Stage

Organize for Results
Stage

Stage Plan the Implementation Strategy

Soe Implement the Change Management Plan

Sustain the Change Effort
Stage

Changing a correctional culture can be an enormous undertaking. The magnitude of disruption caused by altera-
tions in work relationships, mindset shifts, stakeholder involvement in operations, exposure to risk, potential
productivity increase, distraction from routine duties, or plain hard work usually exceeds anything else that can be
planned. The APEX Change Management Model reduces the risk of large-scale culture change project manage-
ment failure and increases both the speed of change transition and the agency’s ability to sustain the effort over the
long term.

Chapter 4: APEX Change Managemer'{t Model - 21



Stage |:Plan and Assess

Thorough preparation and planning consider the organization’s operating environment, the conditions requir-

ing change, and the agency’s readiness to accept change. This work leads to more efficient, complete, and faster
change implementation and increases the chance for long-term sustainability. Correctional agencies assess their
current organizational performance using quantitative and qualitative data-gathering methods; using both methods
will give a more comprehensive picture than if either one is used alone. Both are valid sources of information and
require time for data gathering and analysis. Qualitative data such as focus group results and employee surveys are
descriptive and lead to more nuanced interpretations. Quantitative data such as the APEX Screener are definitive,
numeric, and open to statistical analysis. In stage 1, all of these data are separated into two distinct parts: informal
assessment or screening, and readiness determination.

Informal Assessment

Something always causes a correctional agency to think about changing. The stimulus may be as basic as a policy
update to incorporate new requirements, a practice that should begin or stop, or a process that has grown inef-
ficient over the years. Stronger incentives to consider change might derive from the way the agency is organized
to achieve its mission, a reorganization mandated by legislation, a problem affecting a broader community of
interests, or a difficult set of circumstances drawing attention from outside the agency (e.g., the requirements of a
legal settlement). Perhaps the decision to consider change is both new and internal, as in the appointment of a new
director or chief, or a requirement to conform to an evidence-based practice that leads to the conclusion that the
easiest way to adopt it is to change something. Change efforts can also come about as a result of going through an
assessment, audit, or accreditation process. Whatever triggers a discussion about change, the wise thing to do first
is to assess the agency in a variety of areas. The APEX Public Safety Model (see exhibit 3), with its eight do-
mains, and the APEX Assessment Tools Protocol offer correctional agencies an ideal set of tools for this analysis.

Agency Self-Assessment

Agencies have many channels in which to complete self-assessments. These include such familiar processes and
studies as:

m  Policy reviews.

m  Work process reviews.

m  Security audits.

m  Staff or stakeholder surveys.

m  The APEX Screener, Organizational Profile, and Inventory.
m  Other assessment instruments.

These assessments focus on one or more areas needing resolution or improvement. They are often effective for
what they are intended to accomplish; however, no single review, survey, or audit is designed to cover all of the
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Exhibit 3: APEX Public Safety Model

Organizational Culture

Results

Measurement, Analysis, and Knowledge Management

Note:The vertical, two-headed arrow pointing from the measurement, analysis, and knowledge management domain to the rest of the domains
illustrates its foundational nature.The other two-headed arrows indicate the importance of feedback—a critical component of a higher performing
correctional agency.

domains useful to corrections (except for the APEX Assessment Tools Protocol). The objective of assessment is to
find and analyze all of the quantitative and qualitative data available to make informed decisions on the feasibility
of successful change and how to approach it.

Assessing Readiness To Change

Nobody likes change like a wet baby.

—Mark Twain

Assessing readiness to change is one of the most essential tasks to complete when change is first contemplated.
Data-driven decisions and evidence-based practices should shape a well-executed preparatory planning phase to
gauge the feasibility of going forward with the change effort. In some cases, the status quo is a better position than
a failed culture change initiative that is laden with ill will among staff, stakeholders, and the leadership team. Ul-
timately the planning effort leads to a go or no-go decision, in which “go” indicates a high probability of success
and “no go” signals that the risks outweigh the likelihood of success.

Assessing readiness becomes more critical when the main driver of change is public or political pressure to “do
something.” This can build a sense of urgency, but it should not be at the expense of readiness preparation and
planning. In one case, public outcry grew so loud and influential that silencing the media became the action driver,
leaving little time or patience to develop readiness for any changes.
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Examining Current Policies and Operating Practices

Scrutinizing current policies and operating practices provides data that will reveal the current organizational
landscape. The end result may be a list of problems, opportunities, concerns, and consequences that offer data on
current policies and practices. Consider all of the policies and practices that drive and restrain the change effort,
such as:

m  What guidance documents affect or are affected by this initiative?

m  What might the proposed change effort impact?

®  What policy issues could drive the necessity for change?

®  What policy issues could potentially discourage change?

m  What operating practices have caused the agency to undertake the change effort?

m  What operating practices represent major roadblocks to success or require careful risk assessment?

Reviewing Outside Information Sources

The National Institute of Corrections (NIC) offers a host of free and easily accessed off-the-shelf information
resources and agency knowledge of correctional practices, as well as some histories of the results of change initia-
tives in different jurisdictions. It is important to document everything that is reviewed and the lessons provided

by each case analysis. Organizing this material in some way, such as in a table, saves reviewers and other team
members the painstaking task of rereading each best practice summary.

Other resources to check include think tank research from the Bureau of Justice Statistics, Pew Charitable Trusts,
Pew Research Center, Urban Institute, Vera Institute of Justice, Council of State Governments, and other organiza-
tions that offer relevant information, reports, and data at no cost that are accessible online. Professional organiza-
tions, including the American Probation and Parole Association, American Jail Association, Association of State
Correctional Administrators (ASCA), and American Correctional Association also provide applicable information.

APEX Assessment Tools Protocol

The APEX Assessment Tools Protocol includes the APEX Screener, the APEX Organization Profile, and the
APEX Inventory. These self-assessment tools are based on the APEX Public Safety Model and the Baldrige
Performance Excellence Program; they provide correctional agencies with a durable framework for guiding, plan-
ning, and assessing their performance and results in challenging and rapidly changing times. The agency is solely
in control of how the data are used or shared, with no expectation that they will be shared with NIC or any other
entity.

m The APEX Screener is a brief, self-administered survey that looks at organizational readiness for change.
This Excel-based survey can be filled out by agency management and staff. It includes 24 items that help
focus discussion on organizational preparedness, readiness for change, and performance in the APEX Public
Safety Model domains.

s
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m  The APEX Organizational Profile looks at the organization’s operations, environment, relationships, and
situation. This series of questions provides a vehicle for review, analysis, and targeted discussion. As the
agency'’s leaders and staff respond to the questions, they learn about the organization and identify gaps in data,
knowledge, and performance measures.

m The APEX Inventory is a more comprehensive assessment of the eight APEX domains and evaluates the
organization’s readiness for change more thoroughly than the APEX Screener. The questions are designed to
let the executive team have focused discussions on how the agency is performing in the eight APEX domains
and how ready it is to begin a change process. The questions also provide enough information to enable the
agency to create a systemic performance improvement implementation plan.

These tools provide a comprehensive, systems-based picture of how

the organization operates in the eight domains, and they inform the More information on these assess-
development of a plan to improve performance. Agencies can choose ment tools can be found in the APEX
to use only the tools they wish and base their implementation plans Guidebook series book “Applying

on the information gathered by those tools. Once an agency starts to the APEX Tools for Organizational
implement changes, the assessment tools can be administered again to Assessment,” available at NIC’s Infor-
check progress. mation Center, http://nicic.gov/.

Most correctional organizations use measurements to track and report on their performance, and many of these

are excellent sources for assessing culture change readiness. One of the more rigorous sets of performance indica-
tors is ASCA’s Performance-Based Management System (PBMS). PBMS is a primary correctional benchmark for
performance standards, measures, and common definitions of key indicators, with counting rules. Using it enables
member agencies to compare “apples to apples” when comparing their performance on certain measurements with
similar agencies. The APEX Resources Directory Volume I contains lists of assessment tools for each of the APEX
Public Safety Model domains and for change management.

These types of documents were important at the time they were created and it will be useful to review them. Even
though people often feel that the present is unique, much can be learned from the agency’s history. The current
culture, designed to perform as it is performing right now, was created by both current and former agency staff,
structure, and culture. The review of previous strategic plans, goals, measures, outcomes, and audit results cannot
be taken lightly. The results of these reviews should be documented.

Sometimes the qualitative review turns up some strong audit findings or a recent strategic plan that includes
well-thought-out outcome measures linked to processes and results (such as a Kellogg Logic Model). There may
also be a few gold nuggets among the best practices. Additional sources of information to consider include focus
groups and surveys.

Focus groups. Focus groups can help meet two needs essential to managing change. They are a good way to con-
nect with stakeholders to inform them and seek their input, and they collect subtle messages about where support
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and resistance lie. These are important because people support what they help to create; they like to be involved
early on in a change effort, and the change management strategy needs intelligence. Some questions to consider in
the stakeholder analysis include:

m  Who are the most critical stakeholders relative to the planned change?

B Who has an interest in keeping things the same?

®  Who has an interest in changes?

m  Who will resist the proposed changes? Why?

m  What is the priority order for communication with each stakeholder/group?
m  Who will be supportive and willing to carry the message out to others?

Surveys. Surveys collect objective data, and they also tell stories and send messages, which are considered quali-
tative data. They can be used to gauge resistance, support, the magnitude of problems, and the sources of deter-
rents not yet identified.

Determining Readiness for Change

Readiness is defined as how prepared people and organizations are to take on something new, answering questions
such as:

m Are employees open to new ideas and will they support innovations?

m  How does previous experience with innovation affect the change now being considered?
m  Will the change being considered create new requirements?

m  Will internal or external pressures affect attitudes toward the potential change effort?

m  What level of trust exists in the organization?

Most of the answers to these kinds of readiness-determining questions spring from the leadership style and phi-
losophy of the agency and its senior team. If the senior team is open to an evidence-driven discussion about these
kinds of issues, the organization is heading in a positive direction and toward an informed readiness assessment.
Other considerations described below include (1) demonstrating leadership commitment, (2) garnering external
support, (3) safety and security considerations, and (4) gauging agency capacity for change.

Demonstrating Leadership Commitment

Leadership commitment is critical to the success of any change effort; without it most efforts fail. Commitment is
demonstrated through words and actions, such as providing resources to support the change process, demonstrat-
ing willingness to change personal behavior, building trust in the organization, or promoting a common vision of
the future state embodied in the change effort. If leadership is committed, the entire correctional agency senior
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team plays an active role in communicating, directing, and championing this culture change. This means they
must support and practice everything that is expected of the workforce. If senior management ignores the mes-
sage in the vision statement, or “doesn’t walk the talk,” the change management initiative will fail and widespread
cynicism will develop. The requirement for leadership commitment is simple: visibly engaged leadership 24 hours
a day, 7 days a week. The same principle applies for the rest of the management levels in the organization. Middle
managers and supervisors are just as responsible as senior executives and leaders for demonstrating that they value
and support the change effort.

Garnering External Support

Correctional organizations operate as part of the larger environment in the public sector. Consequently, change
efforts must consider legislation and regulations, political implications, governance structures, legislators, the
courts, citizens, the supervised population and their families, the media, advocacy groups, labor unions, and the
general public. Successful planning means determining how the change will affect different parts of the organiza-
tion’s external environment and identifying opportunities to obtain the support of these stakeholders. The consid-
eration of external support for (or opposition to) the change effort should include a realistic and frank discussion
about readiness. This is not a time to be artificially positive; instead, all stakeholders should look honestly at the
whole landscape of problems and opportunities.

Safety and Security Considerations

A critical part of readiness for change in correctional agencies is to determine whether or not the agency is “doing
corrections right.” This means that the basic elements of safe and secure supervision and settings are in place and
functioning well. These include:

m Management of public, client, and staff safety and security procedures.
B Management of individuals and populations under supervision.
m  Management of control, operations, and security of correctional environments.

If an agency does not perform adequately in these three areas, the first steps on the APEX journey need to be
identifying the gaps and dealing with the deficiencies. Once the agency is “doing corrections right,” then further
change can be contemplated.

Gauging Agency Capacity for Change

The APEX Change Management Model cannot work if the organization is not ready for change. Determining
readiness for change will also help to manage the change effort in stages 2 through 6; however, in stage 1, “readi-
ness determination” is just that. If the organization is not ready for change, the probability of failure is great. Un-
fortunately, an organization that operates in a transactional, low-risk, high-control culture is less able to confront
the difference between current and desired states, and is less able to act rationally and use evidence and data for
direction. For this reason, the change readiness decision needs the engagement of the entire Change Team, Steer-
ing Committee, Change Leader, and senior leadership in reaching a realistic consensus. Readiness considers the
overall organizational climate for undertaking a change effort without hurting itself.
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PREDICTING FAILED CHANGE EFFORTS

Most failed change managements happen in a predictable way: Management proclaims a change edict of some
kind, posts a notice, announces it at an all-hands meeting, and expects it to happen. Middle managers and su-
pervisors are left to figure it out on their own. Influential staff may not be in agreement with the change. Even
if they agree, they may lack the experience, knowledge, understanding, or ability to implement the change.
Middle management feels the pressure to perform the change from the “top” and intense resistance from
their direct reports at the “bottom.” This is not an especially fun place to be.Typically the change program
flounders at this point.

When considering its organizational capability to make desired changes, an agency must ask the following ques-
tions: Are the staffing level, funding, and physical plant potential assets or deterrents, and to what degree? Are
resources available to implement the change? Examine the workspace, equipment, technology, staff capabilities,
and training. During a change effort, two types of work run simultaneously: (1) normal day-to-day operations and
(2) change activities. Job roles may need to be adjusted, so an agency must consider the impact of this level of
commitment. Many people (often the least dispensable and most important ones) will be asked to do double duty
by working hard on the change initiative at the same time they are required to keep the operation flowing and to
work on long-term transitional activities. Some people may temporarily work on the change effort up to 100 per-
cent of their time, so their normal workload will need to be done by someone else in the organization or it may be
outsourced. Basic skills training, space arrangements, technology, or equipment upgrades may be required. Part of
readiness determination asks if adequate levels of support will be there when needed.

Is the senior team ready to stand together, and is the team committed to working collaboratively and moving

the correctional agency forward? Is the agency “doing corrections right”? If either answer is no, more work is
required to prepare for another run at the change effort in the future. An early answer of “no” is not negative, as it
spares the organization embarrassment and disruption. In fact, doing nothing is a viable option and, in this case,
failing at a major cultural change initiative is often worse than not attempting it. “No” means “not now,” but it
should also be a pledge to move the change into the future and then to create the conditions that will make change
possible. If the answer is “yes,” the organization should take the risk and move toward higher performance, and
move to stage 2.

