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Belief in the stable state is strong and deep in us. We
institutionalize it in every social domain. We do this in
spite of our talk about change, our apparent acceptance of
change and our approval of dynamism...We believe in the
stability of the organizations and institutions in which we
work...in the stability of our status and roles within these
organizations...and in the stability of the ideology
associated with them.

Donald Schon,

BEYOND THE STABLE STATE, 1974



CHAPTER I

INTRODUCTION

Organizations are regularly faced with the issue of change. New
technology, new legislation, and new management strategies are only a
few of the many circumstances that cause an organization to rework its
philosophy, policy and procedures. An important element of the change
process is the evaluation of the results of change, answering the
question - what has been accomplished? A complex and often ignored
aspect of the change process, the evaluation of organizational change is
necessary and vital if the implementation is going to be successful and

effective.

The Community and Youth Correcticons Branch of the Manitoba
Corrections Division offered a practicum placement where an approach to
evaluating organizational change could be designed and applied. Created
in 1985, the Community and Youth Corrections Branch introduced a number
of changes that were intended to have an impact on the delivery of

community corrections and youth institutional services in the Province.

- The purpose of this practicum was .to gain experience in research

evaluation of organizational change. This experience was gained through



activities such as conducting an evaluability study, deciding on one
variable to research, developing a research design, data collection,
data processing and analysis including a documented presentation of

findings.

The evaluability study was conducted in the summer of 1986. Having
initially identified a number of potential variables to research the
effect of organizational change, staff and management's perception of
change was the topic chosen for further study. The instrument used in
collecting data was an interview guide. Following a pre-test of the
guide interviews vwere conducted over a six week period in the
winter-spring of 1987. Following data processing and analysis, a report

of the findings was prepared and distributed.

The objective of the evaluation research was the identificatiop cf
management and staff perception of organizational change between
November 1983 and February 1987. More specifically, the study was
designed to determine how the change was conceptualized, operationalized
and considered to be of impact on activities at Manitoba Community and

Youth Correcticns.
Key findings of the study reveal:

- the majority of staff and management identify the organizational

change in the Branch as a movement towards a community development



approach in the provision of community correctional services.

the organizational change is perceived to have its greatest effect
on the role and responsibilities of general probation officers and

Area Directors.

the success of the change is perceived to be in the hands of the

Area Directors.

staff and management perceive they 1lack an overall understanding

and knowledge of the masterplan for organizational change.



CHAPTER II
LITERATURE REVIEW

Organizational change is a very complex and multi-dimensional field
of study. The concept is defined by Hassenfeld as

alterations in the allocation of resources, distribution
of power, and the internal structure of an organization.

£1]
H. Rush refers to the process as organizational development and

describes it as
a planned, managed, systematic process to change the
culture, systems and behavior of an organization, in order
to improve the organization's effectiveness in solving its
problems and achieving its ocbjectives.[2]
Organizational change differs from organizational innovation in that the
latter is "the adoption of a product, service, or technology perceived
to be new by the organization."[3] There is also a distinction to be

made between symbolic and real change, the former constituting a process

of reorganization that may affect the style of work but not its content

1. Hassenfeld, Y., HUMAN SERVICE ORGANIZATIONS, 1983, p.219

2. Rush, H.M.F.,"Organization Development in Practice: A Comparison of
Organizational Development and Non~-Organizational Development
Companies", ORGANIZATION DEVELOPMENT: A RECONNAISSANCE, 1974, 605, p.31

3. Hassenfeld, Y. 1983, p. 219
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or importance, thus having the appearance rather than the influence of

change.

The need for an organization to change can be triggered by a variety
of sources both internal and external.[4] While some authors suggest
that there is time for an organization to understand and assess the need
and opportunity for change and respond in an informed manner [5],
others, argue that the accelerated nature of change requires the
organization to anticipate, forecast and prepare for it. [6] Ackoff
summarizes Schon's rationale for a prepared, anticipatory response to
change this way,A

As the rate of change increases, the complexity of the
problems that face us also increases. The more complex
. these problems are, the more time it takes to solve them.
The more the rate of change increases, the more the problems
that face us change and the shorter is the 1life of the
solutions we find to them. Therefore, by the time we find
solutions to many of the problems that face us, usually the
most important ones, the problems have so changed that our
solutions to them are no longer relevant or effective; they
are stillborn. In other words, many of our solutions are to
problems that no longer exist in the form in which they were
solved. As a result we are falling further and further

4, Lippitt, Langseth and Mosscp, IMPLEMENTING ORGANIZATIONAL CHANGE,
1986

5. Ackerman, Linda, "Evaluating Your Change Process, 1983; Lippitt,
Langseth, and Mossop, 1986

6. Ackoff, R., CREATING THE CORPORATE FUTURE, 1981; Schon, D. BEYOND THE
STABLE STATE, 1971

7. Ackoff, 1981, p.5
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behind our times. [T7]

Whether one adheres to a strategic rather than a reactive approach to
change, the concensus 1is that organizational change is desirable,

healthy and necessary. [8]

When an organization is affecting change, a logical place for the new
vision or purposevof the organization to be redefined is in the mission
statement. .In his book, VISUALIZING CHANGE, Lippitt discusses the
importance of a vision of change to help provide focus and clarity to
the goals of change. While Lippitt's thesis is that models are an
effective method for visualizing change in a symbolic way, mission
statements are also a tool through which an organization defines its

vision or purpose.

A mission statement, according to Ackoff in CREATING THE CORPORATE
FUTURE, is a very general statement that endows everyone in an
organization and all they do with a sense of purpose. A mission
mobilizes an organization into concerted action.[9] More recent writers

such as Peter Drucker and Tom Peters[10] suggest that the mission

P e ]

8. Hasenfeld, Y., 1983; Ackoff, R., 1981; Lippitt, Langseth and Mossop,
1986 '

9. Ackoff, 1981, p.107
10. Drucker, Peter, HARVARD BUSINESS REVIEW, September/October 1988 and

Peters, Tom, Thriving on Chaos, 1988
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statement is essential for communicating to staff and management the
common. values and objectives that guide the enterprise. Within a system
such as government, the mission statement explains a department or
divison's purpose within the context of the larger system. If the
intent of the organization is to change some basic aspect of its purpose

then that change must be reflected in its mission.

An important aspect of the change process is evaluation.[11] However,
despite the important role it plays, it is often the one area of the
change cycle that is ignored. A 1978 study by Porras and Berg examining
160 change interventions, found only 20 evaluation studies conducted.

[12]

While lack of time and funds is one of the main obstacles to an
evaluation being conducted, a common hinderance is also an inadequate
frame of reference and an inability to develcp measurable objectives for
which the change was attempted.[13] Both these problems are symptomatic
of the evaluation compcnent not being built into the overall change

plan.

11. Lippitt, Langseth and Mossop, 1986; Ackerman, L., 1983

12. Porras and Berg, 1978 as reported in Lippitt, Langseth and Mossop,
1986, p. 119

13. Lippitt, Langseth and Mossop, 1986, p.119
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Evaluating change strategies is important because it tells the
organization what the intervention accomplished. Knecwing that, a
decision can be made to continue, readjust or discontinue depending on

the desired outcomes of the change.

The dynamic, complex nature of change processes makes it difficult to
study. Louis B. Barnes offers a variety of ways of conceptualizing
organizational change for the task of identifying variables for
evaluation purposes. He writes that "organizational changes involve
multiple sets of complex variables whose identity, interaction and
impact vary from situation to situation" (Barnes, 1971, p.58). He goes
on to point out that it is necessary to keep variables simple and easily
defined explaining that

organizational change involves variable causes and effects:
not easily isolated from each other, [and that], under the
circumstances, oversimplification becomes desirable and
almost inevitable. An analyst almost had to chose a limited
number of variables which are recognized as dynamically
interdependent and then try to work from there toward a more
accurate understanding of reality.[14]

In this vein, Leavitt offers a relevant format for identifying
variables. He claims that when organizations make the decision to

reorganize they usually focus on strategies that involve four

interacting variables identified as task, people, technology and

14, Barnes, 1971, p.59
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structure. He suggests that depending on the nature of the
organization, one of the four variables will be the strategic variable

for planning and implementing organizational change.

A valuable variable for evaluating organizational change is people's
reactions to the change.[15] People's attitudes and/or perceptions of
organizational change are relevant to evaluating the impact of change as
demonstrated by a study conducted by Albert S. King. King's study found
that the "expectation effect of the people was a more important source
of variation than the innovation itself".[16] Carrying this cbservation
one step further, it could be argued that the perceptions people have

about change alsc have an impact on how they respond to the change.

Brundage and MacKeracher, for example, in discussing adult learning
principles, indicate that wzdults react to learning experiences or
information as they perceive it, not as the teacher presents it"[17]
Subsequently, if the intent of the learning experience or information is
to change behavior, it is relevant to understand how the individual

perceives the information to assess whether it is having the intended

- o —— -

15. Ackerman, "Evaluating Your Change Process", 1983; Lippitt, Langseth
and Mossop, 1986

16. King, American Science Quarterly, p.221
17. Brundage and MacKeracher, Adult Learning Principles and Their

Application to Program Planning, 1980, p.26
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affect on their comprehension and behavior.

Lippitt also supports the importance of people's perceptions to the
change process and analysis of it.

The primary concern of persons trying to charige the
behavior of others or solve a complex problem is the
motivations of the people involved. It is imperative to
consider both the needs and perceptions of people in an
analysis of a change situation.[18]

A method for collecting perceptual data is survey research.[19]
Survey research is a method by which data is collected by asking people
who have experienced certain phenomena to reconstruct these phenomena
for others. Approaching a sample of individuals presumed to have
undergone certain experiences, the researcher interviews them concerning

these experiences. The responses constitute the data upon which the

reasearch hypotheses are examined.[20]

There are three ways of conducting survey research - personal

interviews, mail questionnaire and telephone survey.[21]

18. Lippitt, Gordon, VISUALIZING CHANGE, p.3
19. Lippitt, Langseth and Mossop, 1986, p.122

20. Nachmias and Nachmias, RESEARCH METHODS IN THE SOCIAL SERVICES,
1981, p.181

21. Nachmias and Nachmias, p.181; Babbie, 1975, p.260; Atherton and
Klemmack, 1982, p.105
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Considering the advantages and disadvantages of each approach[22] the
personal interview was selected for the perception of change survey for
it offered greater flexibility in the questioning process, control of
the interview situation, high response rate and the ability to collect

supplementary information.