Stage 2: Define the Goal and Objectives

The second stage of the change management model documents what was done in the planning stage to define
the goal of the change effort. Correctional organizations are almost always high-reliability organizations, so the
change will inevitably bring some resistance. This makes it especially important to define the goal. Dig deeply to
define the primary issue, problem, or situation that must change, as follows:

m List the aspects and considerations of the goals and objectives of the change effort. Identify why change from
current operations is necessary.

m  What does the new vision for the future look like? What practices, behaviors, processes, opinions, and results
will change, and why?
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m  Who is affected? How will the change affect them? Whatever the focus of the change effort, whether it is
internal to the agency or involves outside stakeholders, it will require changes in behavior.

m  How will the agency know when the goals and objectives are attained? How will success be measured? Ulti-
mately, success will be measured according to the completeness and sustainability of the change, so what will
that change look like?

Express the change goal and vision for the future in a statement that can be understood at every level of the
organization and by key stakeholders. This is the message that explains what is going to change and why it is
important, in a way that is relevant to the agency’s environment. The rationale for change should resonate with
people both psychologically and emotionally as well as in a commonsense (program, business, legal, or regula-
tory) perspective. Data supporting a future need or trend that requires change are helpful here. Possibly a situation
is brewing or is already out of control, which can help agency leaders demonstrate the need for action. A cause for
change with a higher moral purpose, such as serving others better or saving lives, will generate stronger support
than one that appeals simply to administrative necessity.

Clarify what is not going to be addressed. Determine what is negotiable (program offerings) and what is not
(safety and security). The specific content of the change message needs to have “stickiness,” a memorable quality
that keeps it active in the mind. The message has to be worthy of passing on. Often the initial message has to be
modified and repackaged before the right amount of stickiness is achieved.

Finally, the message needs to be simple enough to deliver in one “elevator ride.” Creating this message is pains-
takingly hard because it must be perfectly clear. When it ends, the stakeholder should want to help make it all hap-
pen. More information on crafting messages for various stakeholders can be found in chapter 6: “Communications
Planning during Change.”

Stage 3: Organize for Results

Undertaking a major change involves the entire senior management team and the commitment of senior lead-
ership, and completing it requires the engagement of not just one or two senior leaders but a team of people.
Sometimes even minor change efforts will benefit from a scaled-down version of the roles of the Change Leader,
Change Team, Steering Committee, and Intervention Teams.

Change Leader

The correctional agency’s most senior official must take responsibility for getting the change done or delegat-
ing that authority to someone else. Sometimes the role of Change Leader is filled by the most senior executive in
the agency. At other times someone is appointed to act as his/her alter ego, viewing the change with a different
perspective and acting in the organization’s best interest to allocate resources, negotiate with stakeholders, and
manage the complex interactions that will occur. The Change Leader is the key staff person with the authority to
implement changes; usually the CEO or director delegates primary responsibility to this person to help plan and
orchestrate the change. This typically requires:
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m  Selecting the Change Team members or participating with the most senior leadership in team selection.
m  Organizing the initial organizational assessments to identify strengths and gaps.

m  Orchestrating the development of a plan to help the organization meet its goals and ensure successful perfor-
mance improvement.

m Informing senior management of the status and progress of the change effort and ensuring their support to
break down barriers, provide necessary resources, or reinforce communication.

m Challenging the management team when the evidence suggests that the process or any part of the organiza-
tional effort is faltering.

m Actively contributing to decisions affecting the organization.

m Providing guidance to the team on technical issues, quality improvements, strategies and methods, identifying

consulting support, etc.
m Acting as a coach and confidant on behavioral and personnel issues.
m Managing specific projects that extend from the overall change management project.
m  Proposing and organizing educational activities.
m  Developing and managing a network that supports the change process.
B  Advising the Steering Committee and seeking their support as necessary.
m Finalizing and adjusting the implementation plan.
®  Managing the change plan and process.
m Developing action steps.

m Developing implementation strategies.

Change Team

The Change Leader needs an integrated team to support the effort; that is, a group of trusted minds who can do the
analysis and, if necessary, the arm twisting—a Change Team. Members should be well connected, interpersonally

competent, and diverse, representing different disciplines and levels in the organization. The team’s composition
may include clients/offenders, partners, community leaders, and those who are interested in and can impact suc-

cess. The Change Team decides how the change is managed and who is involved in planning and implementation.

Their success requires time, flexibility, and control over priorities to operate effectively. The team is made up of
people who can influence others and who keep the endeavor alive. They are trusted and respected, able to com-
municate effectively, knowledgeable about how things really work, familiar with the culture, and should have
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patience and persistence. Above all, each person on the Change Team must be willing to be changed personally. In
his book, The Tipping Point: How Little Things Can Make a Big Difference, Malcolm Gladwell (2000) identifies
three types of people who wield significant influence with others:

m  Connectors. A handful of people who have an extraordinary knack for making friends and acquaintances.

m  Mavens. These individuals spread the word throughout the organization about the change efforts because of
their knowledge, social skills, and ability to communicate.

m  Salesmen. These individuals have an indefinable trait that goes beyond what they say, which makes others
want to agree with them.

Finding the 20 percent of people who can make 80 percent of the difference is the best way to get started. Identi-
fying and engaging the connectors, mavens, and salesmen within the culture will take the change effort forward
exponentially. As this group expands and exercises its considerable influence, others in the organization will fol-
low, embrace the change, and make it happen.

The most effective Change Teams are not hierarchical; rather, they tend to follow a transformational approach

to organization and leadership philosophy. Everyone has an equal voice as questions are debated and discussed.

It takes time for everyone to express their concerns and ask questions. Evidence-based practices and data-driven
decisionmaking are the rule, not the exception. Consensus should inform the rationale for change and the strategic
approach.

In a large-scale change effort, the Change Team may be tasked with providing oversight and coordination of the
Intervention Teams.

TIME MANAGEMENT

Wise leaders know that those involved in these change effort roles, especially the Change Leader, will need
some time away from their usual duties to accomplish the work of the change effort. Time management
can become a big problem if the Change Leader has a senior operations role such as a deputy warden/chief
or above and some duties are not reassigned during the change effort.Time spent on the requirements of

reflection, analyzing, planning, collaborative work, training, coaching, marketing, problem solving, brainstorming,

conducting focus groups, and conducting interviews is critical to the success of the change effort.

For larger change efforts that impact the entire organization, a Steering Committee is needed to support the
Change Team and to be available to run interference if necessary. This is especially helpful when the senior
management official is the Change Leader and the main champion of the change effort. The Steering Committee
is often composed of managers from across the organization, labor leaders, and staff members who are influential
with their peers and are considered informal leaders; it may include people from the county board, Governor’s of-
fice, and key stakeholder groups (community agencies, advocacy groups, think tanks, academia, etc.).
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Intervention Teams

Intervention Teams can be charged with different tasks. If a large-scale change is occurring, a number of Interven-
tion Teams may take responsibility for researching and developing implementation plans in each facility or office,
realizing one of the vision points that comes out of the larger change vision, or handling one of the objectives

in the implementation plan. In a single-intervention change or when creating a change in one facility or for one
policy, the Change Team may do the above tasks as a part of its work so there will be no need for an Intervention
Team.

Engage the Change Team

These hand-picked individuals, known for thinking on their feet and operating with high levels of maturity, will
model the way people should act when the culture change is finally complete. Managing them as a model team
requires that they have clear expectations and goals with a minimal degree of oversight. This allows the Change
Team to meet the outcome and results requirements set by the Change Leader and Steering Committee with as
much creativity and innovation as the circumstances allow. When the change effort is aimed at increasing data-
driven decisionmaking, evidence-based practices, productivity, creativity, and innovation, using transformational
leadership practices with the Change Team is essential to avoid micromanagement—the antithesis of the change
effort’s aims.

The Change Team will usually require an exclusive, uninterrupted period of time to “gel,” build, set norms, and
plan. A 2-day offsite meeting with an experienced facilitator can jump-start this development. The team must
determine its own meeting schedule and decide how it will communicate internally for project management con-
trol. Team members will need preapproved release from daily tasks. Commitment to this resource will serve the
organization in the long run.

Change Effort Tasks

Among the tasks that the leaders of the change effort identified above must undertake is the development of a
communications plan to publicize the effort to three groups critical to its success: stakeholders (both internal and
external), managers, and employees. The communications plan should inform these groups about the change ef-
fort, address their hopes and concerns about the changes that will occur, and garner their support.

Communications Plan

Initial Change Team assignments often include the development of a communications plan. A stakeholder analy-
sis (part of the communications plan) involves the identification of the entire universe of internal and external
stakeholders who could be affected by the change and who could potentially have any interest in its outcome; it
also involves choosing key stakeholder groups to focus on. Stakeholders can bolster the likelihood of successful
implementation, but mishandling their influence can derail the effort. In this assessment, the object is to reach a
subjective determination of each stakeholder’s interest in the desired change result, the likelihood of support, and
the message and resources that would be required to gain it. Detailed information on developing a communica-
tions plan and performing a stakeholder analysis can be found in chapter 6: “Communications Planning during
Change.”

32 « Culture'and Change Management



THE IMPORTANCE OF SUPERVISORS

Internally, for most organizations, supervisors are the most crucial early stakeholder targets. Frontline em-
ployees look to supervisors for direction and support, and every supervisor should be engaged early on.

Use an organizational chart to plan initial discussions with middle and upper management who are not part of the
Change Team or Steering Committee. The Change Leader must be able to rely on this advice about whom to talk
with and which individuals and groups will handle the interaction. Ideally, the conversation is best carried out by
the person who has the most influence with each individual. In most cases, the immediate supervisor is best. Color
code the individuals on the chart to show those who are expected to be or are already on board with the change,
those who can become advocates with influence and education, and those who can potentially disrupt or delay

the change effort. The Change Team should meet with the Change Leader and Steering Committee to discuss this
analysis and plan for how to best deal with the possible detractors.

AVOIDING TORPEDOES

This may sound harsh, extreme, or even Machiavellian; however, it is anything but. Many a change effort has
been torpedoed by a discontented manager. Negative influences must be taken into account and contingency
plans to deal with these influences need to be set in place as part of a successful strategy.

Once the stakeholder analysis has been completed by the Change Team, gather additional information from key
stakeholder groups. For each group, ask three diagnostic questions: (1) What does high performance mean to
this group?, (2) How would the group know and how would the organization know if it was a higher performing
organization?, and (3) How would this change effort affect the group’s expectation of high performance? These
questions will clarify and provide input for issues such as why a change is needed, who will benefit from it, how
the benefits will be measured, what will change, who will need to change, how the change will occur, and who
needs to be involved in the change effort.

Encourage employee participation that keeps everyone engaged. This is important because evidence-based prac-
tices generate good ideas and pragmatic thinking throughout the organization. The goal is to encourage ideas from
everyone at every level. Engagement builds buy-in.

Identify logistical and behavioral barriers and establish a contingency plan for effectively neutralizing them. The
trap to avoid is the assumption that hope alone can be an effective change management strategy, allowing the
luxury of ignoring pockets of resistance without developing contingency plans to address them. The Change Team
is the primary advisor to the agency on anticipating and dealing with these contingencies. Typical roadblocks in-
clude lack of trust, low credibility, lack of a shared vision, inadequate middle management and supervisor support,
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STAKEHOLDER ENGAGEMENT

As a part of the initial preparation for undergoing a major change effort, a correctional agency’s Reentry
Committee identified those in the community who would be impacted by the introduction of a comprehen-
sive reentry program, including:

B Nonprofit agencies that dealt with housing, employment, adult education, and human services.
B The Departments of Mental Health, Labor, and Social Services.

B The courts.

B Local law enforcement.

B Families of the clients/offenders.

B Advocacy groups.

B Volunteer groups.

A series of meetings helped to involve these groups in planning for the reentry program. Stakeholders were
invited to help develop the vision of the new program and how it would operate. Establishing these engage-
ments early in the planning process helped to generate good will and cooperation from all of these stake-
holders, as they felt their concerns were ultimately reflected in the decisionmaking for the program. Both
external and internal stakeholders realized that they were working toward mutual goals: successful transitions
from the institution to the community and a safe and secure community.

These types of support efforts, which involve key stakeholder groups, can help an agency avoid surprises as it
moves through the change effort, and can lead to the development of alliances that can facilitate and sustain
implementation.

inadequate staff and organizational capacity, a political or territorial climate, ineffective sponsorship from the ex-
ecutive team as a whole, impulsiveness or lack of patience, ineffective communication, failure to commit adequate
resources and time, failure to recognize and acknowledge positive behavior, and “double speak”—not walking the
talk about empowerment or other professed agency behavioral values.

Stage 4: Build the Detailed Implementation Plan

The implementation plan is a detailed project management tool that is designed by the Change Team to help the
agency manage and monitor project milestones and achieve the goals of the change effort. This adaptable plan
should convey urgency, the kinds of innovation required, the level of complexity involved in thorny issues, and
the sensitivities that are unique to the organization’s environment or culture. An implementation plan needs to be
designed in a realistic way so that it will help people throughout the organization clearly understand their roles
and responsibilities during implementation and beyond.
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CONTINGENCY PLANNING TO DEFLECT RESISTANCE

If change is not managed effectively, it is common to find passive and active resistance, incomplete implemen-
tation, workarounds, reverting to undesired behavior or the old way of doing things, low morale, decreased
productivity, turnover of valued employees, disinterest in the current or future state, arguing about the need
for change, absenteeism, and ultimately the failure of the change management effort. Careful contingency
planning will enable the Change Leader, Change Team, and others engaged in the change effort to deal with
obstacles as they arise and reassure all stakeholders that this change effort is solid and will be implemented
effectively.

The development of the vision for the change effort gives people a chance to weigh in on the creation of a picture
of what the new way of doing things will look like in the future. The clear definition of each point in the vision
helps people see what they are working for, enables the Change Team to stay focused on the desired outcomes,
and allows the agency to know when they have achieved successes (both in the short term and over time).

Different strategic planning methods are available for agencies to use to create their implementation plan. Key
steps that need to be included are:

m  Scan the environment to gain understanding of the forces in the social environment that can affect the agency
and its change efforts.

m Learn from the organization’s history and any previous change efforts to identify themes or issues that can
affect the current change effort.

B Analyze the current state of the agency and begin to identify the practices, policies, and rules that are working
well and those that are no longer needed, and where there are gaps that need to be filled.

m Create an agreed-upon vision of the most desirable future with a clearly defined set of vision points that de-
scribe what the organization will look like when the change effort is successfully implemented.

m Develop detailed action steps for each vision point, including who is responsible, resources needed, timelines,
goals, objectives, measurements, and desired outcomes.

m Create a plan to communicate the implementation plan, its various action plans, and progress as goals and
objectives are achieved.

m  Engage others in the change vision and action plans for implementation.

Engaging leadership, staff, and key stakeholders in the strategic planning process allows diverse perspectives to
be acknowledged, all aspects of the organization to be represented, and many voices to participate in the decision-
making process as the implementation plan develops. A variety of participative planning methods can be used to
develop the implementation plan, including the Search Conference (Rehm et al. 2002), The Conference Model
(Axelrod 2010), Whole-Scale Change (Holman, Devane, and Cady 2007), and The Future, Backwards (Cognitive
Edge 2006).