The personal interview is a face~to-face interpersona; rcle situation
in which an interviewer asks respondents questions designed to obtain
answers pertinent to the research hypothesis. The questions, their
wording and their sequence, define the extent to which the interview is

structured.[23]

The structure of the survey instrument used in the organizational
change survey was non-scheduled structured. There were a number of
reasons for using this format as opposed to the scheduled-structured or
the nonscheduled interveiw. First, the non-scheduled structured
interview enabled the researcher to design questions within a structured
context, but gave the respondents considerable libert& in expressing
their definition of the situation of organizational change presented to

them.[24] Second, enhanced by the use of open-ended questions, the

22. Nachmias and Nachmias, p.182-203
23. Ibid., p.190

2. Merton and Kendak, "The Focused Interview",1946, p.541
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structure had the advantage of not forcing respondents to adapt to
preconceived answers.[25] As well, the researcher was able to probe,

clarify and obtain depth to responses.[26]

Atherton and Klemmack suggest that "there 1is no tright way' to
develop a survey research instrument®.[27] There are, however, a number
of considerations that affect the design and content of a survey
research instrument, and ultimately, affect its validity and
reliability. These considerations include the nature of the subject
being surveyed,[28] whether the questions are illieciting factual or

perceptual information[29] and question sequencing{30].

In approaching the perception of change interviews, the researcher
considered a number of techniques that Weiss and Richard Scott describe
as being important to the interview process. The importance of the

procedures is based on their potential for affecting the accuracy and/or

25. Nachmias and Nachmias, p.213

26. Ibid., p.213

27. Atherton and Klemmack, RESEARCH METHODS IN SOCIAL WORK, 1982, p.91
28. Ibid., p. 93

29. Nachmias and Nachmias, p.223-224

30. Ibid., p.221

31. Weiss, p.366; Scott, W. Richard, "Field Methods in the Study of

Organizations", 1961, p.563
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bias of the responses.[31]

The manner in which the study is introduced and explained lays the
groundwork for how the respondents view and participate in the
interview. If the study is not properly introduced and explained there
is potential for fear and suspicion surrounding the research and‘ its
purpose. This, in turn, affects how freely the participants respond to
the interview questions. The introduction alsc sets the tone for the
second important consideration -~ the grounds on which the respondent's

co-operation is sought.

When conducting organizational research it is necessary to gain
senior official approval. The danger in this, suggests Scott, is that
it creates the problem of the researcher being identified with
management in the eyes of the subordinate groups.[32] This association
can lead to subordinates feeling that ‘'co-operation' is forced upon
them, thus causing feelings of resentment which can affect the level and
kind of responses to the interview questions. To combat this reaction
it is important for the interviewer and the research study to gain the
confidence and respect of tﬁe participant before proceeding with the
interview. This is in part achieved through a thorough introduction and

explanation of the study. It is also achieved by the researcher

32. Scott, p.563
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providing a picture of herself, of her background and interests in the
subject to the participants. "The researcher should direct initial
energy to building relationships with subjects rather than to gathering
data. The researcher can gain acceptance more readily if she can point
to some characteristic held in common with those whom she 1is

studying."[33]

In creating a healthy rapport it is important for the interviewer to
maintain a value-neutral position towards the opinions being expressed
by the respondent .[34] Overrapport between the interviewer and
respondent can lead to subject and/or interviewer bias impacting on

response accuracy.

The interviewer's wording of the questions, consistent order and
placement of questions and choice of answers allowed to the respondent
are all important 'considerations to the interview process.[35]
Variations or inconsistencies in the wording or ordering of questions
can result in variations and inconsistencies in éhe responses generated
by the interview process itself rather than the different attitudes or

percetions of the respondents towards the interview topic. The choice

33. Scott, p.567
34, Atherton and Klemmack, p. 113

35. Weiss, p. 366
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of answers allowed to the respondent can inhibit, restrict or distort
the type of responses that would be a true reflection of the respondents

view on the matter.

Accurate recoding of answers is a critical component of the interview
process.[36] To minimize the potential for inaccuracies in the recording
of responses it is preferred that the interviews be tape recorded.[37]
If tape recording is not feasible it is important that the interviewer
record the answer exactly as given. "No attempt should be made to
summarize, paraphrase, or correct bad grammar-."[38] To do so impacts on

the bias and/or inaccuracy of the information collected.

The study and evaluation of organizational change in Manitoba
Corrections required knowledge and understanding of corrections
administration and operations. Alan Coffey's book, CORRECTIONAL
ADMINISTRATION: THE MANAGEMENT OF PROBATION, INSTITUTIONS AND PAROLE,
provided general information about this area. CORRECTIONS IN CANADA:
POLICY AND PRACTICE, by John Ekstedt and Curt Griffiths, provided recent
information about the management and administration of corrections in

Canada including specific discussion of marnagement structures and

36. Weiss, p. 366
37. Weiss, p. 374

38. Babbie, THE PRACTICE OF SOCIAL RESEARCH, 1975, p.271
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community-based programs.

One of the critical issues facing any corrections service 1s the
philosophical base on which it is developed. Ekstedt, in his chapter on
Canadian correctional models, indicates that since Confederation,
correctional models have evolved from being punishment focused
(1867-1938) to rehabilitation focused (1938-1970) to reintegration
focused (1970-1978) to reparation focused (1978-1984)[39]. Each time
there is a chanée in the philosophical base on which a corrections
system is modeled it is important that the change be reflected in its

mission statement.

The Manitoba Corrections Act is the 1legislative base for the
existance of the Manitoba Corrections Division. ‘Enacted by the
provincial government in 1966, the Manitoba Corrections Aet provides the
authority and legitimacy for the existance of correctional services, and
as such, should alsc be guiding the direction or providing the vision of
correctional services for the province. Although the Act has Dbeen
updated with regulations over the years to enable the existance of new
programs such as fine option and community service orders, the main
substance of the Act has remained unchanged since the 1960's. Given the

philosophical shifts in correctioral models cited by Ekstedt and the

39. Ekstedt, 1984, p.68-T0
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many departmental and program changes that have occurred in the Division
since 1966, the Manitoba Corrections Division has evolved beyond the

scope and vision of its legislative mandate.

- 23 -



CHAPTER III
THE ORGANIZATION

The Manitoba Corrections Division is that part of the provincial
government responsible for providing community and institutional
correctional services to eligible youth and adult of fenders. At the
time of the practicum study, Corrections was a division under the

jurisdiction of the Minister of Community Services and Corrections.

Between 1981 and 1988, jurisdiction for provincial correctional
services was with the Department of Community Services and Corrections.
Tn the two decades prior to this, responsibility for corrections shifted
from the Attorney General's Department in 1969 to the Department of
Health, Education and Welfare, to a newly created Ministry of Corrective
and Rehabilitative Services in 1974, then back to the Department of
Health and Social Development in 1977. Under each Ministry, corrections
was given a varying degrée of attention and importance, which no doubt,
affected senior management's ability to partake in long-term planning

and program development.

Structurally, the probation, adult institution and youth institution
compcnents of corrections changed over the two decades as well. In
1969, probation and jnstitutional services shifted from the Attorney

General's Department to the Department of Health and Social Development.

- 24 -



For the following four years probation, juvenile institutions and adult
institutions operated as separate entities under that Department.[&O] In
1973, probation along with child welfare, mental health, public health
and other services was amalgamated regionally under a 'single unit
delivery system' or S.U.D.S. as it was often referred. In 1976, it was
recognized by the Ministers of Corrective and Rehabilitative Services
and Health and Social Development that probation served the Jjudicial

service and was more appropriately part of a separate system.[ﬂl]

Between 1976 and 1984, the administrative organization of adult
correctional institutions, Jjuvenile correctional institutions and
probation services remained relatively stable with one exception. In
1978, probation services for youth and adults, usually handled by the
same regional units, were handled by separate units in Central Winnipeg.
This continued until 1982, when the issue of balancing worklcads caused

the Division to amalgamate service delivery to one unit.[42]

In 1984, Manitoba Corrections reorganized under the direction of the
then Assistant Deputy Minister, Dr. John Bock. In the two years directly

preceeding this change, a pumber of events occured that contributed to

40. Annual Reports, 1969-73

41, Canadian Centre for Justice Statistics, Consultation on the
Administrative Organization of Manitoba Probation Services, 1984, p.36

42, Ibid.

- 25 -



the reorganization and affected staff and management's perception of the

change.

In 1982, the Minister of Community Services and Corrections, Len
Evens, became concerned with the situation at the Headingly Correctional
Centre[43]. Administration problems, institutional overcrowding,
questionable program practices were a few of the obvious issues that
appeared to be contributing to deteriorating staff morale. As a result,
Professor Len Kaminski of the University of Manitoba, was commissioned
to assess the situation at Headingly, as well as the Winnipeg Remand and
Community Release Centres. The results of the study raised a number of
questions including the extent of problems in other correctional
institutions, and whether issues effecting the surveyed facilities might
also be effecting the functioning of the entire correctional system.
Thus, the Minister commissioned a more comprehensive inquiry under which

a full review of the Manitoba corrections system would occur.[44]

Eight months into the study the 'Review Committee on Adult
Corrections for Manitoba' were so concerned by their findings that they
published an interm report on the situation at the Headingly

Correctional Institution. According to the report, the problems at

- . s e e i OO

43, Report on Headingly Correctional Institution, September, 1983

44, Ibid., p.2
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Headingly could be attributed to four basic root causes, three of which
were external to the institution itself. They included a lack of
administative leadership at the Minister's level over the past five
decades; historical underfunding of the entire correctional system;
inadequate and weak organizational structure and management personnel;

and, the lack of adequate facilities in the institution.[45]

Subsequent to the Headingly Report findings, a number of senior level
officials in Corrections as well as the Minister for Community Services

and Corrections were reassigned.

Whether a direct outcome of the Headingly Report. anticipation of the
soon to be proclaimed Young'Offenders Act or part of a broader political
agenda, Premier Howard Pawley announced in November 1983, a
reorganization of the Departments of the Manitoba Governments, including

the Department of Community Services and Corrections.[46]

On January 19, 1984, a Ministerial letter to all staff (Appendix ITI),
indicated that there would be a phased in departmental restructuring
effective January 23, 1984. Phase I would include, among other things,
the moving of juvenile correctional institutions under the Jjurisdiction

of the Child and Family Services Division, while probation services far

45, Ibid.

46. Canadian Centre for Justice Statistics, ibid., p.25
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both adults and juveniles, would remain with adult institutions under
the Corrections Division. Phase II of the reorganization, which was to
come into effect in July 1984, had juvenile probation services joining
juvenile institutional services under the Child and Family Services
Division leaving adult probation and institutiornal services with the

Corrections Division.

The rationale for the proposed organizational change was to lessen
the friction between c¢hild care and probation staff arising from
Qverlapping responsibilites; increasing the potential for unifying
policy process regarding the placement of children; enabling the duties
of the Provincial Director under the Y.C.A. to be the responsibility of
one individual; allowing senior management to focus on issues related to
youth and adults separately; and, improving the posibility of
significant cost—sﬁaring of certain juvenile services through the Canada

Assistance Plan.[47]

Strong resistance to the reorganization proposal on the part of
Probation Services led to the government commissioning the Canadian
Centre for Justice Statistics, under the direction of Alfred Black, to

consult with probation staff and management on the proposed change and

47, Ibid., p.37

48. Ibid., Appendix I
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provide possible organizational options.[48]

Black summarized the pressures that were impacting Probation Services
at the time of the consultation this way,

Within the past year, the Corrections programs had
experienced considerable pressure. Organizationally,
uncertainty and tension from changes among senior officers.
Philosophically, Corrections had to overcome uncertainty
about whether it is to serve a tsocial welfare' mandate or
tgsocial justice' mandate. Programmatically, Corrections had
to prepare to meet the challenges of managing a system of
Provincial Correctional Institutions, especially that at
Headingly, while placing greater reliance on community
programming.

Moreover, the current implementation of  the Young
Offenders Act intensified the need to resolve the
philosophical attitude toward Corrections and to shape its
community programs, particularily Probation Services .[49]

At the conclusion of the Canadian Centre for Justice Statistics
consultation, a number of changes did occur, however, they did not
necessarily coincide or occur as a result of the recommendations of the
study. Senior Corrections officials indicate that due to a number of

inaccuracies in the report, a number of the conclusions drawn were

invalid causing the credibility of the report to be doubted.

Organizational changes that were implemented and provided a basis for
the practicum research study included the development of a Divisional

‘mission and mandate statement (Appendix III), a Corrections Division

49, Ibid., p.25-26
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organizational structure compcsed of two branches - Adult Corrections
composed of adult correctional institutional services and Community and
Youth Corrections Services Branch responsible for adult and youth

community correctional services and youth correctional institutions.

In discussing the impetus and rationale for the organizational
changes with senior corrections officials, they indicated that the
intent of the change was to reflect an integrated corrections service
based on a justice model. It did not make sense, according to the
Assistant Deputy Minister during an informal discussion on the practicum
study, to separate juvenile corrections services and amalgamate it with
child welfare if the intent of the Young Offenders Act was to shift the
approach to young offender programming from a welfare model to a justice
model. This comment by Dr. Bock, was in reference to the major
philosophical shift in juvenile Jjustice intended by the enactment of the

Young Offenders Act.[50]

Other philosophical changes or emphasises important to be captured by
the mission and structural framework of the Division were community
partnership in the prevention of crime and provision of correctional
services, least interference, meaningful corrections programming and

alternatives to the court process and sentencing.

50. Coflin, Jim, "The Federal Government's Role in Implementing the
Young Offenders Act", 1988, p.37-49
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CHAPTER IV

THE PROCESS

The practicum experience was composed of four parts: the evaluability
study, research design development, data collection, data processing and

analysis.
4.1.0 Evaluability Study

The evaluability study is important for determining whether an
evaluation is feasible and what form a managable evaluation project
should take. The assessment consiéts of six parts: preparing a program
" description, interviewing department personnel, scouting the department,
developing an evaluable program model, identifying evaluation users and

achieving agreement to proceed.[51]
4.1.1 Preparing a program description

The Manitoba Corrections Division, Community and Youth Corrections
Branch, and individual unit mission statements were the primary

documents used to provide a current program description. The Manitcba

51. Rossi and Freeman, Evaluation, 1982, p.T4-T7
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Corrections Act, annual reports, the Black Report, the Garson Report and
Rise of the Sparrow provided insight into the historical development of

Manitoba Corrections services over the past twenty-five years.

4.1.2 Interviewing department perscnnel

Department personnel were interviewed to gather descriptions of
program goals and rationale, and to observe how programs were actually
operating. This information was important for the researcher whose
provincial corrections experience in other provinces had the potential
of creating a false understanding of how corrections services were

delivered in Manitoba.

The interview process also provided the opportunity to find out what
kind of data was available for research purposes and to gain an initial
impression of people's views, both within and outside the department, on

the organizational change.

In this study personnel interviewed included, within the department,
Assistant Deputy Minister, Executive Director of Community and Youth
Corrections, Associate Director of Community and Youth Corrections,
Associate Director of Adult Corrections, Working Together Manager, Fine
Opticn Manager, Policy and Planning Co-ordinator, Information Services
Co-ordinator, Administration Officer, Research Analyst for Community

Services and Corrections, and a number of Probation Officers.
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Outside the department officials from the Crown, Legal Aid, John
Howard Society, United Church Halfway Homes, Mediation Services, and
Alternative Sentence Planning were interviewed for their observations
and views of Manitoba Corrections and Community and Youth Corrections in

particular,
4,1.3 Scouting the Department

Visits to various work units were useful for gaining first-hand
impressions and observations of how various corrections programs
operated. The information collected was compared and checked against
knowledge gained through interviews and departmental documents. Places
visited included four adult and one youth institution, two Winnipeg
Probation Offices, the Manitoba Corrections Directorate including both

Adult Corrections and the Community and Youth Directorates.
4.1.4 Developing an Evaluable Program Model

Having gained a comprehensive insight into the theoretical and
practical organization and operation of Manitoba Corrections, the next
part of the evaluability study was to develop an evaluable program
model, For managability sake, it was necessary to stream-line the

evaluation into a workable study size.

The Corrections mission statement identified key tasks to be

accomplished by the Division - protection, rehabilitation, alternatives
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and prevention as well as the processes for acheiving the tasks,
teffective communication, staff development, participatory management,

effective use of volunteers and community participation.

Bearing in mind the need to keep the project manageable yet
comprehensive, a selection of interacting tasks and processes were
identified as potential evaluation variables (Appendix IV) wusing the
mission and mandate statement as a basis. If the intent of the change,
as reflected in the mission and mandate statement, was protection,
rehabilitation, alternatives and prevention wusing processes such as
effective communication, staff development and effective use of
volunteers and community participation, it was appropriate to assess
whether these objectives were achieved. The initial selection of
variables assessed for evaluability - prevention, alternatives, staff
development, use of volunteers and community - were selected based on
their potential for measuring, should accurate data exist. The
perception of change variable was identified on the suggestion of the
A.D.M. who felt it would be beneficial to know how the organizational

change was interpreted and acted upon by staff.

A systematic review of the data available for researching each
variable was conducted, A decision to focus on staff/management
perception of the change was made based on the researcher's ability to

do the most comprehensive study of this topic, as well as, the
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incomplete data available for studying the remaining variables. For
example, detailed budget information identifying expenditures in the
areas of prevention programming, alternatives and staff development were
not available. Prevention appeared to be a very nebulus topic to staffl
and management making it difficult to define specific programs and
activities that could be measured. While use of volunteers and
community participation were more tangible variables, the inconsistency
in record keeping on their numbers and their use made any thoughts of
evaluation unreliable. This was also true of data relating to staff

development activities.
4.1.5 Identify Evaluation Users

The key stakeholders of this evaluation included the Corrections
A.D.M. of the time, John Bock, the Executive Director of Community and
Youth Corrections, Ben Thiessen and myself as the student using the
evaluation experience for a practicum. Together, these stakeholders
determined which aspect of the Corrections Division was studied and how

the results of the study were diseminated and used.

Management and staff of the Community and Youth Corrections branch
were also considered stakeholders for they may derive some direct or

indirect benefit and use of the evaluation process and findings.

4,1.6 Achieving Agreement to Proceed
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Before proceeding with the evaluation it was important for all
parties to have a clear understanding of all aspects of the study
including a statement of mandate and terms of reference. This
understanding was documented to avoid potential for conflict ~and

misunderstanding part-way into the evaluation process.

Explicit agreement was reached about the department components to be
researched, design of the evaluation and work priorities, commitment of
required resources and agreement on necessary cc-operation and

collaboration and plan for utilization of the evaluation results.
4.2.0 Research Design

Study of various research designs suggested that the most appropriate
model for gathering 'perception'’ information was fthrough a survey -
questionaire or interview format. An interview rather than a
questionaire format was chosen as it allowed greéter flexibility,
control and depth in collecting the research data. More specifically,
the use of a tnonschedule-structured!’ format, using open-ended
questions, asked by the interviewer in a 'funnel' sequence provided the

fcllowing advantages:
- allowed the researcher to explore for information.
- gave the respondents the opportunity to explain things in their own

words.
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- avoided the concern of putting words and ideas in the mouth of the

respondent.

- gave the researcher the opportunity to collect supplementary

information, probe when answers were unclear.

- avoided imposing a frame of reference hefore obtaining the

respondent's perspective.
4,2.1 Interview Schedule

The interview schedule (Appendix V) consisted of sixteen questions.
Collectively the answers were intended to provide a picture of how Area
Directors and their staff perceived the organizational change based on

the following research assumptions:

IF the organizational change occurred THEN management /staff know what

the change entails.

IF an organizational change occurred THEN management/staff know how

that change is being interpreted.

IF an organizational change occurred THEN management/staff are doing

their Jjob differently.

More specifically, the test instrument intended to find out how the

organizational change was comprehended (defined, understood

- 37 -



philosophically) by staff and management, how the transformation from
theory to practice was interpreted and what staff and management
believed they were actually doing differently in their jobs as a result
of the change.

Individually, the questions contributed to this picture as follows:
1. WHAT WERE YOUR MAIN RESPONSIBILITIES AND ACTIVITIES AS A

PROBATION OFFICER (AREA DIRECTOR) THREE YEARS AGO?
2. WHAT ARE YOUR MAIN RESPONSIBILITIES AND ACTIVITIES AS A

PROBATION OFFICER (AREA DIRECTOR) NOW?
The first question asks the respondent to provide information on their
responsibilities and activities prior to the implementation of
organizational change. This data serves as a 'baseline' of information
against which the respondent will answer the second gquestion indicating
their main responsibilities and activities now or 'post-implementation
of organizational change'. Together, the questions attempt to determine
whether the respondents identify a change in responsibilities and
activities without the notion of change being introduced. The
information obtained by the two questions will contribute to the
analysis of the research statement, IF an organizational change has
occurred THEN management/staff are doing their job differently.
3. ARE. YOU AWARE OF ANY ORGANIZATIONAL CHANGE THAT HAS OCCURRED

IN THE CORRECTICNS DIVISION OVER THE PAST THREE YEARS? IF YES,
WHAT FCRM HAS THE CHANGE TAKEN?
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In this question, the concept of organizational change 1s introduced in
an open and undefined form. The question requests the respondent to
acknowledge whether they believe an organizational change has occurred,
and if it has, explain what their understanding of that change is,
thereby contributing to the analysis of the research assumptions, IF an
organizational change nhas occurred THEN management/staff know what the
change entails, and, IF an organizational change has occurred THEN

management /staff know how that change is being operationalized.

The question is looking for the different ways change is identified
and defined by management and staff. Is it strictly identified and
defined in terms of activities; is it identified and defined in terms of
a philosophical shift with or without accompanying practice changes; or,
is 'change' considered to be a formalizing of what has been in place all

along?