Chapter 4: APEX Change Management Model - 35



The objective of the plan is to provide a level of detail sufficient to manage the implementation effectively. Too
much detail can stifle the creativity of those working on the implementation plan. The plan needs to be adaptable
because it will change over time as the organization learns and experiments and as factors in the social environ-
ment (e.g., new legislation, change in political leadership) require changes. The trap to avoid here is losing sight
of what the change effort is intended to achieve. The plan should keep that end in sight. Key stakeholders need
to become advocates; managers, supervisors, and line staff need to get on board; progress needs to be communi-
cated; and achievements need to be measured.

Stage 5: Implement the Change Management Plan

The implementation of a change management strategy that involves culture change is much like painting a build-
ing. Inexperienced painters might undertake their first job by slapping on a coat of paint and calling the job
complete, only to find blistering, peeling paint on the walls after only a few months. They learn that front-end
preparation is the key to success, that scraping to remove the old loose paint puts them in touch with problems on
the surface that must be addressed before the final painting can begin. Further sanding and stiff brushing reveal
more surface vulnerabilities that would have ruined the job if
left unattended. When the seams are caulked and the surface is

; ; ; prepared with the correct grade of compound, then the walls can
More information on strategic plan-

ning methods can be found in the
APEX Resources Directory Volume .

be primed and the painting can begin. If painting is a metaphor
for APEX change management, the final paint application is the
implementation step. If the front-end work was executed thor-
oughly, stage 5 is much like executing any project plan.

In running the project, the Change Leader should rely on the Change Team to monitor and track progress on ac-
tion steps. Failure to account for results will destroy a project. For every result there is an outcome that is made
possible by an output, produced by a process or action, and fueled by resources (including people), which creates
enough inputs to complete the activities. These action steps—each one leading to the next—should be anticipated
and documented in the change management project plan.

Everyone in the agency should know where every phase of the change management effort stands. This is impor-
tant for two reasons: (1) the entire organization suffers in the event of a failure in any Implementation Team and
(2) everyone wins when everyone succeeds. Rumors carry the results of failures whether or not results are posted,
so sharing all results is sending the message that data are highly valued and used. One way to communicate what

MOVING FORWARD

Some agencies create symbols of change that provide visual images to signify a new future. Others hold
funerals to bury their old ways, honoring them for their contributions so that they can move on to reinforce
the new future. Many successful change efforts provide people with “proof points” as soon as possible to
validate progress, such as finding people who are doing small things right and crediting them to the change
effort.As wins are gained, Change Team efforts expand toward progressively more difficult tasks and issues
that begin to stretch and challenge people without overwhelming them.
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is happening during a change effort is to create a scoreboard where progress and results can be posted for staff and
others to see. Using a common scoreboard to display progress can help everyone see the progress, understand the
challenges, and realize that success is occurring.

A vibrant communications plan is essential to keep information flowing during implementation. Messages that
are tailored to each stakeholder group and their special needs will disseminate information about implementation
quickly and effectively. In addition to communications between each employee and his/her immediate supervi-
sor, other resources can be used to communicate with staff. Large “all hands” or townhall sessions, newsletters,
announcements, opportunities linked to other popular activities, e-mail blasts, and letters personalized with office
addresses or even home addresses are some strategies that agencies can use. The communications plan reinforces
the “what’s in it for you” message by targeting the specific message to each individual or stakeholder group.

The importance of communication—telling people why this change is happening and why it is happening now—
cannot be overstated. People who clearly understand what is going on are less likely to resist change and more
likely to accept and even embrace the change effort.

Once changes become a part of the organization’s culture, they tend to stick. They are no longer considered
“something new” but simply “the way we do things around here.” The changes must be woven into the fabric of
the culture to make them compatible with the organization’s values and policies.

When the new way of doing things is outside of the agency’s norms, values, or policies, these need to be exam-
ined and may need to be revised. If one of the values involves the maintenance of the status quo, changes will not
be lasting. It may not be articulated exactly that way, but it will still have a negative impact. If an agency policy
allows female officers to work with female offenders only, and one of the proposed changes is to match people’s
skills, abilities, and knowledge with their assignments, there could be a conflict with that policy. For example,
the only officer in a facility who speaks Chinese may be female. If a male who speaks Chinese is incarcerated,
she may be the only one who can communicate well with him. Through review, that policy could be rewritten to
reflect the change.

Sometimes the old culture is not compatible with the changes. Even minor inconsistencies between the culture
and the changes need to be dealt with before the new way of doing things can be fully integrated into day-to-day
operations. Correctional agencies are known to come from a tradition of conservatism—changing slowly and

with an aversion to taking risks. In today’s correctional environment, the changes come rapidly and risks cannot
be avoided, only managed. Many agency leaders have said that they would be more successful in their change
efforts if certain people who resist organizational change would leave or retire. This is not unique to corrections.
Companies in the private sector, as well as other public-sector agencies, have offered early or enhanced retirement
packages as a way of reducing costs and moving staff out. This often makes way for new staff with attitudes that
accept culture change. According to Kotter, “Sometimes the only way to change a culture is to change key people”
(Kotter 1996:157).

Continuously adapt and modify the implementation plan. The change strategy was seen originally as a way to
close a gap between the current reality of behaviors, culture, and operating practices and the desired state, a vision
that became a shared vision for the future once this change management plan began implementation. To assume
that the future can be predicted is to follow mindlessly along the lines of the original project plan. The only con-
stant in a correctional operating environment is change, and it must be monitored and accommodated.
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Stage 6: Sustain the Change

Sustaining organizational change depends on continuous reinforcement. Without reinforcement from execu-
tives, managers, supervisors, and other influential figures, the result is similar to what happens when a bicycle
rider stops pedaling. Leaving the status quo for a new way of working is an uphill climb, and steep climbs need
more intense reinforcement. This includes more frequent, closer, and more personally focused engagements, and
increased variety in the way the reinforcement is conveyed. One trap to avoid is allowing a major change initia-
tive to be seen as the “flavor of the month,” a scenario too familiar to many who work in corrections and many
other fields. The results scoreboard referred to in stage 5 can to be used to continually measure and post progress,
demonstrating that divisions and subordinate units are accountable for their actions in meeting milestones and
objectives. Other enhancements to sustainability are discussed in the following sections.

Integrating Changes into Cultural Norms

Changes need to be genuine and authentic. It is impossible to fabricate authenticity. The healthiest organizations
are made up of adults who are able to enter into demanding interpersonal transactions, which is the most com-
mon ingredient in successful change strategies that integrate desired states into the culture. When this is working,
individual actions and agency-prescribed behaviors are indistinguishable. The Change Leader, Change Team,
Steering Committee, and Intervention Team often monitor this integration informally by listening carefully to
discussions to identify when people are inferring that the changes are not being implemented authentically. They
can also use more formal methods (e.g., focus groups, interviews, and surveys) to assess this integration.

Increasing Sustainability

Agencies that are successful in sustaining changes once they have been implemented rely on the following tech-
niques: positive reinforcement of new behaviors, managing risks, keeping the pressure on through continuous
monitoring of progress toward change, celebrating successes, planning for setbacks, engaging in ongoing evalua-
tion and followup, analyzing performance measures and results, and adapting as necessary.

Positive Reinforcement

When the desired behavior is positively reinforced and the old behavior is discouraged, successful implementa-
tion is in process. Sustainability can be measured by the numbers of stakeholders demonstrating their support
through actions, revisions to human resource policies and procedures that support the changes, and shifts in lan-
guage (i.e., from offender to client or from jailers to correctional officers).

Risk Management

Risk taking is encouraged and carefully managed. A large part of the difficulty in managing and sustaining a
culture change in a complex organization is the level of uncertainty that comes with leaving the known and mov-
ing toward the unknown. This is especially true in the high-reliability correctional culture, where to enter the
unknown with open eyes demands that the most mentally agile employees risk, at least temporarily, ambiguity
and disorder. If they are thinking people, this is inevitable. Major change makes it happen every time. Knowledge
transfer begins with the employees who have the highest levels of mental agility and who can adjust to new situa-
tions quickly, pick up nuances, and translate vague situations into effective operating remedies. These are the key
people who can make the change stick.
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Monitoring and Creating Accountability

Monitoring and holding people accountable for policy, procedures, training, supervision, coaching, and stakehold-
er communication improves sustainability. Action plans for these and any other pertinent areas must be developed
by the Change Team, with support from the Change Leader and Steering Committee. These plans are posted as ac-
tion items on the common scoreboard created in stage 5, showing milestone dates, accountable individuals, units
responsible for carrying out the objective, and intended outcomes or results for each item.

Celebrating Successes

Many of the requirements involved in implementing the change are important to sustaining it. Best practice re-
search demonstrates that positive or negative reactions to events tend to be replicated in similar situations. Work-
forces with higher levels of (deserved) positive reinforcement will, especially over extended periods, tend to look
for more ways to improve performance. Celebrating successes improves the organizational perspective toward
culture and management change.

Planning for Setbacks

It is important to expect setbacks and recognize them as learning experiences and opportunities to reinforce the
culture change as teachable moments. Do not allow a setback to derail the change project. Setbacks do not usually
mean that the change cannot be achieved.

Ongoing Evaluation and Followup

Every correctional agency is a complex organization made up of hundreds of thousands of subsystems with
thousands of variables that are constantly changing and placing demands on the way things function. Continuous
improvement in this dynamic environment requires ongoing evaluation. The results of this evaluation will inform
alterations in such areas as messages, stakeholder relationships, service contracts, communication strategies, op-
erations processes, and security measures.

The kind of evaluation that applies will vary from one agency to another, and it is important to think carefully about
how to choose and use this process. The evaluation may be developed internally, borrowed from another correction-
al organization and adapted for the agency, or adapted from one or more of the APEX Assessment Tools.

TAKING STAKEHOLDER TEMPERATURES

This informal evaluation method is meant to be administered one to one. It allows the agency to “take the
temperature” of stakeholders about the change effort.A trusted Change Team, Intervention Team, or Steering
Committee member (interviewer) sits alone with a stakeholder. After promising confidentiality, the inter-
viewer asks three questions: (1) On a scale of | to 10, with | being absolutely the worst performance imagin-
able and 10 associated with celestial heaven, where does the organization’s performance (or yours in some
cases) stand?, (2) What is your reason for assigning that number?, and (3) What would it take to get you (or
the organization) to 10? These three questions are repeated for each key stakeholder. The results are tabulat-
ed and combined to prepare a report that attributes no specific names but provides combined assessments
from the entire population of interviewees.
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SUPERVISOR POLLING

Another systemwide evaluation technique that can stretch the supportive culture is to poll the supervisors
for the most flagrant behavioral violations of the change vision.The overall top five violations become the
basis for feedback development projects to be completed during the year. Each supervisor and manager asks
five peers several times over the course of a year about each of the top five behavioral violations and writes
down their responses.The responses can be compared to see how they shift over time.This requires and
builds trust, encourages a learning environment, and has a powerful track record whenever it is successfully
completed.

Analyzing Performance Measures and Results

What good is a scoreboard if no one sees it? Post the data and invite analysis, both formal and informal. The anal-
ysis of performance measures and results as part of a change effort aimed at making the organization more posi-
tive should be a positive experience itself, one that creates opportunities for personal growth and organizational
development. Informal analyses can happen at staff meetings or briefings, using questions such as “What do you
think of the changes in absenteeism?” or “What effect is the decrease in violations having on your housing unit?”
Formal analyses can be generated from information management systems or from ASCA’s Performance-Based
Measurement System (available through NIC’s Information Center Library, http://nicic.gov/Library/021116).

Adapting as Necessary

Continuous scrutiny of the current state against the desired vision and its alignment with the organization’s mis-
sion and values should result in constant adaptation to the stakeholder requirements, opportunities to improve ef-
ficiency, and workforce satisfaction. In addition, it should capitalize on the strengths of individual employees and
minimize their weaknesses. As correctional agencies become adaptable and create effective change management
processes, they are better able to sustain the change and find themselves well along the way to becoming both
learning organizations and high-performing organizations.

SHARING LEARNING ON A NEW PROCEDURE

A group of probation officers was tasked with developing and implementing a new procedure for failure-to-
report violations. Once it was put in place, the Intervention Team created a blog on the agency intranet for
officers to post their experiences with the new procedure.Team members monitored the blog regularly and
used the posts to capture information about what it was like to use the new procedure.The blog allowed
them to take the temperature of the officers and supervisors on the new procedure.They posted reports
regularly that synthesized all that was learned and led related discussions at staff meetings. The reports in-
cluded changes in the number of failure-to-report violations prior to implementation of the new procedure
and each month after implementation. This allowed the officers to track whether or not the new procedure
was making any difference in their clients’ behavior and the officers’ ability to comply with their terms and
conditions of supervision.
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Exhibit 4: APEX Change Management Process Map
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NOTES ONTHE APEX CHANGE MANAGEMENT PROCESS MAP

O The first symbol represents the fact that a correctional agency operates on the edge of stage |, at the be-
ginning of a change effort or near the end of one, signifying that the agency is continuously improving.

Stage |:Plan and Assess

O A need for change is identified and stage | begins.

O The change effort sets the course for the project management efforts to follow. It is important to under-
stand what needs to change, why it is necessary, and what the change will impact.

O An informal readiness scan relies on several sources that are usually on hand to help assess the landscape
of roadblocks and supports that inform strategy.

O Assessment results sharpen the organizational readiness picture.The APEX Screener, Inventory, and Organi-
zational Profile provide a realistic assessment of the correctional facility’s health and organizational readi-
ness (fifth symbol and cluster of three below it).

O Other qualitative instruments sharpen readiness assessment and guide strategic direction. Possible sources
are not limited to those suggested here.

¢ This diamond represents the first go/no-go decision point.A negative answer leads to aborting the launch
to avoid disruption and, perhaps, another readiness check and examination of the issues that derailed the
launch.A positive response encourages moving forward.

O This critical readiness determination looks at three factors: (1) commitment, including the key stakeholders
in the entire senior team, (2) external support from stakeholders who could aid or derail the effort, and
(3) agency capacity to complete the change initiative while maintaining a safe and secure facility.

¢ The last stage | event is a decision on a final “Launch?” question.

Stage 2: Define the Goal

O “Describe and Clarify the Goal” is informed by the work completed in stage |.This exercise clarifies the
change direction and finalizes the goal statement.

Stage 3: Organize for Results
O Appoint/assign the Change Leader to manage the project on behalf of the senior official.

O Identify members of the Intervention/Change Team and ensure that they have the vision, resources, and
time necessary to get the job done.

O Identify the Steering Committee and ensure that they share the vision for the end state of the change and
are prepared to give the project their full support.
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NOTES ONTHE APEX CHANGE MANAGEMENT PROCESS MAP (continued)

O Engage the Change Team and Intervention Team with work assignments and organize teams, committees,
etc.

O The next box represents documents that the Change Team should produce, including the formal identifica-
tion of stakeholders;a strategic approach;a communication strategy; and messages to be delivered inter-
nally and externally that are designed to create awareness of the change and desire to support it, taking the
special needs of each stakeholder into account.