4. T AM GOING TO IDENTIFY A NUMBER OF DIFFERENT AREAS. I WOULD
LIKE YOU TO TELL ME WHETHER YOU CONSIDER CHANGE HAS OCCURRED
TN THESE AREAS IN THE CORRECTIONS DIVISION OVER THE PAST THREE
YEARS AND EXPLAIN WHAT YOU FEEL THAT CHANGE HAS BEEN.
~DIVISIONAL MISSION STATEMENT
~DIVISIONAL POLICIES
-DIVISIONAL OBJECTIVES/GOALS
~DIVISIONAL PROGRAMS
~DIVISIONAL ACTIVITIES
-ORGANIZATIONAL STRUCTURE
-ANY OTHER CHANGES YOU CARE TO COMMENT ON

This question is a more structured version of question number three. It

gives the respondent a context to refer to while providing the
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researcher with information that can be used to assess the same research

assumptions as in question #3.

The context given is based on a rational model of the policy making
and implementation process. The process starts with the setting of a
mission statement which identifies and establishes the conceptual
groundwork for a problem to be resolved or ah aspiration to be
achieved. From the mission statement objectives and goals are developed
identifying how the theory is to be translated into practice, or in
other words, operationalized. The programs and activities established
are the implementation of the theory into practice. The organizational
structure is the administrative mechanism through which the
organization's mission statement is put into practice, the support

system for facilitating the implementation of theory to practice.

By asking respondents to identify at which point they believe change
has occurred and what that change has been, it should be possible to
establish an image of how management/staff have comprehended the
organizational change. Do ﬁhey acknowledge change cccurring only at an
conceptual or implementation level or do they identify change occurring
in all areas with some understanding of how the different areas
connect? When discussing change in the different areas do the
respondents refer to changes at a departmental level as the question

asks, or do they only describe change at a branch or work unit level?
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5. WHAT, IN YOUR OPINION, HAS BEEN THE MAIN REASCN FOR

THE CHANGE IN THE CORRECTIONS DIVISION?
Before asking more specific questions about change in relation to the
mission .statement, the respondents were asked what they felt the impetus
for change had been. Organizational change can be affected by a number
of things, both planned and unintended. Understanding what people felt
motivated the change would increase the researcher's understading of
people's perceptions about the change.
6. ARE YOU AWARE OF THE CURRENT CORRECTIONS DIVISION

MISSION STATEMENT?

YES NO

This close-ended question acts as a lead in to questions seven to
eleven. It establishes whether the respondents are aware of the
divisional Mission Statement and, therefore, in a position to respond to
questions about it. If a respondent answers in the negative, a copy of
the Mission Statement will be shown to them in an attempt to see if a
visual aid will jog their memory of it. This copy will not be available
as a guide for any further questions. Should the respondent still

answer in the negative then questioning will jump to #12.

7. WHAT IS YOUR INTERPRETATION OF THE DIVISIONAL MISSION STATEMENT?

This question is the first in a series about the conceptual'framework of

the organizational change, the Mission Statement. Having the respondent
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explain in their own words their understanding of the mission statement
provides the researcher with a general idea of it 1is Dbeing understood
and conceptualized.
8. DO YOU BELIEVE THE NEW MISSION STATEMENT IS INTENDED TO HAVE

AN EFFECT ON YOUR ROLE AND ACTIVITIES AS A PROBATION OFFICER

(AREA DIRECTOR)? IF YES, HOW SC?
This question asks the respondent to state whether they think the
mission statement is supposed to have an effect on their position and
activities as a Probation Officer or Area Director. In other words, is
the statement of theory intended to effect their responsibilities and
actions in the delivery of service. If a relationship is acknowledged
then the respondent is asked to describe what they believe that
relationship is supposed to be; how do they understand the theory to be
operationalized or put into practice.
9. IN YOUR OPINION, WHAT ACTUAL EFFECT HAS THE MISSION STATEMENT

HAD ON YOUR ROLE AND ACTIVITIES?
This question asks the respondent to indicate what they believe the
actual effects of the mission statement have been on their position and
activities, that is, what they belive they are doing differently in
their jobs as a direct result of the mission statement.
10. DO YOU BELIEVE THE DIVISIONAL MISSION STATEMENT IS INTENDED

TO HAVE AN EFFECT ON YOUR WORK UNIT? IF YES, HOW 507

11. WHAT THINGS, IN YOUR OPINION, ARE CURRENTLY HAPPENING IN YOUR
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WORK UNIT AS A DIRECT RESULT OF THE DIVISIONAL MISSION STATEMENT?

Questions 10 and 11 are exceptions to the general funnel sequence of
questions in the interview schedule. The researcher chose to' poéition
the‘questions this way as it was felt that the respondents would find it
easier to relate to their own experiences before considering the effect

of the mission statement on the work unit as a whole.

The questions are similar in nature to questions 8 and 9. However,
rather than asking the respondent how they believe the mission statement
is supposed to effect their role and activities and how they believe it
is effecting their role and activities, the questions focus on the
respondents interpretation of the intended and actual effect on the work
unit.

12. HOW WOULD YOU DESCRIBE YOUR WORKING RELATIONSHIP WITH ADULT

CORRECTIONS? IS THIS DIFFERENT FROM THREE YEARS AGO?

The reason for asking this question was to determine whether
organizational change had included inter-Branch functioning at the
service delivery level. In the evaluability study, senior officials
indicated that one of the desired outcomes of change was for staff and
management to develop a Divisional as opposed to Branch perspective on
Corrections. An indicator, if this had been achieved, would be improved
working relations between the two branches, or at least a sense that

improvement was desirable.

- 43 -



13. DO YOU HAVE ANY OTHER COMMENTS TO MAKE ABOUT THE DIVISION'S
REORGANIZATION?

This interview schedule focuses on a small part of the Corrections

Division's organizational change. This question gives the respondent

the opportunity to identify other areas effected by the organizational

change that may be of interest to the Department in following up on.

14 . DO YOU HAVE ANY COMMENTS OR QUESTIONS ABOUT THIS INTERVIEW?

Although the researcher will be advising the respondents at the onset of
the interview the purpose for the study, how it will be used and that
all information is anonymous and confidential, this question provides
the opportunity for the respondent to ask or comment on any outstanding
issues or concerns they might have following the asking of the

questions.

15. LENGTH OF EMPLOYMENT WITH THE MANITOBA CORRECTIONS DIVISION?

16. IN WHAT CAPACITY HAVE YOU BEEN EMPLOYED IN THE MANITOBA
CORRECTIONS DIVISION?

POSITION DATES
TO

TO
TO

17. TYPE OF EDUCATION?

Questions 15 TO 17 provide data about the respondents that can be used

in statistically analysing the information obtained in the rest of the
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interview.
4,3.0 Data Collection

The interview schedule was pre-~tested on a random sampling of staff

and management from one regional office.

Originally, the intention was to tape-record the interviews.
However, before doing this, the first two pre-test respondents were
asked, after they had been through the interview process, about their
comfert level in having their responses taped. Although both indicated
they were comfortable with the interview questions, neither indicated
they would have been willing to have their interview taped. The
researcher's impression was that there was a certain level of suspicion
about herself and the purpose of the interview. Not wanting to heighten
the suspicion or impede the honesty of the responses, the researcher

decided not to tape the interviews.

The pre-test helped the researcher in refining the interview
questions. Minor adjustments were made to wording and the impetus for
change question was changed from being question four to question five.
Rational for the change in ordering was to have people thinking about
change in a more defined way when they explained what they felt the

motivation for change had been.

Staff and management were informed of the research study through a
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memo from the Branch Directorate. The memc indicated that the survey had
the approval of the Division and staff and management were encouraged to

co-operate should they be asked.

A random sampling of general, specialized and management probation
personnel within a random sampling of rural and city regions were
interviewed in February and March 1987. This stratified[52] approach to
sampling was used on the belief that there would be homogeneity between
the rural and city regions. However, following the study and analysis
of the data which revealed autonomy between the regions, it appeared
that a more reliable approach would have been a random sampling of staff

and management from the rural, northern and city areas of the province.

Of the 24 individuals selected 22 were interviewed. One individual
declined to be interviewed and one iﬁdividual could not be contacted in
the specified period. All interviews were conducted by the researcher.
All interviews were conducted in person with the exception of one
telephone interview. The individuals and regions represented remain
anonymous. All findings were compiled as group statistics under the
headings general, specialized and Area Director, to guarantee anonymity

of the participants.
Each interview began with a standard lead-in (Appendix V) which

P

52. Nachmias, 1981, p.434
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introduced the researcher, the purpose of the research and the rights of
the respondent to decline answering any questiomn. Responses to the
questions were recorded by the researcher during the interview. Most
responses were written in summary form based on the researcher's
interpretation of what. was being said. Comments that succinctly
captured the essense of what was being said were recorded as

quotations.

The interview format was the same for all management and staff. The
researcher asked the questions as written on the interview schedule. At
times clarification or explanation's of questions were asked for and’the
question was reworded in a way that would not bias the respondent's

answers. Interviews were, on average, one hour in duration.

Following compilation of the data questions 16 and 17 were considered
irrelevant to the study's objectives and results were ignored.
Respectively, the questions asked respondents for their type of service
with corrections and their education level. The original intent was to
examine whether there was a co-relation between type of experiencé with
corrections and education level with people's perception of change.
Considering the many varibles that affect people's perception of c¢hange
it seemed invalid to look aﬁ these two varibales in isolation. As well,
to be meaningful, the data would have to be cross-tabulated with other

questions. It was not the intent of this study to conduct that level of
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statistical analysis.
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CHAPTER V
PRESENTATIGN OF FINDINGS

Between November 1983 and February 1987, a major organizational
change was effécted in the Manitoba Community and Youth Correctional
Services Division. The purpose of this survey was the identification of
management and staff perceptions of this change. DMore specifically, the
survey was designed to determine how the change was conceptualized,

operationalized and felt to be of impact on activities.
5.1.0 CONCEPTUALIZATION OF THE CHANGE

One of the main cbjectives in undertaking the 'Perception of Change'’
survey was determining how staff and management conceptualized
organizational change in the Division on a general level. Did they‘see
the change as something rooted in a philosophical shift with subsequent
change reflected in Divisional policies, goals, objectives, programs and
activities, or, did they view change only at the implementation and/or

outcome stage, if at all.

When the topic of organizational change was initially introduced in
the interview session all staff and management conceded that some form

of change had occurred in the Division over the past four years.
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The change identified fell into one of five categories - change in
people, organizational structure, tasks, resources and/or
technology .[53]1 There was no suggestion by any of the respondents that
the Division had embodied a major philosophical change that was having

any form of far reaching affects.

When the respondents were introduced to the notion of change
occurring within a conceptual framework, there was increased
acknowledgement and recognition of change occurring at a philosophical
level.[54] The thrust of the philosophical change was described as a
stronger emphasis by the Division on community involvement in the

provision of correcticnal services[55].

However, an equal number of people indicated that they felt the
philosophy of the Division was the same and that the change was in the
existence of a written statement of philosophy by way of the Mission
Statement. Some suggested that it was the emphasis, importance and

implementation of the philosophy that had changed.[56]

—— — . - -

53. Appendix VI, p. 101
54, Appendix VI, p. 102
55. Appendix VI, p. 102

56. Appendix VI, p. 102
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While all staff and management interviewed to had a sense of
organizational change occurring in the Division at one level or
another[57], there was a general lack of understanding of the overall
game plan for chénge, as expressed by scme respondents,
"Change is being introduced in a fragmented way, no one is
sure of the overall game plan and that makes the

understanding of change difficult.”

"Tn someone's mind there probably is a masterplan but no
one knows what it is."

"There are lots of different perceptions of what change is
because there is not enough clarity."
These comments seemed to capture the general sentiments of most staff

and management spoken to.
5.2.0 INTERPRETATION OF THE CHANGE

The second objective of the interview was determining how staff and

management interpreted or gave meaning to the change in familiar terms.

In order to have the respondent's working from a common frame of
reference, questions pertaining to this objective were developed based
on a rational model of policy making and implementation. The process
starts with the setting of a mission statement which identifies and

establishes the conceptual groundwork for a problem to be resclved or an

57. Appendix VI, p. 101

- 51 =



aspiration to be achieved.

A mission statement is commonly recognized as a tool for identifying
an organization's philosophy and goals, role and structure, and long and
short-term objectives. An organization's mission statement describes
the reason for 1its existance. .Thus, it was within this context that
questions were asked to determine how staff and management were giving
meaning to the Division's organizational change using a common frame of

reference.

Impressions from the discussion concerning the mission as a written
statement of Divisional philosophy, were that it was vague and general.
Some considered this to be advantageous as it allowed for innovation and
creativity in interpretation at the regional level. Cthers, found it
ineffective. As one manager indicated,

"(The Mission Statement) is general enough to allow
continuation of f{raditional work, or development of
innovative work. There's no rewards or punishment for doing
it one way or the other."

However, despite this sense of the organization's philosophical
statement being vague and general, there was consensus that the Mission

Statement was intended to have a major effect in two related areas -

service delivery and the roles and responsibilities of general service

58. Appendix VI, p. 112 & 114
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Probation Officers and Area Directors[58].

Community 'mobilization' was the main phrase used by management and
staff to identify how service delivery was understood to be changing
from traditional probation service.(see Appendix I - Definitions and
Appendix VI, p. 117) And, given that staff are the primary providers of
service, it followed that a change in service delivery would mean a
change in role and responsibilities for the Probation Officer. In the
words of three different respondents,

"The intent behind the Mission Statement is to have
Probation Officers as an organic part of the community, have
us integrate our clients and energy into the community. For
many years we have been a parallel structure."

"The Mission Statement is the mandate which provides the
basis for changing the role of the Probation
Officer...greater liaison [role] and use of the community as
a throughput[sic] as opposed to a traditional one tec one
role."

"Rather than us saying how can we do this, the questiocn
has become how can we motivate the community to do this."

Here lay the biggest issue with the organizational change -~ the
impact on the day-to-day work of general Probation Officers. With the
majority of staff having ten to fourteen years of experience in the

Manitoba Corrections Division as Probation officers[59], there appeared

to be fairly entrenched views on probation as a community corrections

59, Appendix VI, p.XX
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service and the role of the Probation Officer in providingl that
service.. Although not specifically addressed in the survey, discussions
revealed a variety of opinions on what the role of the probation officer
should be. A few held firmly to the view that their most effective role
was as 'treatment' worker providing one~to-one rehabilitative
counselling. Another individual held strongly to the position that the
Probation Officer's primary responsibility was to the court and that the
responsibilities of court liaison and court reporting were paramount.
Most, however, while holding a variety of ideas on how the concept of
community mobilization would be/should be put to practice, agreed that
change in the role of the Probation Officer to a community develcpment
approach was a logical expansion of their traditional mandate. As one
Probation Officer put it, capturing the essence of most respondents view
on the topic,
As Probation Officers we see change all the time. We have

to be flexible, be prepared to initiate change whether 1it's

within our clients, the organization or ourselves.

While it was the researcher's impression that Probation Officers
viewed the impact on their function as a transformation from one type of
role to another, Area Directors described the impact on their role as
one of expanding responsibilities rather than changing ones[60].

Expanding, because prior to the reorganization the role and

60. Appendix VI, p. 112
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responsibilities of Senior Probation Officers (as they were then called)
were considered to be very specific, well defined and relatively
static. With the reorganization and the push towards fcommunity
mobilization', the Area Directors were being required to fulfill their
traditional responsibilities of work assignment and general
administration as well as orchestrate the transformation in role
responsibilities of Prcbation Officers and play a leading role in
developing new programs and activities to fulfill the mandate of
community mobilization. The sentiments expressed by one Area Director
reflected the general feeling of the others that they were satisfied
Wwith the direction the Division seemed to be heading...
"What we're doing now is more 1liberating (as an Area

Director). If we want to start a new program we can go with

it rather than writing a position paper on it. But the

other side of that is not being sure of the kind of support

we'll get from the Directorate. I feel more in tune with the

present direction than before."
...however, some found the increased expectations of the position

difficult to adjust to. As one Area Director stated,

"Our job has become overwhelming in expectations!t"

For most, the interpretation of the organizational change was focused
on issues and activities within the Community and Youth Corrections

Branch[61]. While a number managers and staff were aware, from an

61. Appendix VI, p. 107 to 108
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organizational structure perspective, that adult corrections and
community and youth corrections had joined to form one Division[62], the
interpretation of that occurance was not commented on except by two
individuals[63]. They both suggested that the partnership was a
significant one in that it represented a desire on the part of senior
officials for corrections to be developed as a well integrated continuum

of correctional services.

——— — - - -

62. Appendix VI, p. 109

63. Appendix VI, p. 102
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5.3.0 THE OPERATIONALIZATION OF CHANGE

The third objective of the interview was tc determine what staff and
management believed they were actually doing differently as a result of

the organizational change.

5.3.1 General Probation Officers - City

TABLE I

MEAN RANKINGS OF MAIN RESPONSIBILITIES/ACTIVITIES
FOR GENERAL PROBATION OFFICERS

N= 13
CITY RURAL
(n=6) (n=7)
BEFORE NOW BEFORE NOW
Court Reports 1.6 (6/6) 1.8 (6/6) 1.1 (T/T) 1.1 (T/T)
Client Supervision 1.8 (6/6) 1.3 (5/6) 1.7 (1/7) 1.8 (T/T)
General Admin. 2.6 (3/6) 3.6 (3/6) 3.6 (3/7) 4.0 (3/7)

Community Devlopment 3.0 (2/6) 2.3 (6/6) 4.0 (3/7) 3.0 (5/7)

Court Attendance 3.3 (3/6) N.R. 3.0 (1/7) 3.0 (2/7)
Agency Liasion N.R. N.R. 4.5 (4/7) 4.0 (W/T)
Travel Time N.R. N.R. 2.0 (1/7) 2.0 (1/7)

KEY: N.R.- No Rating
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Table I shows the mean rankings of main responsibilities and activities
for a sample of general probation officers (city and rural), before and
after organizational change. The table reveals that the most
significant change in activities for the general probation officers in
Winnipeg was the appearance of community development work as a main
responsibility. Likewise, the decrease in the amount of time spent
doing court reports and client supervision helped to accommodate the
increase in community work, although the importance of these two
responsibilities did not decrease in priority. Another change for city
probation officers was the elimination of court attendence over the
three and a half year period. Once a traditional probation officer
responsibility, court attendence is now a minimal responsibility handled

separately by a special court liaison probation officer.
5.3.2 General Probation Officer - Rural

Table I reveals that, for rural probation officers, the change in
responsibilities was not as dramatic as it had been for their city
counter-parts. The responsibilities of court reports and client
supervision were identified as top priority with rural probation
of ficers as they were three years ago. However, as with city probation
officers, community development work was either added to the 1list of
main responsibilities as a new priority or increased in priority for

those who were involved in it to some degree before. For rural
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probation officers the activity of agency liaison was also identified as

a main responsibility by the majority of probation officers.

Both city and rural probation officers indicated that the amount of
general administration work and paperwork increased over the three year

and a half year period although its priority rating decreased.

5.3.3 Specialized Probation Officers
TABLE II

MEAN RANKINGS OF MAIN RESPONSIBILITIES/ACTIVITIES
FOR SPECIALIZED PROBATION OFFICERS

N= 5

CITY RURAL

(n=2) (n=3)

BEFORE NOW BEFORE NOW

Client Supervision 1.0 (1/2) 2.0 (1/2) 1.0 (3/3) 1.7 (3/3)
Client Interviews 1.0 (1/2) 1.0 (1/2) N.R. N.R.
Agency Liaison 2.0 (2/2) 2.5 (2/2) 3.5 (2/3) 3.0 (1/3)
General Admin. 3.0 (2/2) 3.0 (1/2) 3.0 (1/3) 3.0 (1/3)
Court Reports N.R. 1.0 (1/2) 2.0 (2/3) 1.5 (2/3)
Community Development N.R. N.R. 2.5 (2/3) 1.0 (2/3)

Table II identifies the mean rankings of main responsibilities and
activities of a sample of city and rural probation officers, before and

after organizational change.
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The survey revealed that there are two types of specialized probation
officers: those originally hired to provide a specialized service who
were still doing the same thing, and those who were originally hired as
general probation officers but were now performing a specialized
function on either a full-time or part-time basis. In this survey three
were interviewed from the first category and two were interviewed from

the second.

Each pefson interviewed had a different job description: some staff
were associated with the working together project, one was werking with
open custody, others with victim/offender reconciliation. Of these
staff, some were working exclusively on specialized projects while
others had combined specialized and general probation officer
responsibilities. For this reason it is not appropriate to compare the
activity rankings of specialized probation officers as a group.
However, it is interesting to note in Table II, that court mandated
services have become a priority for the majority of this group. Also,
client supervision is a main responsibility for most specialized

probation officers.

- 60 -



5.3.4 Area Directors
TABLE IIT

MEAN RANKINGS OF MAIN RESPONSIBILITIES/ACTIVITIES
FOR AREA DIRECTORS

N=4
CITY RURAL
(n=2) (n=2)
BEFORE NOW BEFORE NCW
Work Assignment 1.0 (2/2) 1.0 (2/2) N.R. N.R.
General Admin. 2.0 (1/2) 2.0 (1/2) N.R. 1.0 (1/2)
Standards 2.0 (1/2) N.R. N.R. N.R.
Case Consultation 3.0 (1/2) 3.0 (1/2) 2.0 (1/2) N.R.
Community Development 3.0 (1/2) N.R. N.R. N.R.
Management Partept. 4.0 (1/2) N.R. N.R. N.R.
Policy/Prog. Develp. 4.5 (2/2) 3.0 (1/2) 2.7 (2/2) 2.0 (2/2)
Staff Supervision N.R. 3.5 (2/2) 1.0 (2/2) 1.0 (1/2)
Agency Liasion N.R. 4.0 (1/2) 5.0 (1/2) N.R.
Committees N.R. N.R. 3.0 (1/2) N.R.