Stage 4: Build the Detailed Implementation Plan

O The project management plan that formalizes work completed at the end of stage 3 is an outline of the
Implementation Plan that provides enough detail to manage the change effort through implementation.

Stage 5: Implement the Change Management Plan

O This begins the work of implementing the plan.

O The communications plan includes developing the objectives, message, and plan.

O The objectives include:

+ Articulating the rationale, benefits, and goals of the change initiative for the organization.

+ ldentifying all internal and external stakeholders who can influence the organization’s success and their
level of support for the change initiative.

* ldentifying the communications objectives for each stakeholder group.
O The messages include:

+ Formulating the message content to address the communication objectives for each stakeholder group.
O The plan includes:

+ Delivering and reinforcing the message.

* Encouraging two-way communication with stakeholders, including feedback processes.

* Assessing the outcomes of the communications plan.

Stage 6: Sustain the Change

O Sustaining the change effort involves a number of subtasks, all of which are important, occur simultaneously,
and contribute to the end state of continuous improvement by adapting practices as necessary.

O Continuous adaptation to improve organizational performance, the end state of the change process, directs
the path back to stage |.
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The transfer of knowledge to those who will be affected by the change effort is an important part of sustaining
change. Outside stakeholders, other agencies affected by the change, clients and their families, and other crimi-
nal justice agencies are a few examples of those who may be impacted by changes. These stakeholders may not
necessarily receive the same training as staff, but they need to learn about the change and how it may affect them.
Active forms of knowledge transfer and communications such as blogs, meetings, and focus groups are more ef-
fective than passive forms, such as memos and letters. When multiple active methods are used, the integration of
the changes is more effective (Fixsen et al. 2005).

Putting It All Together

Exhibit 4 presents the APEX Change Management Model in a process map format. It is complex and robust,
showing how the systems approach to change management can be used as a roadmap for correctional agencies
on the APEX journey. It begins with the discovery of the need for change and takes the agency through to imple-
mentation. The symbols in this high-level view of the change model represent activities, products, and outputs
that may, in several cases, involve a number of steps that are not depicted. The notes following the process map
explain the steps, symbols, and activities.

Summary

The APEX Change Management Model is a roadmap for successful organizational change. The six-stage process
includes planning and assessment, defining goals and objectives, organizing the people in the organization to ensure
the desired results, planning implementation strategies, implementing the plan, and sustaining the change effort.
Strategies are provided for every stage, and a process map illustrates the pathway from recognizing the need for
change through to successful implementation. The next chapter discusses additional elements that enable change.
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uccessful change requires that certain elements are included to increase the chances of achieving the goals and
objectives of the change vision and to enhance sustainability. Many of these elements are discussed in previous
chapters. This chapter provides additional elements of successful change management for correctional agen-

cies on the APEX journey.

Sense of Urgency

Change efforts in corrections have greater success when priority and pace are both organizational imperatives in
the decision to embrace the change effort and make it sustainable into the future. This requires a constant drum-
beat from the chief executive and the Change Leader, reinforced with the clear and obvious support of the entire
senior team and everyone with supervisory authority in the organizational areas affected. One significant chal-
lenge is to keep the sense of urgency going during all stages of the change process, even when the agency experi-
ences resistance, temporary losses in productivity, increased stress, and turnover. The steady drumbeat for action
is a vital leadership function during change.

More on Determining Readiness

Readiness is an extremely critical issue when thinking about changing something in an organization. Taking the
time to determine readiness, even before announcing the change strategy, seems obvious, but is often neglected or
relegated to a cursory review. Correctional agencies can be driven hard to enter large-scale culture change initia-
tives before the resources, workload, financial capacity, and support systems are in place to make the transition. In
one case, leadership commitment proved to be a major issue until a warden and a state commissioner personally
took responsibility for this function. They made a full-scale effort to bring the facility’s senior team on board so
the leadership would appreciate the gravity of the problem and the need for a fast, responsive remedy that would
have lasting results. The warden and commissioner were able to make the case on a personal level with every
manager, emphasizing that if each one of them was not on board in reducing use-of-force incidents, the impact
would reach them directly. These managers demonstrated they would support change by showing a willingness to
dedicate time and resources to the effort.

Internal Capacity Assessment

Agencies that take the time to evaluate their internal capacity prior to undertaking a major culture change are
better prepared to account for and to implement and sustain the change effort. Even more important, Change

Teams are not surprised or blindsided by unanticipated events. The ability to create new policy and procedure
changes is especially important because when changes are required, the agency requires the capacity to make
them. Sufficient staffing needs to be available to address any shifts in workload. Training capacity, along with
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other resources, must be available. Another factor to consider is the internal capacity to handle strong community
interest that generally accompanies a change effort.

Dedicate Time for Assessments

An evidence-based culture demands that assumptions and hunches are challenged so that decisions can be based
on data and facts. It takes time to assess the organization’s current performance and culture, review past perfor-
mance, investigate best practices, and hear stakeholder input, but these efforts bring a wealth of information to the
change effort.

Many correctional agencies rely on a variety of no-cost options, such as:

m  The APEX Screener.

m  The APEX Organizational Profile.

m The Organizational Culture Assessment Instrument (available at www.ocai-online.com).
m Best practice reviews.

m Reviews of previous strategic plans, goals, measures, outcomes, and audits.

In addition, interviews with clients and their families often provide qualitative information. Focus groups (of
victims, supervising officers, correctional officers, case managers, clergy, employers, or any affected stakeholder
group) provide an opportunity to discuss the problem, system considerations, root causes, and stakeholder engage-
ment opportunities.

BEST PRACTICE REVIEW

One agency realized that there was a dramatic increase in technical probation violations impacting recidivism
rates, straining the probation workforce,and damaging the agency’s image in the community.

The Change Team and Steering Committee had already been formed when this review occurred.Two previ-
ously funded Pew Foundation nationwide studies of technical violation practices showed potential pitfalls and
successful strategy choices.A review of the American Probation and Parole Association’s measurement results
identified several additional benchmark opportunities, which helped frame the problem in context for their
situation. The Center for Effective Policy provided examples of successful probation and readiness practices

in 16 comparable situations.The Change Team used all three sets of source material in the informal review
before developing the detailed implementation plan in stage 3.

46 - Culture and Change Management



Organizational and Professional Agility
You can continually adapt to change or you can change to be adaptable.

—~Robert Rehm

The only constant in the correctional operating environment is change. Therefore, it is essential to be ready to
adapt as necessary. Agencies that are not constantly in a state of major adaptation tend to be those that enjoy
strong stakeholder support, but even these organizations inevitably must adapt to changing demands, constraints,
and opportunities. If a change requires a shift in operations or processes, having experienced a change manage-
ment effort is an advantage. Building adaptable implementation plans allows for the inclusion of strategies to deal
with possible constraints and potential setbacks. Including enough flexibility in timelines and resource allocation
plans allows the agency to deal with unexpected occurrences.

As implementation proceeds, an organization should review and adjust the communications plan and action steps
based on its progress, and should evaluate various aspects of the implementation plan or changes in the environ-
ment (such as new legislation, regulations, or case law). The organization should recruit credible individuals in the
organization as messengers. Maintaining transparency about what is going well and what is not going well with
the change sends a message of commitment for what is doable and for supporting words with action.

Stability among the ranks of senior management is desirable but not necessarily controllable. Having a succession
plan for like-minded leaders to step in to keep the change effort alive is an organizational stabilizer. If a warden
initiates a change process and then leaves the institution, those left in place should have been groomed to continue
the process. This speaks to the value and prudence of succession planning to maintain and develop staff capacity
at different levels—identifying change agents, giving them the tools to manage change, and educating them about
sustaining change.

Understanding Individual Change

It is crucial to obtain help from all people who are affected by a new strategy, change effort, or reorganization.
Individuals typically go through many stages during change, none of which is necessarily permanent. Elizabeth
Kubler-Ross’s (1997) stages of grieving include denial, anger, bargaining, depression, and acceptance. The fol-
lowing four stages, loosely based on Kubler-Ross’s, help explain what those affected by the change may be going
through:

1. Denial. The status quo is actually not so bad; the possible new way is threatening, unknown, and unproven.
There may be a feeling that the change is temporary or not real at all.

2. Resistance. Do not want to change; do not want the pain. The fear of losing a job or changing work settings is
strong.

3. Exploration. Openness to looking at new possibilities and alternatives without attachment. This is desirable
and is usually present in more progressive correctional cultures.

4. Acceptance/commitment. Enthusiasm and passion for the change. This is a desired state.
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More on Leadership

Correctional agencies that served as examples in developing the APEX Change Management Model often dem-
onstrated this view of leadership. Leadership is what takes the organization safely from the status quo through

a period of disruption to a better work climate and, ultimately, to a more positive organizational culture. A truly
effective leader is an executive who has the ability to share the organization’s values with more people than just
the senior team. This kind of leader views leadership as a part of everyone’s job. These exceptional executives and
managers measure their effectiveness based on the degree to which the entire organization embraces and models
the leadership messages on mission, vision, and values as they are carried out in strategies, structures, and systems
throughout the correctional agency.

Leveraging the Supervisor’s Role

The supervisor is in the best position to help employees accept change and do their individual parts to support
implementation. Objective understanding of the need for change, the desired future state, and the advantage to the
individual employee and to the organization in carrying out the change management effort is a message that the
supervisor is well equipped to deliver.

Employee Role Alighment

Agencies subscribing to evidence-based human resources practices know that they must tailor messages to em-
ployees that demonstrate how their roles fit into the organization’s larger mission, vision, and values. A change
management effort goes straight to the heart of a vision’s desired state. Successful change efforts engage all
employees and allow for a discussion about how the changes will affect jobs, working conditions, evaluations, and
roles.

The Supervised Population and Change

A key stakeholder group is the supervised population. Engaging them effectively at the beginning of the change
effort will enhance the change vision, the implementation plan, and the sustainability of the changes. Individu-

als in this stakeholder group will have similar reactions to change that were mentioned earlier: denial, resistance,
exploration, and acceptance. Many of the strategies presented in this book work well with these individuals. Open-
ness about the changes, the potential impact of the changes on their situation, the timing of the changes, and other
issues can alleviate potential resistance. Supervised and incarcerated individuals can provide quality input into the
vision, strategies, and implementation plans, as well as feedback as the changes roll out.

Reinforcing Desired Behaviors

Desired behaviors are included in performance reviews during and after successful change efforts. This ensures
that, at a minimum, employees and supervisors have scheduled conversations about these important subjects.
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Public acknowledgment of positive performance can sometimes be an embarrassing but memorable method of
reinforcement. Holding staff accountable when they fail to meet performance expectations also reinforces the
change effort.

Dealing with Resistance

Some resistance is inevitable. A tension develops between those championing change and those seeking stability.
Its evidence can be minor or explosive. Minor resistance can broadcast negative signals with damaging conse-
quences, although even a small amount of resistance takes time and energy away from forward progress. Strong
resistance is often rooted deeply in agency history. In these situations, patience, modeling adult behavior, and
practicing empathy and tolerance are required to help people see things differently. This works best when the
agency’s cultural values are aligned with these practices.

Supervisors are key people in dealing with frontline staff resistance. An effective supervisor knows the strengths
and weaknesses of the staff and dedicates planning and resources to maximizing the strengths of each individual
and minimizing the impact of their weaknesses on themselves and the rest of the organization.

Many people are suspicious of change, especially at first. If the change effort is worth doing, then it is critical to
develop and implement a comprehensive communications plan, including strategies to engage stakeholders. Well-
crafted communications with key stakeholders, which address their expectations and needs, can shift resistance to
“How can I help?” Following are some suggestions on engaging stakeholders and softening resistance:

m  Explain what is changing and why in concrete, complete terms so that the sequence of events, timing, and
desired end results are clear.

m Determine who will be affected by the change and anticipate their responses. Everyone needs to understand
how the change will affect their jobs and the consequences of not going along with the organizationwide
effort. Gather evidence from what people do and say to discover the root causes of resistance issues. This
enables agencies to avoid dealing with only the symptoms of resistance.

m  Choose the right time to begin so that people affected by the change are approached at their most receptive
times. Effective pacing considers the daily workload and stress level of those involved.

m  Evaluate and monitor constantly. Nurture positive changes and take swift action to address negative behavior
and resistance fairly.

m Be prepared to make mistakes and deal with them as needed. Any resistance strategy is a trial effort, which
means there will be a need to go back and adjust as resistance levels ebb and flow.

Another way to identify strategies to deal with resistance is to conduct an environmental scan focused on where
there are individuals, areas, departments, or facilities that appear to be pockets of discontent regarding the change
effort. Focus groups and interviews can help leaders understand the negativity. This can inform the communica-
tions planning so messages can be developed that target certain groups or individuals with similar triggers or
issues, identify naysayers for inclusion, or assign influential people to help them see value in the change.
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Proactive Handling of Critical Incidents

When a significant incident takes place and there is public outcry, stock in the change management effort drops.
For example, a complex, multifaceted change management effort can come to a halt when someone on probation
becomes involved in an incident that is on the front page of the newspaper and is a subject on the evening news.
The result is that the agency has a negative public relations experience that lasts longer than is desired. Following
are some lessons from APEX change management cases:

m  Avoid taking a reactionary, too-defensive posture.
m  Resist the impulse and political pressure to impose mass punishment.
m Include a critical incident response in the implementation plan. This may include elements such as:

* Using leadership to set the direction and tone.

* Acknowledging the incident and its seriousness.

* Completing a thorough review of the investigation.

* Managing to address media exposure and political reactions.

* Reiterating the agency’s commitment to public safety, e.g., “We will review our current practices to ensure
we are maintaining public safety.”

» Reassuring the public that the agency will take corrective action, e.g., “We will thoroughly review this
incident and take corrective action as warranted.”

¢ Communicating continuously and openly with the media, e.g., “We will advise you of our plans.”

* Controlling impulsive action, e.g., “We are not able to discuss this incident while the investigation is
ongoing.”

Process Analysis and Positive Culture Change

Positive culture change is almost certain when undertaking process analysis and redesign work. The groups that
are brought together to do this are often line employees, with few or no managers or supervisors. As a result, the
line employees gain empowerment by making decisions about their work, processes, and outcomes. These groups
learn about process analysis tools from the APEX Resources Directories and other sources. They find that after
redesigning several work processes, they become skilled at this and often analyze and redesign, as needed, all of
the primary operating systems in their units by following evidence-based and best practices. Their productivity
increases as improvements are implemented, and this mindset expands throughout the organization as others in the
facility see successes.
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Emphasizing Ongoing Evaluation and Followup

Agencies that use data and measurement as a basis for their decisions tend to implement change faster and with
less disruption than those that are not as rigorous about evaluation and followup. The evaluation process can be
adapted to the original goal and milestone charts from the change plan. These goals and objectives usually include
message delivery and desired end-state relationships, support required from each stakeholder group, and work
completion milestones for processes and operations. Measures like these can follow the common scoreboard used
throughout the change project, and they can be easily modified to become a reality check for the ongoing evalua-
tion 1 year after implementation ends. Data on organizationwide impact objectives should be tracked at the agency
level and updated monthly, which creates a continuous evaluation cycle.