Table III shows the

activities

after

organizational

of a sample cof city and rural Area Directors,

mean rankings

change.

of main responsibilities

Although the general mandate for

and

before and

Area

Directors is the same, the divergent rankings and identification of main

responsibilities indicated in Table 1III, highlights the autonomy each

one maintains in setting their own priorities and activities.
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Among city Area Directors, the responsibilities of work assignment,
general administration and case consultation have maintained themselves
as high priorities, while the previous activities of making sure
standards were followed and adhered to, being active in community
development work and participating in senior management decision making
have been replaced by staff supervision and agency liaison as main
responsibilities. Both city Area Directors indicated that the shift in
priority of staff supervision is the result of the changing orientation
of the organization and their need to supervise that change among both
established and new staff. While policy and program development
increased as a priority for one Area Director, it was eliminated as a

priority by another.

The activity rankings of rural Area Directors also changed over the
three year period and in some respects fell more in line with those of
their city counter-parts. Three years ago staff supervision, case
consultation, committee work and agency liaison were combined priorities
of the two Area Directors. Now staff supervision, general administration
and policy/program development are the main focus of the rural
Director's workload. It is the impression of the researcher that the
high priority given policy/program development reflects the impact of
the changing orientation of the organization. Rural Area Directors

indicated that they are placing a priority on developing policies and
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programs that encourage increased community participation in the

provision of correctional services.
5.3.5 Working Relationship with Adult Corrections

Probation Officers were generally split when it came to describing
their working relationship with the adult institutions. Just over half
felt the relationship was fine as is[64] and this was wusually
attributable to the individual knowing and placing all enquiries through
one person in the institution. It is interesting this person was, in
all cases, someone who had previcusly been associated with community

corrections,

Only one Probation Officer was actively involved on a committee

within an adult institution.

The remainder of the Probation Officers, with the exception of two
specialized staff whose job descriptions restricted theif activities to
youth, and all the Area Directors acknowledged the need for improving
working relationships between the two branches.[65] Some were at a loss
as to how this could be facilitated given the lack of co-operation they

had encountered when dealing with the institutions. Others felt the

64. Appendix VI, p. 116

65. Appendix VI, p. 116
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ability to develop and improve relations was hindered by the relatively

few cases they had from adult institutions.

5.4.0 ORIGINS OF THE CHANGE

The majority of staff and management perceive that the organizational
change that impacted the Division over the three year period was
influenced or caused by factors beyond the domain of the Division.
However, interestingly there is a three way split on what staff and

management perceive as the major impetus for change[66].

For some the Young Offenders Act was the main impetus for change in
the Division. Others believed the new Divisional agenda was the result
of new senior officials being at the helm, most notably Muriel Smith as
Minister for Community Services and Corrections and Dr. John Bock as
Assistant Deputy Minister. Still others suggested that the change was
part of a larger political agenda of the New Democratic Party, who were
then in government, towards community basing. Community basing was the
term used to describe the concept of community involvement and
participation in the provision of services generated through community
development. These individuals cited examples of the community
development. approach being instituted in child and family services,

community services, mental health and health services as their reason

66. Appendix VI, p. 110
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for this Dbelief. Also included in this political agenda was the

movement to turn over ownership of services to the native community.

To a lesser extent some staff saw fiscal restraint as a major reason
for the change, while a few staff and one Area Director felt the change

was based on a desire to make the corrections system better.
5.5.0 SUMMARY
To highlight the key findings of this survey:

- the majority of staff and management interviewed identified the
organizational change in the Division as a movement towards a
community development approach in the provision of community
correctional services. That is, an integration of the service into
the community as opposed to it being a parallel and separate

structure.

- the organizational change is perceived to be having its greatest
effect on .the role and responsibilities of general Probation
Officers and Area Directors. In the case of the latter, the role
and responsibilities are believed to be expanding. In the case of
the former, it is felt that the role and responsibilities are

actually changing.

- the success of the organizational change is perceived to be in the

- 65 =



hands of the Area Directors. Their understanding, interpretation

and ability to communicate this knowledge effectively to staff,

well as their leadership in implementing the change is considered

to be the key in the Division's transformation.

- gtaff and management perceive that they lack an overall

understanding and knowledge of the masterplan for organizational

change leading to a sense of frustration and unsuredness about the

direction the Division is going.

5.6.0 CONCLUSION

Belief in the stable state is strong and deep in us. We
institutionalize it in every social domain. We do this in
spite of our talk about change, our apparent acceptance of
change and our approval cf dynamism... We believe in the
stability of the organizations and institutions in which we
work... in the stability of our status and roles within
these organizations... and in the stability of the ideology
associated with them.(Donald Schon, BEYOND THE STABLE STATE,
1974)

Change effects people in a variety of ways - some lock upon it as a

challenge and rejuvenation of their 1ife and/or work, while others see

it as a threat to their stable state.

The outcome of this survey reflects the divergent perceptions,

attitudes and feelings people have about change.

For the majority of staff and management in Community and Youth

Correctional Servives, the organizational change was perceived as
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something that had a purvasive impact on the system from the
philosophical level to the outcome level. A few perceived that the
change only existed at the philosophical level...

The reorganization has been a philosophical change more
than a physical change.

...while others perceived it in the opposite way - a physical rather
than a philosophical change.

Our philosophy is the same as it was twenty years ago.

It's how we are implementing the philosophy that has
changed.
One individual felt that change had only occurred on paper.

The reorganization is a paper exercise. It basically
hasn't made much of a difference on the day to day stuff.
Reminded us there are different ways of doing some things.

In addition to the wide variety of perceptions held about the
organizational change, there were also a wide array of personal feelings

expressed about it.

Many liked the change, as indicated in these individual comments,

I enjoy working with this system more than the old one.
It's more rewarding.

Probation is ten times more exciting than before. More
effective programs, ways of involving staff different. Lots
has happened in last three years.

With the reorganization there is enough room to do some of

the things you want to do. There is room for self
motivation.
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...while others felt the change lacked substance and direction...
There is not much substance to the reorganization. It
would take a lot to make people believe something happened.
One individual felt the whole thing was irrelevant.

Reorganization is a non-issue.

As to what should happen next, there were alsc a wide array of

opposing viewpoints.

Some felt the Division had a long way to go to keep pace with its
mandate. One individual suggested that
The organization has to change drastically to keep pace
with the full intent of community development.
Others felt there had been enough change and now was the time for
stability. As one individual put it,
We've refined the Diviéion enough. We should just leave
it alone and evaluate before changing again.
Another felt that that stability had already come and that the Division
was alréady reaping the benefits of the organizational change.
The Corrections Division has stabilized. Good things are
coming out of it.
People's perceptions of change are as individual and different as the
individuals themselves. Likewise, people's perceptions are the realityi

from which they act and behave. If an organization plans to affect
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change, then it is important for the organization to know how the change
is perceived by staff so that any variation between perception of the

staff and intention of the organization can be addressed.

The practicum demonstrated the relevance and importance of knowing'
people's perceptions of organizational change as cited in the
literature. More specifically, the study also confirmed organizational
change theories relating to the various definitions of change, the

process of change and the evaluation of change.

The mission statement was generally recognized as an important tool
for communicating common values and principles that guided the Division.
For most, the existance of a written mission statement was a real change
for an organization that never had one before. For some, the substance
of the mission statement articulated a real change in direction for the
organization through a strong community develcpment focus. However, for
others, the change was symbolic. It was their perception that the
mission statement was merely articulating values and principles already

in existance within the organization.

Staff and mangement's perceptions of the process of change were
fairly consistant. The general feeling was that the organizational
change implemented over the three year period lacked an overall game
plan. Change was described as a series of events, some related, some

not. One might describe the process as developmental as opposed to a
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planned approach to change, a reactive rather than proactive response to

change.

The practicum demonstrated the fact that many organizational changes
occur without consideration of the evaluation component. Of the five
variables identified for evaluation consideration, four were
inappropriate due to the incomplete data available. The practicum had

to be one that would generate its own data base.

This survey has attempted to capture staff and management's
perceptions of change in Community and Youth Corrections Branch affected
in 1984 to 1985. Using the information from this survey as a base, the
Corrections Division can assess whether the people responsible for
implementing the change have interpreted and acted upon it in a way that

is desirable.
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CHAPTER VI
PRACTICUM EVALUATION

The main objective of this practicum was to gain knowledge,
experience and skill in organizational change research. Secondary to
the exercise, was the desire to produce a meaningful research document
capturing Manitoba Community Correction's staff and management 's

perception of the organizational change affected in 1984-85.
6.1.0 Personal Learning

To assess personal learning a self-examination of the utilization
enhancement checklist found in Brown and Braskamp's Utilization of
Evaluative Information was used.(Appendix VII) This checklist was used
as the items listed were relevant to the student's personal learning
agenda. The checklist  guided the student during the practicum
experience and, upon completion of the practicum,vwas used to assess
what had and hadn't been done. Areas reviewed in the self-analysis
included | determining the evaluator's fole, understanding the
organizational context, planning the evaluation, the evaluation process

and communication of the evaluative information.
6.1.1 Determining the Evaluator's Role

This section of the practicum evaluation refers to areas to be
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assessed by the evaluator prior to committing herself to conducting the
evaluation. It includes such things as the evaluator assessing their
level of congruence and commitment to the project, determining what her
role in the study will be and the level of skill the evaluator needs and

has to do the work. -

Assessing each of the elements prior to agreeing to conducting the
evaluation, the evaluator determines whether there will te any factors
that will contaminate the outcome of the evaluation based on the

evaluator herself and/or conditions beyond her control.

In this practicum, determining the evaluator's role was an important
consideration for the student. Reviewing commitment and congruence with
the program assured the student's interest with the project would be
maintained throughout the duration of the practicum and that no inherent
conflicts would bias the student's role as evaluator. Seeking
clarification of the Division's expectations of the student as evaluator
provided the opportunity for the student to be enéouraged to share her
correctional experience in cther Jjurisdictions. Assessing resource
availability was critical in determining that a valid evaluation would

have to be one that generated its own data.