Using the APEX Guidebook Series

The APEX Guidebook series was developed through the National

Institute of Corrections to bring to the correctional field relevant The seven APEX Guidebook series
information about a systems approach to changing organizations. The books are available through the NIC
guidebooks are intended for people to use to inform, stimulate ideas, Information Center at http://nicic.gov/
gain knowledge, learn how to effectively lead change efforts, assess - Libraryl.

organizational performance, and choose interventions to deal with
performance gaps.

Summary

This chapter provides additional elements to integrate into a change plan to ensure success. Taking the time to
assess and determine an organization’s readiness for change influences success. Also, planning to deal with the
people involved—how capable the leadership is, how aligned the internal stakeholders are with the change plan,
and how to reinforce desired behaviors and deal with resistance—is a critical component of a successful change
effort. In addition, the APEX Guidebook series helps inform, guide, stimulate ideas, and assess performance for
change. A communications plan is central to any change effort and is discussed in the next chapter.
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he development and implementation of a well-thought-out and dynamic communications plan is essential

for the success of any change effort. The size and intensity of the change effort does not matter. Understand-

ing the what, how, and why of the change effort; who will be affected by it; and its benefits and challenges
is critical for success. It is not enough for the agency leader to deliver “the message”; internal and external stake-

holders must be engaged in promoting the agenda.

What Is in a Communications Plan?
A well-thought-out communications plan includes:
m  Objectives
Step 1: Articulate the rationale, benefits, and goals of the change initiative.

Step 2: Identify all internal and external stakeholders who can influence the organization’s success and their
level of support for the change initiative.

Step 3: Identify the communication objectives for each stakeholder group.
m Message

Step 4: Formulate the message to address the communication objectives for each stakeholder group.
m Plan

Step 5: Deliver and reinforce the message.

Step 6: Encourage open communication with stakeholders, including feedback processes.

Step 7: Assess the outcomes of the communications plan.

~— T
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Objectives

Step I:Articulate the Rationale, Benefits, and Goals

First impressions are important, in change efforts as in other endeavors. Agency leaders, communications officers,
and others identified by the agency need to develop an introduction to the agency’s change effort. They need to
make clear that “doing what we’ve always done” is no longer acceptable.

Rationale for Change

Clearly stating the reasons for change at the beginning of the process can do much to alleviate resistance later.
Leaders in agencies that are embarking on organizational change need to be able to answer questions such as:

m  Why does the organization value the change effort?
m  How is this related to the agency’s vision, mission, values, and strategy?

m  Why are we doing this?

Benefits of Change

With all of the challenges confronting correctional agencies today, why begin a change process? Correctional
leaders recognize that organizational change can lead to great benefits once they commit to the process of self-
assessment and use the results to develop a strategy for moving the agency to higher levels of performance.
Articulating the anticipated benefits helps stakeholders see how the change could make their individual situations
better. Some examples of key performance outcomes that may result from a change process include:

m Increased facility safety and security through enhanced operations.

m  Decreased staff turnover and absenteeism, and improved morale.

m Reduction in offender violence.

m  Enhanced public safety due to increased offender success rates and reductions in recidivism.
m Improved communication with internal and external stakeholders.

m  Enhanced data collection/information for informed decisionmaking.

m  Demonstrated public confidence in the agency leadership and operations.

B More effective relationships with the media.

m  More efficient use of fiscal appropriations.

Goals

Clearly stating the initial goals of the change effort helps people understand what leadership hopes to gain. Goals
that are specific and measurable are an important component of any initiative. Examples of such goals include

s

54 - Culture and Change Management



creating a policy for decreasing revocations, increasing staff retention by 15 percent, eliminating incidents of
sexual misconduct, and lowering the recidivism rate by 10 percent.

Step 2: Identify Internal and External Stakeholders

Early identification of stakeholders and their positions allows agency leaders to develop strategies to increase
stakeholder engagement and to begin to address any concerns, especially from those who are less than supportive.
Stakeholder mapping is a useful tool for identifying the agency’s stakeholders. Stakeholders can be sorted into
groups by their interests and by the amount of impact they may have on the change effort.

A simple way to identify stakeholders is to have a brainstorming session and write down every idea identifying
a stakeholder. The next step is to identify the most important stakeholders, i.e., those who could have the most
impact on the initiative. Then they can be sorted into groups with common interests and/or traits.

Key stakeholder analyses determine stakeholders’ attitudes toward the organization or the change effort. This
type of analysis often looks at the type and degree of each stakeholder’s influence and enables the agency leaders
and/or communications officers to determine the type of communications focus that each stakeholder group will
require (see exhibit 5).

Exhibit 5: Stakeholder Analysis

Stakeholders Degree of Influence* Communications Focus
Internal Stakeholders
Staff I Engage and participate
Clients/offenders 2 Engage and participate
Middle management I Engage and participate
Labor unions 2 Engage
Client/offender families 2 Inform and engage
Legislators I Inform
Other public agencies 2 Inform
Government budget office I Inform and engage
Private agencies 3 Inform and engage
Advocacy groups 3 Inform
Media 2-3 Inform
Citizens 2-3 Inform
Vendors/contractors 3 Inform

* Degree of stakeholder group influence: | = high, 2 = medium, 3 = low.

S
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The thoughtful assessment of stakeholders and their degrees of support enable more focused communications ob-

jectives, message contents, and delivery methods. Strategies can be developed for each stakeholder group to most

effectively use the agency’s communications resources, depending on whether the focus is to inform, engage, and/
or create participation.

Step 3: Identify the Communication Objectives

The communication objectives need to be tailored to each stakeholder group, depending on their level of influ-
ence, power, and support. Is the message intended to persuade, inform, educate, create participation, influence,
change perceptions, influence behavior, engage, garner support, address concerns, or establish ambassadors to
support the change? These objectives inform the content of the various messages.

Message

Step 4: Address the Communication Objectives

The message can be formulated, based on the stakeholder assessment and the identified objectives, to effectively
meet the agency’s communications goals and proactively address any issues and concerns.

A message designed to inform legislators, citizens, or vendors, for example, could read as follows: “Sexual
misconduct incidents involving staff with inmate and inmate with inmate have increased 30 percent in the past

3 years. This behavior is contrary to the mission and policies of the agency, and it cannot be tolerated. It affects
the safety and security of the facility, the staff, and the inmate population. The Prison Rape Elimination Act
(PREA) includes standards designed to prevent, detect, and investigate any incidents of sexual misconduct inside
correctional facilities. We will be implementing policies and procedures to increase the safety of all incarcerated
individuals to comply with the PREA standards, and will enforce a zero-tolerance policy for any sexual miscon-
duct in this agency.”

A message to inform and engage client/offender families and friends could read as follows: “The Kerry Correc-
tional Facility has implemented a zero-tolerance policy for sexual misconduct. We want to ensure the safety of all
those incarcerated in our facility. We are working toward 100-percent compliance with the Prison Rape Elimina-
tion Act standards and will aggressively respond to any activity that may constitute sexual misconduct by staff or
offenders. Please report any information that may involve sexual misconduct by contacting the Chief of Security
or the facility hotline at XXX-XXX-XXXX. Our goal is to manage a safe and secure environment for those who
work, visit, or live within the facility. Your support and assistance in our efforts are greatly appreciated.”

A message to invite offenders to participate could read as follows, “The Kerry Correctional Facility has a zero-
tolerance policy for sexual misconduct. All incidents will be fully investigated and corrective action will be taken
against those who engage in sexual misconduct, including staff, volunteers, visitors, and offenders. Report inci-
dents directly to staff or use the facility security hotline to report any issues or concerns. For more information,
refer to your handbook or see your counselor.”

ol
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A message to staff to inform them about how work will look during this process could read as follows: “As you
know, we are working toward full compliance with the Prison Rape Elimination Act standards. There will be
mandatory training on this critical workplace issue that will teach you about the zero-tolerance policy, procedures,
and avenues to reinforce best practices in this area. Postings will be placed around the facility, including housing
units, to ensure that all are aware of the expected behaviors and outcomes. As we continue toward our goal of zero
incidents of sexual misconduct, the facility leadership will keep you informed as to our progress. Your input and
feedback are welcomed during this transitional time.”

Plan

Step 5: Deliver and Reinforce the Message

The communications plan includes multiple formats and opportunities to deliver the agency’s message to its
stakeholders. These may include one-on-one meetings, e-mails, website notices, postings, paycheck attachments,
memos, letters, brochures, policy changes, media releases, videos, training sessions, newsletters, announcements
during rollcall, staff meetings, and so forth. The message must exhibit the full support of the agency leadership
and be reinforced multiple times in multiple formats.

Message delivery strategies can include:

m  Conducting speaking engagements with external stakeholders (e.g., civic groups, criminal justice agencies,
business leaders, community leaders).

m  Meeting with leaders of public agencies.

m Meeting with media representatives (e.g., print, television) and inviting them to speaking engagements.
m  Meeting with contracted service providers.

m Developing a video that promotes the change initiative.

m Establishing agency/facility committees to target performance excellence.

m Posting progress reports in agency newsletters, other media sources, and websites.

m Posting pamphlets and signs in facilities and offices to promote performance excellence.

Exhibit 6 is an example of message delivery strategies.

Step 6: Encourage Open Communication

Audiences need an opportunity to reflect on and respond to messages. Offering opportunities for feedback encour-
ages support for and cooperation with the change efforts; it also increases interaction with key stakeholder groups.
In the policy-driven world of corrections, staff and those under supervision need to have a voice in how they will
work and live.
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Exhibit 6: Message Delivery Strategies

Stakeholders Degree of Influence* Communications Focus

Internal Stakeholders

Staff | Briefings from immediate supervisors,
meetings, newsletters, rollcalls, focus groups

Clients/offenders 2 Unit meetings, postings, focus groups

Middle management I Meetings, newsletters, focus groups

Labor unions 2 Letters

External Stakeholders

Client/offender families 2 Letters, postings in visiting areas, focus groups
Legislators I Meetings, letters, memos

Other public agencies 2 Letters, meetings

Government budget office I Meetings, letters, documentation

Private agencies 3 Letters, meetings

Advocacy groups 3 Letters

Media 2-3 Editorials, interviews

Citizens 2-3 Editorials, website postings
Vendors/contractors 3 Letters

* Degree of stakeholder group influence: | = high, 2 = medium, 3 = low.

The development of various formats to deliver the messages with ongoing reinforcement and repetition is critical.
For the key stakeholders, one-to-one communication with the agency leadership may be the initial contact. Other
formats, including memos, progress reports, newsletters, and public service announcements, can be used to rein-

force engagement and support. Agencies should actively seek and respond to communications from stakeholders.
Ongoing communication with stakeholders is critical; it enables them to provide feedback on what they hear and

read and it will enhance support for implementing the change initiative.

Step 7:Assess Outcomes

Any well-planned initiative needs to have an evaluation process. Measures of success and outcomes need to be
carefully identified, defined, collected, and analyzed. These outcomes and results inform adjustments and modifi-
cations to the communications plan.

If the goal is to gain the support of a particular group of key stakeholders, measures such as the type and amount
of feedback or the number of supportive actions by the group (e.g., public testimony, media comments) indicate
success. Stakeholders who become ambassadors of the change initiative demonstrate agency success in success-
ful communication, stakeholder engagement, and feedback. The number of downloads of a website posting is one
way to measure how many people are being informed about the initiative.

58 < Culture and Chaﬁge Management



Sample Communications Plan: Compliance with
Prison Rape Elimination Act Standards

How many times has a flawed communications strategy contributed to a less-than-successful change effort? In
many cases, the development and implementation of an effective communications plan would have led to better
outcomes. Correctional systems are under close oversight by the courts, regulatory agencies, and state and federal
legislators, and are under scrutiny from the media and the public. Correctional organizations are expected to be
effective, efficient, accountable, and transparent—all at the same time. This is no small task. The most successful
agencies are those whose staff and leadership master a proactive and comprehensive agenda to address the expec-
tations that stakeholders demand. Their work calls for performance excellence both in the daily administration of
correctional organizations and in their communications efforts.

Developing a communications action plan will keep the initiative on track. Part of the plan is identifying the de-
sired results and developing data analysis measurements so that actual outcomes can be compared with the desired
results. A communications action plan may have several components to address the myriad activities. Exhibit 7 on
page 60 aligns with the PREA compliance case study presented in the next chapter.

Exhibit 7 is an example of how one agency set up a PREA communications plan matrix:
Goal: Compliance with PREA standards.

Objective: Implement a communications plan to increase and ensure stakeholder support for the PREA standards.
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Exhibit 7: PREA Communications Plan Matrix

Responsible

Actions

Party

Progress

Outcomes

| Benefits of Identify benefits and Executive team | Executive team I1/01 | Report on benefits
PREA goals; report meeting sched- and goals by 11/01
uled 10/10
75| ldentify Conduct stakeholder OD director Meeting with 10/15 | Report on stakeholder
stakeholders analysis and force field and manage- eight manag- analysis and force field
analysis; report ment team ers as team analysis by 11/01
participants
<} ldentify Review OD team report | Executive Executive team 12/15 | Report on communi-
communica- and develop communica- | team and PIO | meeting cations objectives by
tions objectives | tions objectives for key 12/20
stakeholders
1 Formulate Review OD report Executive Meeting /4 Messages to key stake-
messages and communications team and PIO | scheduled holders drafted
objectives
-1 Deliver Develop message content | Executive Message [/15 Messages delivered
messages to and delivery formats team and and format to stakeholders in
stakeholders to stakeholders; deliver PIO director determined for multiple formats and
message to stakeholders key stakehold- schedules
ers; messages
delivered
)| Solicit Hold focus groups; OD and PIO Continuous 2/1 Stakeholders provide
stakeholder do surveys; conduct directors and | followup with feedback
feedback interviews staff, select stakeholders
managers and | and requests
line staff for feedback
'/ Measure Develop desired OD and PIO Report on Monthly | Outcomes support
and analyze outcomes; measure directors and | outcomes reports | PREA Initiative
outcomes and report executive team | monthly on |5th

PREA = Prison Rape Elimination Act; OD = Organization Development; PIO = Public Information Office.

Summary

Once an agency’s leadership decides to embark on a change effort, it is critical to develop a communications plan
to ensure that the agency gains the support necessary to meet its goals and objectives. Without thoughtful plan-
ning and implementation of a strategy, the path to successful change may be met with resistance by influential
stakeholders. With a solid communications plan, the agency will be able to enhance support for and success of the

change management process necessary to sustain progress.
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his case study involves the fictional Correctional Detention Center in Kerry County (CDC Kerry), a medium-

sized county in the American heartland. Kerry is a fictional county, but the story of this agency’s change

process comes from several of the best practices (and most challenging) cases that contributed to the develop-
ment of the APEX Change Management Model. Following is an illustration of how one agency shifted its culture

and organizational practices to implement the Prison Rape Elimination Act (PREA) standards.

CDC Kerry Change Management Process

The leaders at CDC Kerry chose the APEX Change Management Model (modified for the facility’s particular
circumstances) as the roadmap for changing the facility culture to full compliance with PREA standards. They
wanted this change effort to be a systemwide endeavor to shift attitudes, culture, policy, process, programs, and
outcomes. They realized that if it did not affect all parts of the facility, the staff, and incarcerated persons, imple-
mentation of the PREA standards would not be completely effective.

Stage |:Plan and Assess

Assessing the Current State

The leadership of CDC Kerry was concerned about its compliance with PREA and the incidence of sexual mis-
conduct and sexual assault among the detention population. The underlying cause for this concern was embedded
in the facility’s culture. By all outward appearances, CDC Kerry staff, as well as those in confinement, showed no
signs of promoting or supporting awareness or commitment to prevent, report, detect, or investigate such inci-
dents. When the detention population was assessed by confidential researchers and compared with other similar
facilities, CDC Kerry fell in the top tier for incidents not reported.

This assessment also revealed a high degree of fear and perceived negative repercussions for those who reported
incidents. As a result, the reported rate of sexual misconduct and sexual assault violations did not reflect the
number of actual incidents and the failure to report incidents had not been officially recognized or addressed. The
Administrator and Executive Team of CDC Kerry realized that this state of affairs could not continue because it
jeopardized the safety and security of those confined and was contrary to the facility mission; also, the facility was
not in compliance with PREA standards.
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Assessments

The facility’s Executive Team decided to use the APEX Assessment Tools Protocol, starting with the APEX Inven-
tory and following up with the APEX Organizational Profile, to gain an understanding of the issues and the gaps
in facility policies, operations, and culture that required change, and to identify and implement specific strategies
to ensure compliance with PREA.

Through the APEX Inventory, leaders realized that CDC Kerry was ready for this change effort. Not only was it
mandatory to comply with PREA standards, but many staff and managers were ready to look at what compliance
would mean to their units and the facility as a whole. The team agreed that the facility had the flexibility, respon-
sibility, and authority to establish systems, practices, and protocols that would eliminate sexual misconduct and
abuse for those confined. Through informal assessments, a review of organizational documents, and interviews
with staff, the Executive Team felt that some facility department heads, firstline supervisors, and line officers were
reluctant to participate in this culture change agenda as it related to PREA. Many staff were uncomfortable with
the mandatory reporting responsibilities related to staff sexual misconduct (“no snitching on other staff”). Oth-
ers felt that sexual assault among those confined was an expected reality and consequence of detention; therefore,
there was no need to take incidents too seriously and it was acceptable to speak about it in a joking manner. With-
out the commitment of everyone—from frontline staff to top management—the Executive Team knew the change
effort for full compliance with PREA would not succeed. Staff and managers became one of the first stakeholder
groups targeted in their communications plan.

Leadership Commitment

Leadership commitment to any change effort is critical from start to finish and is an important part of readiness.
The Executive Team members made a commitment, individually and as a whole, to commit time, resources, and
energy to implementing PREA standards.

Stage 2: Define the Goal

The facility Administrator and the Executive Team committed to an agenda to change the facility culture, enhance
its operational procedures, and build and sustain a culture that supported sexual safety for those confined in the
facility. The initial goal was to have an effective zero-tolerance policy and protocol that addressed sexual mis-
conduct and abuse by staff and among those confined. The Executive Team’s vision was for CDC Kerry to be a
facility where attitudes, expectations, policies, procedures, actions, and responses aligned to prevent sexual abuse.
The Executive Team realized that this would require fundamental changes in the culture, as previous efforts to
implement PREA standards had not met the desired outcomes. They believed the goal of zero tolerance could be
achieved while creating a sustainable cultural change that naturally supported the effort. Based on the APEX as-
sessment results and the APEX Guidebook series, the Executive Team was better informed about what needed to
change, how to implement the change, and what had to be done to sustain it.

62 - Culture and Change Management



Stage 3: Organize for Results

Identifying Affected Stakeholders

The facility Administrator and Executive Team were satisfied that there was support from the middle and upper
management staff. Engaging others in the effort was now a strategic endeavor. The Executive Team worked with
the managers and supervisors to develop a list of the frontline workers most affected by the change, and divided
them into groups based on their behaviors, attitudes, work performance, willingness to adapt to change, and influ-
ence with each other. The Executive Team developed a plan for assigning someone to communicate with each

of the staff on the list, just as the facility Administrator did with her leadership team; the intent was to seek staff
input and support for the change effort related to PREA compliance. The plan included a strategy to engage those
who were believed to be nonsupportive and possible strategies for involving the detention population.

Change Leader

The Administrator decided to name herself the Change Leader, with the full support of the Executive Team. PREA
compliance was considered such a high-profile issue that having the facility’s top executive as the Change Leader
would tell stakeholders how much they valued the success of this change effort. Members of the Executive Team
were available to stand in for the Administrator when she was unable to perform Change Leader functions. Pro-
viding backup in this way made it possible for the Change Team and other stakeholders to have access to change
leadership. This meant that there was an increased need for communication and information sharing between the
Administrator and the Executive Team.

Change Team

The Executive Team selected members to serve on a Change Team. Frontline employees, supervisors, midlevel
managers, and administration staff across all facility disciplines and units were selected to be on the team, as was
the newly designated facility PREA Coordinator. Each team member had perspective on the overall organizational
culture, had demonstrated a willingness to work for progress and change, and had personal power and influence
within the facility. All of the team members were invited to a meeting with the Change Leader and the Executive
Team to learn about their charge and scope of work. The Change Team members were granted normal work time
and/or were compensated to do this important work. During this change effort, the team members reported regu-
larly to the Change Leader and Executive Team. They were held accountable for developing the change effort plan
and for identifying strategies to implement the plan. Facility leadership committed to invest in the resources that
the Change Team required and to provide support and guidance to the team as needed.

Engaging the Change Team and Building Capacity for Success

The new Change Team met to set ground rules for how the team would perform and conduct meetings. The mem-
bers agreed that everyone was equal on this team and that it was a safe place to express ideas and disagreements.
The PREA Coordinator educated the team on the PREA standards. Members of the Executive Team attended
meetings to affirm the Change Team charter, share the APEX assessment results, and participate in targeted dis-
cussions, including:
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m  Why change?

m  Where do we want to go?

m  How do we get there?

m  Who are our stakeholders and what roles do they play?
m  How do we sustain our change?

The Change Team met regularly and developed an implementation plan with short- and long-term action goals.
These goals included enhancements in policy and procedures, staff training, PREA presentations for the detention
population, investigations, responses to those who report incidents, and supervisory responsibility to reinforce
compliance with PREA standards. The team researched best practices for PREA compliance across the country.
They developed a strategy to measure the success of the goals and to measure and analyze incidents involving
sexual misconduct. They also developed performance measures to determine the successful integration of PREA
compliance into the agency culture.

Implementing the Communications Plan

The Change Team decided to follow the recommendations in the National Institute of Corrections’ APEX Initia-
tive for developing and implementing a communications plan (see exhibit 7 in chapter 6 for details).

The plan addressed the objectives of the change issue, including the need, rationale, benefits, and goals of the
change initiative; identified internal and external stakeholders who could influence the successful integration of
PREA and their level of support; and identified the communication objectives for each stakeholder group. The
Change Team formulated the message content to address the communication objectives for each stakeholder
group. With the message content defined, the team developed the action plan to deliver and reinforce the message;
encouraged open communication with stakeholders, including specific avenues for feedback; and identified means
to assess the outcomes of the communications plan for change and the desired future workplace culture. The team
members focused on creating urgency among staff for the change to full PREA compliance and ways to raise
awareness and commitment among the detention population. The Change Team developed a focused PREA mes-
sage that supported the facility mission and policies, including the key values, desired goals, behavioral principles,
and expectations that defined the organizational culture around creating a safe and secure environment that was
free from incidents of sexual misconduct.

The communications strategy included influential staff who were charged with providing examples of incidents

or events that illustrated the key values for a healthy culture free of sexual abuse. These examples and stories
articulated the desired vision for the future and added clarity to the mission-critical goal of staff and inmate safety.
Using these stories in training sessions with all staff reinforced their responsibilities regarding zero tolerance of
sexual misconduct. Orientation of newly committed offenders to the detention facility included stories to reinforce
that the facility ensured a safe reporting culture to address any issues of sexual misconduct or assault. Display-
ing posters that reinforce a reporting culture in the staff areas and in the housing units also served to reinforce the
zero-tolerance policy.
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Stage 4: Build the Detailed Implementation Plan

The Change Leader (Administrator) and the Executive Team discussed the vision for change with department
heads and middle managers and enlisted their support in the change process. The Administrator directly tied the
benefit of the change activities to the success of the facility’s mission and values and discussed PREA’s legal
ramifications as well as the responsibility of all staff to support the safety and well-being of the detention popula-
tion. All managers and supervisors were invited to express their concerns, their questions were answered, and,
most important, they were encouraged to offer suggestions and ideas for implementing and sustaining full PREA
compliance. Sample communication documents are included at the end of this chapter.

The Change Team reviewed the information that had been gathered earlier (in the plan and assess stage) to help
them develop an implementation strategy and change plan. The plan was communicated to all staff and other
stakeholders and offered many opportunities for people to get involved through feedback sessions, planning for
specific interventions, and committee membership to review a variety of policies and practices that were impacted
by PREA standards.

Stage 5: Implement the Change Management Plan

The Change Team monitored and tracked the progress on the action steps and the implementation timeline. A
PREA compliance scoreboard was developed and displayed in the facility, and it was updated regularly. The
Change Team shared this information with key stakeholder groups through a variety of methods recommended in
the communications plan. They worked with frontline supervisors to keep abreast of line staff’s concerns and suc-
cesses. As challenges arose, they worked with the Change Leader and Executive Team to address those challenges
quickly. As the implementation continued, strategies to deal with resistance included openly communicating about
how the changes were working, scanning the organization and its environment to check for tension or discontent
with the new policies and practices, and willingly admitting that some things did not work as expected and revis-
ing them so they would be more effective.

Stage 6: Sustain the Change

To sustain PREA compliance as a facility priority, managers and supervisors became responsible for discussing
the issue regularly with staff in meetings and for reinforcing it continuously with the incarcerated population. All
staff were viewed as part of the Change Team efforts. Everyone in the facility became aware of the true meaning
of a zero-tolerance policy. The Executive Team publicly recognized staff who were doing things right or making
positive changes. Staff who did not abide by the performance expectations and violated the policy or law received
timely discipline and/or corrective action in a prescribed and appropriate manner. The reporting of sexual miscon-
duct by the detention population increased after the change efforts were initiated, illustrating a growing confidence
among the detention population that sexual misconduct would be addressed by the administration. The PREA Co-
ordinator regularly met with small groups of staff and the detained population to gather feedback, take the pulse of
the change effort outcomes, and monitor progress. Any feedback, including that provided in staff training sessions
or in meetings with the detention population, was shared regularly with the Executive Team. In addition, feedback
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was provided to all staff on the facility’s compliance with PREA standards through the scoreboards, briefings, the
intranet, and through other means.

Evaluating Facility Success

Because of the cultural and organizational change efforts, CDC Kerry achieved successful compliance with PREA
standards at its next assessment. The facility established an ongoing systemic process to assess and adjust policies,
practices, and allocation of resources to address problems; reinforce a zero-tolerance policy; and support a report-
ing culture. In addition, the facility enhanced safety and security while achieving greater transparency of the facil-
ity’s sexual abuse data and efforts to prevent, detect, and respond to sexual abuse. Staff at CDC Kerry now believe
that PREA is not just a set of standards, but a core responsibility for everyone in the facility. Detainees say they
are now confident that staff will appropriately respond if they report an incident of sexual misconduct. Because

of the PREA change effort, staff appear to be more comfortable with change and engage more appropriately on
sensitive issues with each other, the administration leaders, and the detention population.

Sample Documents

The following documents are presented as examples of what an agency might include as a part of its communica-
tions plan for implementing PREA standards compliance.
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Objectives
Step 1: Articulate the rationale, benefits, and goals of the change initiative.

Step 2: Identify all internal and external stakeholders who can influence the organization’s success and their level
of support for the change initiative.

Step 3: Identify the communication objectives for each stakeholder group.

Message

Step 4: Formulate the message to address the communication objectives for each stakeholder group.
Plan

Step 5: Deliver and reinforce the message.

Step 6: Encourage open communication with stakeholders, including feedback processes.

Step 7: Assess the outcomes of the communications plan.
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Goal

Implement Prison Rape Elimination Act (PREA) standards at CDC Kerry to enhance safety and security.
Actions

m  Have the Executive Team review and indicate their support for the PREA change initiative.

m Identify and analyze current data on sexual assault incidents.

m Establish a Change Team to do the following:
* Review PREA standards.

— Contact the National Institute of Corrections (NIC).
— Review other jail models.

* Train key staff on PREA standards.
— Contact the NIC Jails Division.

* Ensure that facility policies and procedures are in compliance with PREA standards.

* Develop staff training lesson plans that include stories about victims of sexual abuse and the consequences
for staff who engage in sexual misconduct; include examples of appropriate staff responses and positive ef-
fects on facility culture, and emphasize enhanced safety and security with the new policy.

* Revise the inmate orientation process and Inmate Handbook; use NIC materials, videos, and stories to il-
lustrate the importance of the issue.

* Develop a communications plan that encompasses the following:

— Articulate the rationale, benefits, and goals of enforcing PREA standards for the facility.

— Identify all internal and external stakeholders who can influence the facility’s success and their level of
support for PREA.

— Identify the communication objectives for each stakeholder group.

— Formulate the message content to address the communication objectives for stakeholder groups to inform
and engage them in the PREA initiative.

— Deliver and reinforce the message in multiple formats.

— Encourage open communication with stakeholders and create feedback processes.

— Assess the outcomes of the communications plan.

Specific activities to meet the above seven steps may include:

— The Administrator writes a memo to all staff to announce efforts and expectations.

— The Administrator writes a followup memo to announce the policy, identify the PREA Coordinator, and
implement activities.

— The committee chair (Chief of Security) attends rollcalls and staff meetings to provide updates.

— Members of the PREA Change Committee spread the word at staff meetings and respond to issues,
concerns, and questions.

T
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— Develop posters that address staff misconduct and consequences.

— Conduct townhall meetings.

— Post information in housing units.

— Provide access to a community advocacy group.

— Acquire and post literature and posters for offender awareness and reinforce reporting methods, including
confidential phone numbers for contacts.

— The Administrator discusses the initiative informally with legislators.

— The Committee Chair reaches out to advocacy groups that work with sexual assault victims for input,
support, and collaboration regarding policy implementation and methods for offenders to report concerns.

* Monitor policy implementation.
* Develop a reporting and analysis system for incidents.
* Identify a PREA Coordinator to coordinate all activities related to compliance.

* Establish a Sexual Assault Response Team (SART).