Of the ten areas of concern listed on the utilization
checklist (APPENDIX VII), eight were addressed by the student. Not

addressed were determining appropriate share of responsibility for
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utilization and making sure the consulting skills were sufficient ¢to
meet the demands and complexities of the evaluation. These elements
were not considered critical by the student as the evaluation was viewed
primarily as a learning experience, as opposed to a product that
required action. Likewise, since the point of the pfacticum was to
develop research. skills, the student did not consider it relevant to
assess whether her consulting skills were sufficient té meet the demands
and complexities of the evaluation. Certainly a. project was selected

which the student felt was within her realm of capability.
6.1.2 Understanding the Organizational Context

Understanding the organizational context refers to understanding the
organization as a sytem and how the compcnents of the system inter-act.
Areas needing to be addressed are similiar to the areas that need to be

reviewed during the evaluability study.

Understanding the organizational context was key since the purpose of
the practicum was studying staff and management's perceptions of
organizational change. To do this the student required a sound grasp of
the organizational structure, key personnel, information sources and the
decision-making process. Tracing the path and impact of previous
evaluations in the Division was also an important consideration.
Although this practicum was not directly related to the Canadian Centre

for Justice Consultation conducted ¢two years previous, staff and
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management's perceptions of the Consultation report and its impact
alerted the student to potential scepicism and suspicion of her study
and the need to be sensative to these attitudes/feelings during the

course of the practicum.

While all elements listed on the checklist (Appendix VII) were
addressed, the level of understanding of the organizational context was
reduced by the student's location during the practicum in a separate
building from Community and Youth Corrections Directoraﬁe. This affected
the student's ability to observe the 'informal' decision-making process
and communication structures. It also affected her ability to know when
decisions were made. Determining which decisions and policies would be
made as a result of the evaluation was not considered relevant by the
student, again because the evaluation was considered primarily as a
learning experience. As well, the information being gathered through
the survey was intended primarily for information as opposed to

evaluation.
6.1.3 Planning the Evaluation

Planning the evaluation iﬁcludes considerations such as making sure
there is a clear undepstanding of all aspects of the evaluation process,
designing a technically creditable evaluation, determining sources of
resistance to findings, and determining political implications of

findings.
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All of the elements listed under the evaluation planning checklist
were considered, but not necessarily addressed, during the evaluability

study compcnent of the practicm.

The sensetive and political nature of the organizational change
motivated the student to approach a study of the topic in a
non-contraversial way. Accordingly, a study that ccllected survey
information as opposed to evaluative information on program

effectiveness or efficiency was proposed.

This part of the practicum experience was the most difficult and time
consuming for the student for a couple of reasons. First, the student
worked independently on the research and her relative inexperience in
the field of conducting research made it sometimes difficult and
frustrating to know what to do in the planning and development of the
research instrument. Because the student was interested in learning
about the division she found she allowed herself to get off track and
explore different tangents. Working under the guidance of a researcher

would have helped to keep the practicum experience focused.

Secondly, because the research question was of the student's own
making, she did not feel comfortable suggesting or questioning the
Correction's Division on how they planned on responding to the results

of the survey.
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However, these disadvantages were alsoc advantages to the student's
learning experience. The extra time taken to get to know the Division
and plan and develop the research design added depth to the students
knowledge and enriched learning as a whole. There was experience gained

in the making as well as the implementing of the research.
6.1.4 Conducting the Evaluation

To assess learning in the area of the conducting of evaluations, the
student considered how well everyone understood the purpose of the
evaluation; the involvement of key personnel in issues identification,
evaluation strategies, instrumentation and data sources and data

collection techniques.

Throughout the practicum the student received a high level of
co-operation from staff and management. The evaluation proposal was
based on the findings of the evaluability study.and the interview
schedule was discussed with key personnel for feedback. During the
evaluability study Kkey personnel in each of the topic areas, ie.
Volunteer Co-ordinators, Accounting, were approached for their input
into potential methodology for studying their areas of expertise. Their
involvement helped the student in determining that insufficient data

existed for measuring the variables identified for research.

During the evaluation itself, there was some initial concern and
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suspicion towards the student and the evaluation topic. However, once
that was overcome {usually a few questiéns into the interviewing
process) people expressed appreciation in having an opportunity to
express their thoughts about the organizational change. Although how
the change was implemented was not a part of the interview schedule,
people seemed interested in discussing it. Aware of the sensativity of
this and having consciously chosen not to look at this aspect, the
student did not record the findings in this area but listened to what
people had to say. As Scott suggests[67] 1listening is one way the

interviewer compensates the participant for their time and information.

In retrospect, the interview schedule, as a data collecting
instrument, was overly structured in design. The same information and
insight into staff and management's perception of organizational change
could have as easily been collected and analysed using fewer and less
structured questions. At times the structure of the research design
seemed to impede the more natural discussion on the topic of

organizational change.
6.1.5 Communicating the Evaluative Information

Communicating the evaluative information was the weakest component of

the practicum experience.

67. Scott, T., "Approaching the Interview, p.568
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Considerations in this area include such things as making periodic
informal reports or presentations, involving program staff in
interpreting the findings and/or réviewing rough drafts, making written
and oral presentations understandable, comprehensive and relevant to key

issues and decisions, and timeliness of evaluative information sharing.

The weakness of the practicum in this area was due to a long delay in
compilation and analysis of data. Caused by personal circumstances, the
delay meant that when the information was documented in a presentable
fashion, it was too late to be meaningful to the stakeholders of the
organization. Although written presentation of findings was not shared
with senior management until two years following the interviews,
individual results were shared verbally when it was relevant to the

discussion.

The informative nature of the study did not lend itself to staff or

management being involved in data interpretation.

Once a written document of findings was compiled, the information was
freely shared with those managers and staff interested. However, the
long delay in information availability meant that verbal presentations

of the findings were nct conducted.

Overall, the student's rating of learning, using the ‘'utilization

enhancement checklist' as a guide, was high suggesting that the desired
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learning occurred. Although not all elements of the checklist were
carried out, because they were considered irrelevant to the practicum or
inappropriately ignored, reviewing the checklist in a methodical way and
assessing why or why not certain things were done has contributed to the

learning experience.
6.2.0 Reasearch Usefulness

The potential usefulness of the practicum research was lessened by
the delay in preparing a documented presentation of findings. However,
because employment was with the Corrections Division, initially in the
Adult Corrections Branch and more recently with Community and Youth
Corrections, the information acquired through both the practicum
experience and the findings of the study was ‘beneficial. Specifically,
the theoretical knowledge and awareness of how management and staff
viewed mission statements enabled the writer to author vand co-author
mission statement's for the Milner Ridge Correctional Centre and

Manitoba Corrections Division respectively.

As Assistant Director for Community and Youth Corrections, the
insight and information gained through the practicum provides an
appreciation of how staff and management perceived the organizational
change, how they acted upon their perceptions and a sense of what needs
to be clarified and further developed to achieve the objectives of the

change. This includes further interpretation and clarification of the
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Division and Branch mission statements including a clear definition of
goals and objectives, support of the Area Directors in interpreting the
mission statement to staff and an appreciation of the philosophical
dilemnas faced by staff who feel their professional integrity and
credibility are being compromised by competing demands and an ever

increasing worklecad.
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Area Director

Community and Youth
Corrections

Community Mobilization

Concept

Conceptualization

Corrections Division

APPENDIX I

DEFINITIONS

The individual responsible for managing
the community corrections operations and
staff of a defined region. In Manitoba
regions include Central Winnipeg, North
Winnipeg, East Winnipeg, South/West
Winnipeg, Eastman, Interlake, Central
Manitoba, Westman, Parklands, Norman,
and Thompson.

Is a branch of the Manitoba Corrections
Division which administers provincial,
community~based correctional services

to youth and adult offenders, as well

as all corrections institutional services
for youth.

The process of assisting communities in:

- disclosing or revealing its problems

and resources

- advancing or promoting growth by activating
latent possibilities or forming and expanding
its resources.

A thing conceived, a general notion.

The formation, power of forming in the mind,
a concept, plan, thought.

At the time of the study the Corrections Division
was a division of the Manitoba Community Services
Department responsible for providing correctional
services to youth and adult offenders under
provincial jurisdiction. Since May 1988,
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Interpretation

Mission Statement

Operationalization

Organizational Change

Perception

Probation Officer

Specialized Probation
Officer

Traditional Probation
Work

Corrections has been a division of the
Attorney General's Department.

To explain the meaning of, to elucidate, unfold,
show the purport of; to translate into intelligible
or familiar terms. '

A written statement describing an organization's
reason for existance. It generally provides

a description of the organization's philosophy,
role, structure, goals and objectives.

The translation of theory or concept into practice.

Refers to alterations in the allocation of
resources, distribution of power and the
internal structure of an organization.

That mental image that comes into focus as we

are made aware of the elements of our environment
through physical sensation as interpreted in

the light of experience. Perception combines
sensory data from present stimulation and the
learning gained from past experience. Perception
brings together sensing and. experience.

A trained professional who, under the authority
of the Manitoba Corrections Act and Young
Offenders Act, provides a variety of services
aimed at fulfilling the mandate of the Community
Corrections Branch including prevention,
alternatives, protection and rehabilitation.

Are those Probation Officers who are designated
special responsibilities including volunteers,
alternative measures, custody home support and
working together facilitation.

Refers to the traditional court-mandated duties
of a Probation Officer such as assessment,
court reports, court liaison and offender
supervision.
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APPENDIX IT

MINISTERIAL LETTER TO STAFF,

JANUARY 1984
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4
MANITOBA
MINISTER OF COMMUNITY SERVICES AND CORRECTIONS

WINNIPEG. MANITOBA
A3C ovs

- January 19, 1384

TO: ALL STAFF

As a new Minister of Community Services and
Corrections, I have not yet had an oppertunity to mect
all of the staff of our Department. However, among the
many staff I have met, I have been very impressed with
the sense of dedication and the willingness of our
public employees to work hard for our clients and for
Menitobans in general. In this new year I intend to
visit many of our Department's operating divisions and
I am looking forward to meeting you at that time.

As you are probably aware, in November, Premier
Howard Pawley announced a reorganization of government
departments. As a result, our Department now has
primary responsibility for the delivery of social services

to Manitobans.

To carry out this mission more effectively and
to strengthen our capacity to meet the needs of Manitobans
for human services, a reorganization of the Department
of Community Services and Correctious hLas been initiated.

The reorganization will take palce in two phases:
Stage 1, effective January 23, 1984; and Stage 2, July 1984.
By phasing the changes, we will be able to ensure a smooth
and effective transition so that our services to clients
and agencies are not disrupted, and so that consultation
and discussion with staff can take place.