The permanent PREA Coordinator and SART members sustain communication and implementation efforts with
the Executive Team, facility staff, and offenders. Activities include the following:

m  Analyze PREA-related incidents for process/performance improvement.
m Incorporate the new policy and results into facility newsletters and the annual report.

m Stay focused and remain committed to the issue; stay the course.
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To: CDC Kerry Staff
From: CDC Kerry Administrator
Subject: Sexual Safety of the Offender Population

One of the challenges facing correctional systems nationally, including CDC Kerry, is the incidents involving
sexual abuse of incarcerated offenders. The purpose of this memo is to reinforce the duty of all staff, volunteers,
contractors, and visitors to report any information or knowledge related to sexual abuse of offenders, and to estab-
lish a firm zero-tolerance policy related to sexual abuse.

The mission of CDC Kerry is to protect the public and ensure a safe environment for staff and offenders. It is our
responsibility and obligation to do our best to prevent, detect, report, respond to, and address incidents of sexual
abuse. Any incident of sexual abuse among those who are under our custody and care is a violation of our facility
mission, our policies and procedures, our ethics, and our values as professionals in the correctional field.

Our efforts to eliminate sexual abuse are informed by the U.S. Department of Justice Prison Rape Elimination
Act (PREA) draft standards for correctional facilities. I have established a multidisciplinary committee, under the
leadership of the Chief of Security, to review these standards and add to or modify our facility policy and proce-
dures for compliance. We will enhance and expand our training of staff, volunteers, and contractors regarding this
subject to ensure that all who have regular contact with the offender population are informed and aware of the
zero-tolerance policy, accountability, and response and performance expectations. In addition, inmate orientation
and the Inmate Handbook will be revised to more clearly define this subject and provide avenues for those in our
custody to safely report incidents of sexual abuse.

In the coming weeks, you will be receiving updates from senior leaders on our progress as we dedicate ourselves
to an operational environment and facility culture that support staff professionalism and enhance overall facility
security and safety for both staff and offenders.
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To: CDC Kerry Staff
From: CDC Kerry Administrator
Subject: Sexual Safety of the Offender Population

A few months ago, I wrote to you regarding our efforts to reinforce our policy and procedures related to the sexual
safety of offenders. I wish to update you on the great progress we are making with this critical safety and security
issue.

Under the leadership of the Chief of Security, the multidisciplinary committee has developed a comprehensive
policy that addresses our commitment to zero tolerance of sexual abuse and provides procedures and expecta-
tions that will define our response. I have approved this policy and have requested that it be posted and delivered
to each staff member with signed confirmation of receipt. In addition, lesson plans have been developed that will
serve to train staff, volunteers, and contractors who have direct contact with the offender population.

The inmate orientation process and the Inmate Handbook have been revised to emphasize our zero-tolerance
policy and inform the offender population of the new policy directive, procedures, and practices. Staff who
conduct offender orientation will receive individual training on the Prison Rape Elimination Act (PREA) stan-
dards, the specifics of the new policy, the effects on the offender population, and how to communicate the policy
and procedures to the offender population to support and enhance the reporting of any concerns related to sexual
abuse. Facility staff will also receive a copy of the revised Inmate Handbook for reference purposes. Rollout of the
enhanced inmate orientation process and Inmate Handbook will commence 2 weeks after staff have received the
new policy. During that time, staff will have an opportunity to ask questions.

For ongoing support of the policy, procedures, and efforts at eliminating sexual abuse, I have identified a dedi-
cated PREA Coordinator, Captain Smith, who will coordinate all activities related to the new Sexual Assault
Prevention and Intervention Policy. He will also serve as the Chair of the Sexual Assault Response Team. Captain
Smith has recently received training on PREA standards through the National Institute of Corrections, and we are
already reaping the benefits of his expertise in this subject. Any specific questions may be referred to him.

I am confident that when policy and procedures are understood, staff training is enhanced, and the offender popu-
lation knows that sexual abuse will not be tolerated and they can expect a measured and appropriate response, we
will dramatically improve the safety and security of our facility. Our integrity is based on how we dedicate our-
selves to our mission of public safety, staff safety, and a safe and secure environment for offenders. It is with great
pride that I work with you, the dedicated staff, to meet our mission.
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Policy. The Kerry County CDC shall maintain a zero-tolerance policy on sexual abuse and sexual assault that ac-

tively identifies and monitors any inmate who exhibits characteristics of a victim or predator. All staff, volunteers,

and contractors shall report any information related to sexual abuse in a timely and appropriate manner.

1.

Authority and Reference

* Public Law 108-79, Prison Rape Elimination Act (PREA) of 2003.

* American Correctional Association, Standards for Adult Correctional Institutions, Fourth Edition, 2003,
Standards 4-4281-1 through 4-4281-8 and 4-4406.

* American Correctional Association, Performance-Based Standards for Adult Local Detention Facilities,
Fourth Edition, 2004, Standards 4-ALDF-2A-29, 4-ALDF-4D-22, 4-ALDF-4D-22-1 through 4-ALDF-
4D-22-8, and 4-ALDF-7B-10.

» National Commission on Correctional Health Care, Prison Health Standards, 2003, Standard P-G—09.

 State statute on sexual assault.

Definitions and Acronyms. For the purposes stated herein, the following definitions and acronyms
apply:

Abusive Sexual Contact. The intentional touching, either directly or through the clothing, of the genitalia,
anus, breasts, inner thigh, or buttocks of another person without his or her consent, or of a person who is un-
able to consent or refuse. Abusive sexual contact shall also include any unwanted and/or forced kissing and

hugging.
HIV. Human Immunodeficiency Virus.

Nonconsensual Sexual Act. The intentional contact between the penis and the vagina or the penis and the anus
including penetration, however slight; OR contact between the mouth and penis, vagina, or anus; OR penetra-
tion of the anal or vaginal opening of another person by a hand, finger, or another object without his or her
consent, or of a person who is unable to consent or refuse.

PBMS. Performance-Based Measurement System.

PREA Coordinator. Designated staff person who is knowledgeable regarding the Prison Rape Elimination Act
and its standards.

Separation Profile. A record specifying the need and reason for keeping two or more individuals apart from
each other.

Sex Offender Programs. Services that may include orientation, psychoeducational groups, individual counsel-
ing, group counseling, pharmacological interventions, discharge planning, and other clinical interventions.
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Sexual Assault. For the purposes of this Directive, sexual assault shall be a collective term encompassing the
definitions of Abusive Sexual Contact, Nonconsensual Sexual Act, Staff Sexual Harassment, and/or Staff
Sexual Misconduct.

Staff Sexual Harassment. Any behavior or act of a sexual nature directed toward an inmate by an employee,
volunteer, official visitor, or other agency representative, to include unlawful sexual relationships of a roman-
tic nature between staff and inmates.

Staff Sexual Misconduct. Behavior that includes repeated verbal statements, comments, or gestures of a sexual
nature to an inmate by an employee, volunteer, official visitor, or other agency representative.

Staff Training. Each employee, volunteer, and contractor who comes into direct contact with inmates shall re-
ceive training in sexual assault prevention, the zero-tolerance policy regarding sexual abuse, and related topics
in accordance with this policy.

Preservice Orientation Training. Newly hired staff with direct inmate contact shall receive training on sexual
assault prevention and the zero-tolerance policy regarding sexual abuse prior to being assigned to a facility
post. Staff shall be trained to:

* Have a general understanding of PREA.

* Identify sexual assault as it occurs in jails and prisons.

* Identify the traits and characteristics of the potential victim.

* Identify the traits and characteristics of the potential predator.
* Identify rape trauma syndrome.

* Identify staff intervention practices.

* Discuss the crime scene preservation protocol for sexual assault.

Inservice Training. Staff with direct inmate contact shall receive refresher training on sexual assault preven-
tion annually. This training shall include issues related to cultural awareness, responsibilities for reporting
sexual abuse, consequences for engaging in behavior that violates this policy, and other specialized training as
appropriate.

Rollcall Notices. The facility shall update staff as needed via rollcall notices as directed by the facility
Administrator.

Inmate Orientation. Each inmate, upon admission to the Kerry County CDC, shall receive orientation that
includes a presentation of the “Sexual Assault Prevention for Inmates” video. Each inmate shall sign the
designated form acknowledging receipt of sexual assault materials, including the “Sexual Assault Prevention
for Inmates” brochure, the Inmate Handbook with information regarding PREA, the zero-tolerance policy for
sexual abuse, avenues to report sexual abuse, access to confidential counseling and reporting to an outside
advocacy group, and a means to report any issues related to personal safety. In addition, upon admission,

the orientation/unit counselor shall meet with each inmate to familiarize him/her with the written orientation
materials.

Chapter 7: Change Management Principles and Practices in‘Action ° 73



Victim Profile. The following represents characteristics or traits that may subject an inmate to sexual assault:

* Vulnerable.

* Nonviolent.

* Young or youthful in appearance.

* Small physical stature.

* First time incarcerated or new to the facility.

* Effeminate (e.g., beardless, smooth skinned, more feminine in appearance).
* Gay, lesbian, bisexual, and/or transgender.

* Engaging in promiscuous or provocative behavior.
* Lacking street smarts.

* Mental illness or intellectual disability/deficit.

* Physical disabilities.

* Past victim of sexual assault.

* Convicted of a sex crime.

It is important to note that the above list is not all-inclusive and an inmate may not exhibit any of the traits
listed above prior to an incident of victimization.

Predator Profile. The predator in a male-on-male or female-on-female sexual assault does not necessarily
perceive himself/herself as being homosexual. Often, the perpetrator is hypermasculine and uses aggression
to gain a sense of importance. The sexual predator will watch and wait until the right type of inmate is acces-
sible and will create an opportunity to begin the “grooming” of the targeted inmate. The typical predator may
demonstrate one or more of these character traits:

* Violent history (street smart and an experienced fighter).

* History of sexually assaulting other inmates.

* History of being sexually assaulted.

 Large physical stature.

* Mentally challenged.

* Possesses power and authority (feared by most inmates and staff).

» Recidivist (experienced in prison culture).

* Antisocial personality.

* More verbal, aggressive, and extroverted (extremely self-confident).

* Manipulative.

* Engages in other criminal activity.
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* Objectifies women (uses pornography personally, as well as using it to barter with and to manipulate other
inmates).

Staff Awareness. Staff awareness is an important component for curtailing sexual assault. Staff shall focus
on identifying potential signs of victimization and intervene before the incident occurs. Staff shall treat any
observation of sexual activity as a potential sexual assault. Staff may gain awareness through:

* The discovery of a sexual assault in progress or the observation of an incident, which includes sexual threats
or pressure.

* A victim’s report of an incident that has occurred.

* Information provided by a third party, i.e., another inmate, family member, or advocacy group member.
* The discovery of medical evidence of a sexual assault during an examination.

* Overhearing inmates discussing an incident involving sexual assault.

 Unlikely friendships that develop that raise curiosity, such as an older, more experienced inmate befriending
a younger, less experienced inmate.

* An inmate displaying some of the characteristics of rape trauma syndrome:

— Sleep difficulties.

— Disturbed eating habits.

— Symptoms specific to the attack.

— Startled reactions.

— Withdrawn.

— Emotional expressions such as crying or shaking.
— Isolates from others.

— Extremely overalert.

An inmate may fit some of the characteristics associated with the victim profile.
Sexual Assault Prevention

On Intake to the Facility. During intake, staff shall conduct screening to inform appropriate housing, bed, work,
education, and program assignments, and shall determine through the appropriate classification means if a
victim/predator profile exists. If a victim/predator profile exists, the staff member discovering the profile shall
verbally report the profile to the shift commander or designee to inform appropriate housing assignments.

While Housed at the Facility. Staff shall conduct random tours throughout their area(s) of responsibility in
accordance with facility policy “Tours and Inspections.” Video surveillance cameras shall be used to augment
staff tours for increased observation. In each area of the facility, staff shall identify blind spots where sexual
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assaults are at higher risk of occurring and develop a strategy to compensate for such areas in accordance with
the PREA Coordinator and Chief of Security.

Staff Monitoring and Intervention. All staff, volunteers, and contractors shall report any instance of alleged
or actual sexual assault/victimization to a shift supervisor as soon as practical and provide documentation in
accordance with facility policy “Reporting of Incidents.” Failure to report may subject the individual to disci-
pline, up to and including dismissal.

Staff Action. If a staff member suspects or an inmate alleges that he/she or another inmate may have suffered a
sexual assault or victimization, the following actions shall be implemented:

* Identify, separate, and secure the inmates involved.

* Identify the crime scene and maintain the integrity of the scene for evidence gathering.

* Notify a shift supervisor of the incident as soon as practical.

* Do not allow any inmates involved to shower, wash, drink, eat, use toilet facilities, or change clothing until
examined.

* Document the incident on an incident report and forward it to a shift supervisor in accordance with facility
policy “Reporting of Incidents.”

Supervisory Action. In addition to the requirements described above, the supervisor shall:

* Contact the facility duty officer and the local law enforcement authority as soon as practical.

 Alert health services staff as soon as practical. Escort the victim to the health services unit for a private
medical and mental health assessment as soon as possible. Health services staff will initiate protocols
related to a forensic medical exam.

* Take appropriate steps to ensure that the victim is not left alone.

* Explain to the victim that there is help available to cope with the situation, including outside advocacy
support services.

* Offer or arrange for the victim to speak with the facility’s religious service representative.

* Complete all necessary reports in accordance with facility policies.
All Employees. Each employee shall:

* Avoid labeling the victim or predator by using slang or inappropriate words.
* Treat a sexual assault incident as a serious and confidential matter.

* Recognize that sexual assault survivors may engage in sexual acts, which may present an appearance of be-
ing consensual, out of a desire for protection from violent assaults and to minimize risk of HIV infection.

* Treat known survivors and targets of sexual assault fairly and without discrimination or unfair judgment.

* Become familiar with your area of responsibility and identify vulnerable sites for potential sexual activity.
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10.

11.

12.

13.

Evidence Protocol/Securing the Area. The area of any attempted or actual sexual assault shall be treated
as a possible crime scene in accordance with facility policy. Once the inmate is removed from the area, care
shall be taken not to disturb the suspected crime scene. Items shall not be cleaned or removed. Photos/video
shall be taken of the suspected crime scene and any suspected physical evidence. Sketches and notes should
be made of the cell, including the location of items, especially those that have been removed as evidence.
Only authorized personnel shall be allowed to enter the area. The collection of physical evidence shall be
conducted by the local law enforcement authority or, in instances when authorized by the law enforcement
authority, the facility shall collect, secure, and store physical evidence. If required, facility personnel shall
collect evidence as follows:

* Latex or rubber gloves shall be used.

* Each specific item of physical evidence shall be placed in a separate paper bag, envelope, or container to
avoid disturbing or compromising the integrity of the physical evidence.

* The storage container shall be tagged.

* Physical evidence items, when removed from the scene, shall be placed directly in the physical evidence
storage area or turned over to the appropriate law enforcement agency.

* Once the local law enforcement authority has cleared the scene, the facility Administrator or designee may
issue the orders for the cell/area to be cleaned and inventoried.

Investigation of Sexual Assaults. All information related to sexual abuse or assault shall be reported and
investigated. The local law enforcement authority shall serve as the investigating authority in all incidents
of sexual assault within the facility. The facility’s PREA Coordinator and Chief of Security shall assist law
enforcement as appropriate and shall conduct an internal investigation into the incident in accordance with
facility policy.

In the event that local law enforcement declines to investigate a sexual assault allegation, the Chief of Security
may forward the case to the appropriate trained staff for investigation. At the completion of the investigation,
the Chief of Security shall forward a copy of the outcomes/findings to the facility Administrator. However,
during the investigation, if evidence or information is discovered that corroborates the inmate’s allegation of
sexual assault, staff shall suspend the investigation at the point of discovery and contact the local law enforce-
ment agency for direction about followup.

Classification. Victims/alleged victims of sexual assault and predators/alleged predators shall be identified
and tracked. Inmates involved in sexual assaults shall be kept separate from each other by means of a separa-
tion profile/record notation. Inmates who are identified as sexual predators or potential sexual predators, as
determined by the Chief of Security, shall be appropriately housed at the facility (or may be transferred to
another facility) for the purposes of separation from potential victims.

Victim Support. Victims of sexual assault shall be referred to qualified mental health professionals for
treatment and followup, as necessary. Health services staff shall make appropriate referrals to a community
advocacy group in order to provide additional counseling and support for victims/survivors of sexual assault.
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14. Sexual Assault Response Team (SART). A SART is composed of four or more individuals and includes
one coordinator (management official responsible for oversight), one medical staff person, one security staff
person, one mental health professional, and one person designated as the facility Victim Services Coordina-
tor. Each member will have a primary role in responding to reported incidents of sexual abuse and will ensure
that policy and procedures are carried out that relate to inmate safety and support for the victim’s needs. The
SART will serve as an advisory group with the PREA Coordinator to address any issues related to inmate
sexual safety and will offer recommendations to enhance the policy and procedures related to this subject.

15. Predator Management. Inmates identified as sexual predators shall be managed in accordance with facility policy.
16. Reporting. Documentation and reporting of sexual assaults or related behavior shall be as follows:

Internal Reporting. All sexual assaults shall be documented in an incident report in accordance with facil-
ity policy and included in the monthly PBMS report. The PBMS report shall list the following categories of
sexual assault:

* Alleged sexual assaults.

* Abusive sexual contacts.

* Nonconsensual sexual acts.

* Staff sexual harassment of an inmate.

* Staff sexual misconduct toward an inmate.

Security Tracking. The Chief of Security shall track all allegations of sexual misconduct by staff and inmates,
including investigation results and any actions taken by the facility staff, local law enforcement, and/or the courts.

17. Exceptions. Any exceptions to the procedures in this policy require prior written approval from the facility
Administrator.

Summary

The APEX Change Management Model provides a systemic approach to change, sustaining change, and perfor-
mance improvement. Using this model as a template enables agencies to custom design strategies and activities
that will help them create a roadmap for change and sustain their change efforts. As organizations move along the
APEX journey, this model can provide a process for making the trip smoother and helping them arrive at their
chosen destination effectively and successfully.

The case material offered here is an example of how to achieve culture change and how to comply with new legis-
lation through the use of the APEX Initiative principles and practices. It shows how an agency can employ change
management principles, effective communications planning, and the elements of implementing and sustaining
change through a story of one agency’s adoption and deployment of the Prison Rape Elimination Act.
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udget cuts, overcrowded prisons, high incarceration rates, job loss fears—these are challenging issues for any

correctional system. In the past decade, many state correctional systems have transitioned from a tough-on-

crime incarceration mode to one focused on offender reentry. Whether this transition is a reflection of the chal-
lenging economic times or the research that indicates that a reentry initiative can reduce recidivism and enhance
public safety, the common theme is the same. Correctional agency leaders must be culture change agents for any
major change initiative to succeed. This chapter addresses many of the strategies that states have implemented to
shift their criminal justice and correctional culture from a primary focus on offender confinement to one of of-

fender community reentry.

Creating a Successful Transformation

To achieve a successful correctional agency transformation, agency leadership must learn about the current state
of affairs, recognize that culture change is a deliberate process that involves all stakeholders in the criminal justice
system, and steadfastly commit to culture change efforts in support of the agency mission. The following stages
illustrate an example of a culture change process involving offender reentry in a state correctional system.

Stage |: Plan and Assess

The state budget has a significant deficit, and with the department of corrections comprising 7 percent of the bud-
get and encompassing the largest workforce of any state agency, the trend is an increase in costs for managing the
state agency. The Governor and legislature must make some drastic cost reductions, and the department of correc-
tions is not exempt. The correctional director recognizes that cost containment and/or reduction is inevitable, and
decides to engage the APEX Public Safety Model and its strategies for assessing and planning the organizational
culture change that will positively affect the agency’s performance.

Stage 2: Define the Goal

The director’s main goal is to meet the agency’s mission to enhance safety for the public, staff, and offenders. A
review of the literature illustrates that meeting this goal has been successful in other state systems with the transi-
tion to a reentry initiative. The outcomes of a systems approach to reentry indicate the possibility of a reduction
in the incarcerated population, closing of facilities, reductions in operating costs, reduction of incidents in cor-
rectional facilities, and, most importantly, a reduction in offender recidivism. In effect, the criminal justice system
becomes more collaborative, effective, efficient, and transparent with a vibrant reentry initiative.
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Stage 3: Organize for Results

The director decides to commit to a reentry initiative; however, making a decision and implementing it are vastly
different efforts. The director commits to being the culture Change Leader and establishes a culture Change Team
to develop and implement the new agency strategy.

Build the Right Team

The director’s strategy team is a multidisciplinary group of agency leaders who are committed to the overrid-

ing goal of public safety and recidivism reduction. The team’s objectives include cost containment, population
reduction, efficient staff and resource allocation, and a critical review of the criminal justice system, decision
points, and drivers that affect the agency’s confined population. The team submits weekly reports to the director,
highlighting activities that may need the director’s direct involvement, such as communicating with government
officials, community organizations, labor unions, and other critical support systems. The team establishes the per-
formance measures that will indicate the progress of the culture change efforts.

Engage Stakeholders

The team uses the APEX Change Management Communications Plan format found in APEX: Building the Model
and Beginning the Journey (another book in the APEX Guidebook series) to identify and analyze the stakeholders
who have influence with the reentry initiative. Engaging key stakeholders is critical to successful culture change
and the initiative’s overall success. Developing a communications plan to better guide stakeholder engagement is
essential for any major change initiative. The key stakeholders identified in the communications plan include the
agency staff; labor unions; legislators; other state agency officials in the areas of probation/parole, mental health
and substance abuse, housing, employment, education, and judicial; the media; community advocacy groups; and
the faith-based community. Each stakeholder group has corresponding engagement protocols with defined objec-
tives. The team also learns that the use of advisory committees and community-based reentry councils has been
very successful across states in sustaining stakeholder engagement, support, partnerships, and investment in the
initiative’s success.

Stage 4: Build the Detailed Implementation Plan

The team working on the transformation effort is diligent in planning how to implement the strategy to shift the
agency culture to one that embraces reentry. It is critical to plan for the expected results and the possible unwanted
results of implementing the strategy. Building good relationships with stakeholders and ensuring that they remain
informed and engaged in the efforts may lessen the negative impact of an unexpected event, such as an offender
committing a heinous crime after release. Agency leadership must be deliberate and consistent in communicating
ongoing implementation efforts and the performance outcomes to reinforce the culture change initiative.

Stage 5: Implement the Change Management Plan

The Change Team uses the implementation timeline to monitor and track its progress with respect to the action
steps. A scoreboard is developed and displayed to update regularly. Information on the progress of the reentry pro-
gram is shared with stakeholders in accordance with the communications plan. Agency leadership works with the
Change Leader and Executive Team to address any challenges, resistance, and discontent toward the new policies
and practices, and is willing to revise plans when necessary.
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Stage 6: Sustain the Change

Sustaining any transformation initiative, especially one as broad-based as reentry, requires that leaders/change
agents maintain ongoing communication with stakeholders and reinforce the benefits and results of the efforts to
them. When stakeholders are involved in the initiative, see the performance results, believe in the benefits, and
personally invest in its success, the agency will have a strong foundation to overcome implementation barriers and
sustain the transformation over time and during changes in leadership.

Models for Reentry Initiatives

Many states have embarked on culture and change management initiatives related to offender reentry. In many

instances, states were able to gain federal, private, and/or public funding to support their efforts. The following
sections offer information and strategies on how various states were able to transform their criminal justice and
correctional systems to an offender reentry focus with significant success and benefits.

The National Institute of Corrections (NIC) maintains an extensive collection of publications related to reentry
and management of organizational culture change. These publications can be found in NIC’s Information Center
at http://nicic.gov/. The Center sponsors programs focused on reentry, including the Transition from Prison to
Community (TPC) Initiative and the Transition from Jail to Community Initiative.

Michigan Prisoner Reentry Initiative

Michigan began its reentry program by reallocating money to avoid asking for extra funds. Then the state received
NIC technical assistance funding through the TPC Initiative, JEHT Foundation, and National Governors Associa-
tion to enlarge the program. The early years looked very successful, with a 23-percent improvement in recidivism.
Then the state began working to reduce inmate length of stay: Michigan’s inmates served an average of 16 months
longer per offense than those in neighboring states. Because Michigan used indeterminate sentencing, there was
often a large gap between the minimum sentence (when a prisoner became eligible for parole) and the maximum
sentence. The next efforts focused on earlier parole for offenders to reduce prison crowding, and on appeasing the
parole boards with more effective community reintegration plans to ensure successful parole petitions. Accord-
ing to the Sentencing Project’s report on the downscaling of four prisons in the United States, Michigan realized

a 12-percent reduction in the prison population (from 51,577 to 45,478) from 2006 to 2009. Through Michigan’s
initiative, the parole board began to review the cases of all offenders whose sentences involved only drug or other
nonviolent crimes. Once the parole board was assured that there would be adequate support in the community, it
agreed to more early parole releases. Because most parolees were able to stay out of prison, this trend continued
(Alexander 2009, Greene and Mauer 2010, Mandeville 2004, Mogelson 2010).

Michigan has shown great success with its efforts. A report illustrating the breadth of the initiative stakeholders
and results is available at http://www.michigan.gov/documents/corrections/MPRI_2010_Progress_Report_
343664 _7.pdf.
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Kentucky Department of Corrections Reentry

The Kentucky Department of Corrections (DOC) introduced its reentry philosophy, the benefits of changing to a
reentry model, and the DOC'’s approach to supporting this philosophy in November 2009. Collaboration and sup-
port for the reentry initiative continue to expand and improve. The DOC added staff—facility reentry coordinators
along with reentry probation and parole officers—who were dedicated to the reentry program. In addition, the
DOC has trained more than 750 staff to incorporate the Level of Services Case Management Inventory (LS—CMI)
into case planning, a vital component to managing an offender’s risk and assigning him/her to risk-reduction pro-
grams and services.

A key element of the agency’s reentry approach involves inviting the public to help the agency meet its mission to
ensure public safety and reduce recidivism. To educate the public and staff, and to encourage support from stake-
holders, the DOC introduced “The Tool Kit” in September 2011 as part of its communications plan. This monthly
newsletter informs readers about ongoing collaborative efforts related to reentry, including the names and contact
information of staff assigned as reentry coordinators and community supervisors, programs and services avail-
able to offenders, success stories of reentry efforts, and updates on the Kentucky Alliance for ReEntry Committee
activities.

To access “The Tool Kit” and learn how it is used to reinforce reentry efforts across the state through stakeholder
engagement, Visit http://corrections.ky.gov/reentry/Pages/default.aspx.

Connecticut Department of Correction Reentry Strategy Report

To enhance public safety, in 2003 the leadership of the Connecticut Department of Correction transitioned the
agency from a back-to-basics confinement model to one where the mission focus shifted to offender reentry. Con-
necticut has a unified system in which the state detention facilities, prisons, and community corrections (postincar-
ceration) are all administered under the state Department of Correction. The results of this business model change
included a 9-percent reduction in the confined population from 2003 to 2011. Prior to the reentry initiative, the
state-projected annual offender population increased along with related budgetary expenses. Since the reentry ini-
tiative began, the state has realized a significant savings of over $800 million in cost avoidance. Most importantly,
since the reentry strategy was implemented, which led to a reduction in the confined population and an increase in
the supervision of offenders in the community, the recidivism rate and the overall state crime rate have declined.

The State of Connecticut Reentry Strategy outlines the state’s approach; it was prepared in response to a legisla-
tive request and it describes the ongoing collaborative efforts of the state criminal justice agencies and their stake-
holders. This document includes guiding principles, reentry goals, stakeholder engagement efforts, programs, and
services, as well as an integrated risk reduction case management model. This document is available at
http://www.ct.gov/opm/lib/opm/cjppd/cjcjpac/cjpac_2010_reentry_strategy_(2).pdf.

The State of Connecticut Risk Assessment Strategy complements the Reentry Strategy. It focuses on collaboration
among criminal justice agencies for enhancing public safety with an integrated system of risk assessment and risk
management. This document is available at http://www.ct.gov/doc/lib/doc/risk_assess_strategy_report_2010.pdy.
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The Sentencing Project

The Sentencing Project promotes transformation in sentencing law and practice to reduce the criminal justice sys-
tem’s reliance on incarceration. This organization has several publications that relate to reentry strategies, includ-
ing Downscaling Prisons: Lessons from Four States (Greene and Mauer 2010) and On the Chopping Block: State
Prison Closings (Porter 2011). These publications and others are available at www.sentencingproject.org.

Summary

In these challenging times, as budgets shrink, it remains critical to ensure stakeholder safety. Because of the need
to maintain both security and cost efficiency, it has become increasingly important to reduce inmate populations
through improving reentry programs, reducing costs, and focusing the correctional organization’s culture on
higher performance. Change can happen in a correctional organization as the culture becomes more responsive to
financial and performance needs. This chapter highlights a model of successful organization change for reentry—
the APEX Change Management Process. This chapter also discusses several other models for reentry initiatives
that are worthy of study when planning a change initiative.
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ulture, including the beliefs, assumptions, values, norms, and practices in an organization, determines the

success of an organization’s performance and change efforts. This book helps illuminate the role culture

plays in an organization that is striving for higher performance. A strong sense of where an organization’s
culture falls on the continuums between external versus internal focus, and between structure and control versus
flexibility and agility, determines which of four cultural types the organization is most closely aligned with. The

Competing Values Framework helps identify these cultural types and direct an organization toward growth.

Knowledge of culture enables an organization to proceed along the path to successful change. The APEX Change
Management Model provides a process and map for organizational change based on research and best practices; it
engages the human component of the organization to ensure success. Communication is key to any change effort,
and a general blueprint for developing a communication strategy is detailed in this book, along with an example
for developing a Prison Rape Elimination Act (PREA) change initiative communications plan. An APEX Change
Management Process is included; it is written to model an organization that is shifting its culture to align with
PREA standards. As budget cuts hinder correctional operations, the movement to reduce the offender population
through safer and more effective reentry programs is increasing. An APEX Change Management Model, written
with respect to reentry and case studies of change initiatives, is highlighted in this book.
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