As a result of the restructuring, there will be
four divisions in our Department:

1. Child and Family Services - responsible for all child
and family related support services and programs.

2. Community Social s§rvices - responsible for services
to adults who require support beyond financial assistance,
~and for operational administration of Field operations.
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All staff January 19, 1984

3. Administrative and Financial Services - responsible for
management services as well as residential group home
licensing. '

4. Corrections - responsible for all adult institutional and
community alternative programming.

| Stage 1 is effective January 23, 1984, and will ‘see
the following divisional responsibilities:

child and Family Services

. Child Welfare Directorate
.« Juvenile Correctional Institutions
(Agassiz, The Manitoba Youth Centre)
* Child Day Care

'Community Social Services

. Rehabilitation Services

. Mental Retardation Services

. Community Service Operations (Field)
. External Agencies

Administrative and Financial Services

. Office of Vital Statistics

. Residential Standards and Licencing
. Personnel Management Services

- Budgetary and Cost-Sharing Services
- Operational Support Services

Corrections

. Adult Corrections
. Probations (Juvenile and Adult) o
Community Corrections :

The main thrust of the reorganization will be to
move closer to a generic concept for public services. The
mandating of the division of Child and Family Services, to
be responsible for all services aimed at child and family
support, is therefore a cornerstone of the reorganization.
The resulting improved coordination between child welfare,
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day care and juvenile corrections will provide more
coherent child and family support. This does not,
however, represent an attempt to move towards generic
child workers. Prcbation and child welfare workers
will remain separate from each other with their
defined specialities. The inclusion of our children's
mental retardation program offers the opportunity for
further coordination. Overall, I believe the develop-
ment of a more eguitable, humane and community based
prevention oriented approach to the problems of children
-and their families will result. .

The Corrections Division will ultimately be
responsible for adult corrections institutions and
community programs. The division of adult and juvenile
corrections will take place only after careful planning
and consultation so that all affected staff will have
an opportunity to voice their suggestions and concerns.

In July, under Stage 2, division responsibilities
will be:

Child and Familv Services

* Child Welfare

+ Juvenile Corrections
- Institutions ,
- Probations

- Day Care

« Children's Mental Retardation

- Other child related prcgrams

Community Social Services

- Rehabilitation Services

- Adult Mental Retardation Services

+ Community Service Operations (Field)
- External Agencies

Administrative and Financial Services - unchanged
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Adult Correétions

« Institutions
- Probations, Community

The reorganization accomplishes several objectives.
These include balancing the workload among departmental
divisions and establishing an administrative basis to
develop generic programming. Further, these changes put
into place a management framework which will enable us’
to meet the priorities set for our Department by Cabinet;
namely, the strengthening of child and family services,
improvement of the ccrrections system and the fuller
integration of some of our mentally handicapped population

into the community.

Along with this reorganization, I have directed
senior management to develop an open management style
which encourages a process of participation by all staff
in the planning and development of policies, programs and
services. Your management will be available to brief you
more fully on the reorganization.

The coming years hold many challenges for us in
the delivery of human services to the people of Manitoba.
I believe that this reorganization will provide an
administrative support to enable us to deliver our s2arvices

more effectively.

Your efforts in providing Manitobans with these
important services and your participation in their further
development is greatly valued by myself and our government.

I know I can count on all of you to continue your sincere
and devoted service to our clients and to meet the challenges

before us. i

Yours sincerely,

Muriel Smith
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APPENDIX ITI

DIVISIONAL MISSION AND MANDATE
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MANITOBA CORRECTIONS

Mandate and Mission

Manitoba Corrections is an integral part of the criminal justice
system; it shares the responsibility for the protection of society, the
prevention of crime and the reintegration of the offender in the maintenance

of law and order.

In carrying out these responsibilities, Corrections recognizes the need
to cooperate and collaborate with other members of the justice system, the

police and the community.

Corrections' programs and activities are directed to both the least
restrictive intervention and the protection of the public. They focus on
preventive measures, alternatives to formal court action, alternatives to
incarceration, productive activity in custody, reparation to victims,
victim/offender reconciliation, and the redirection of offenders.

In working towards the objectives the emphasis will be on effective
communication, staff development, participatory management, effective use of
volunteers and community participation.
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APPENDIX IV

VARIABLES
VARIABLES HOW MEASURED DATA COLLECTION
INSTRUMENT
PREVENTICN # programs implemented, archival records
before/after
budget alleccation archival records
# activities related to archival records
prevention
ALTERNATIVES # programs implemented, archival records
before/after
frequency of use archival records
before/after
budget allocation archival recordé
STAFF DEVELOP. # of staff development opp. archival records
before/after
# of staff participating archival records
before/after
budget allocation archival records
USE OF VOL. & # of volunteers/community archival records
COMMUNITY groups used, before/after
capacity used, before/after archival records
interviews
PERCEPTION OF Mgt./Staff knowledge and tPerception of Change!
CHANGE perception of change questionnaire
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APPENDIX V

INTERVIEW GUIDE

Before we get started there are a number of things I would like ¢to

make you aware of about this interview-~

the interview is part of the practicum I am undertaking towards
completion of my Masters of Social Administration, I am doing a
partial evalutaion of the reorganization of the past three years;
this interview is to determine the perception staff and management

have of the reorganization.

I have randomly selected all staff and management being
interviewed, the information I obtain from each participant will be
kept anonomous and confidential; the findings will be summarized in
group statistics so that no one will 1learn of your individual

answers,

If at any time you .  do not wish to answer a question or wish to

withdraw from the interview please feel free to do so0;
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1. Listed or ranked in crder of time spent, what were your main
responsibilities and activities as a Probation Officer (Area
Director) three years ago?

PROBATION OFFICER

Court Reports

Supervision of Clients

Attending Court

Community Development (Alternative Measures, Public Education,
Volunteers, Prevention)

Liason with other Agencies

General Administration

Other

AREA DIRECTOR

Supervision of Staff

Assignment of Work

Case Consultation

Administration (Budget, Staff Hiring, Evaluations, ete.)_
Liason with Other Agencies
Participation in Management Team
Policy/Program Development

Community Development

Other
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2. Listed or ranked in order of time spent, what are your main
responsibilities and activities as a probation officer (area
director) now?

PROBATION OFFICER

Court Reports

Supervision of Clients

Attending Court

Community Development (Alternative Measures, Public Education,
Volunteers, Prevention, etc.)

Liason with other Agencies
General Administration

Other

AREA DIRECTOR

Supervision of Staff

Assignment of Work

Case Consultation

Administration (Budget, Staff Hiring, Evaluations, etc.)____
Liason with other Agencies
Participation in Management Team
Policy/Program Development
Community Development

Other
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3. Are you aware of any organizational change that has occurred
in the Corrections Division over the past three years? If yes,
what form has the change taken?

4, I am going to identify a number of different areas. I would

like you to tell me whether you consider change has occurred in

these areas in the Corrections Division over the past three years and
what that change has been.

Divisional Mission Statement

Divisional policies

Divisional otjectives/gecals

Divisional programs

Divisional activities

Organizational structure

any other changes you care to comment on

5. What, in your opinion, has been the main reason for the change
in the Corrections Division?

6. Are you aware of the current Corrections Division Mission
Statement?

YES NO

7. What is your interpretation of the Mission Statement?
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8. Do you believe the new Mission Statement is intended to have
an effect on your role and activities as a Probation Officer
(Area Director)? If yes, how sc?

9.In your opinion, what actual effect has the Mission Statement
had on your role and activities?

10. Do you believe the Branch Mission Statement is intended to
have an effect on your work unit? If yes, how so?

11. In your opinion, what things are currently happening in your
vork unit as a direct result of the Mission Statement?

12. How would you describe your working relationship with Adult
Corrections? Is this different from three years ago?

13. Do you have any other comments to make about Corrections
Division reorganization?

14, Do you have any comments or questions about this interview?

15. Length of employment with the Manitoba Corrections Division?

16. In what capacity have you been employed in the Manitoba
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Corrections Division?

17. Type of Education
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INTERVIEWER'S COMMENTS

Person Interviewed:

Probation Officer- General _ Specialized
Area Director

City

Rural

General Cbservations
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APPENDIX VI

RESULTS OF PERCEPTION OF CHANGE INTERVIEWS

1) *Listed or ranked in order of time spent, what were your main
responsibilities and activities as a Probation Officer (Area

Director) three years ago?"

2) M"Listed or ranked in order of time spent, what are your main
responsibilities and activities as a Probation Officer (Area

Director) now?

TABLE I

MEAN RANKINGS OF MAIN RESPONSIBILITIES/ACTIVITIES
FOR GENERAL PROBATION OFFICERS

N= 13
CITY RURAL
(n=6) (n=T7)
BEFORE NOW BEFORE NOW
Court Reports 1.6 (6/6) 1.8 (6/6) 1.1.(7/7)y 1.1 (7/7)
Client Supervision 1.8 (6/6) 1.3 (5/6) 1.7 (7/7) 1.8 (7/7)
General Admin, 2.6 (3/6) 3.6 (3/6) 3.6 (3/7) 4.0 (3/7)
Community Devlopment 3.0 (2/6) 2.3 (6/6) 4.0 (3/7) 3.0 (5/7)
Court Attendance 3.3 (3/6) N.R. 3.0 (1/7) 3.0 (2/7)
Agency Liasion N.R. N.R. L5 (4/7) 4.0 (4/7)
Travel Time N.R. N.R. 2.0 (/1) 2.0 (V/T)
KEY: N.R.- No Rating
(*) - Responses totalled equal n/N.
{(*¥#*)- Responses totalled may be more or less than n/N given

that more than one response was accepted or no

additional comments were made.
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TABLE II

MEAN RANKINGS OF MAIN RESPONSIBILITIES/ACTIVITIES
FOR SPECIALIZED PROBATICON OFFICERS

N= 5
CITY RURAL
(n=2) (n=3)
BEFORE NOW BEFORE

Client Supervision 1.0 (1/2) 2.0 (1/2) 1.0 (3/3)
Client Interviews 1.0 (1/2) 1.0 (1/2) N.R.
Agency Liaison 2.0 (2/2) 2.5 (2/2) 3.5 (2/3)
General Admin. 3.0 (2/2) 3.0 (1/2) 3.0 (1/3)
Court Reports N.R. 1.0 (1/2) 2.0 (2/3)
Community Development N.R. N.R. 2.5 (2/3)
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1.7 (3/3)
N.R.

3.0 (1/3)
3.0 (1/3)
1.5 (2/3)
1.0 (2/3)




N=4
CITY RURAL
(n=2) (n=2)
BEFORE NCW BEFORE

Work Assignment 1.0 (2/2) 1.0 (2/2) N.R.
General Admin. 2.0 (1/2) 2.0 (1/2) N.R.
Standards 2.0 (1/2) N.R. N.R.
Case Consultation 3.0 (1/2) 3.0 (1/2) 2.0 (1/2)
Community Development 3.0 (1/2) N.R. N.R.
Management Partcpt. 4.0 (1/2) N.R. N.R.
Policy/Prog. Develp. 4.5 (2/2) 3.0 (1/2) 2.7 (2/2)
Staff Supervision N.R. 3.5 (2/2) 1.0 (2/2)
Agency Liasion N.R. 4.0 (1/2) 5.0 (1/2)
Committees N.R. N.R. 3.0 (1/2)

TABLE III

MEAN RANKINGS OF MAIN RESPONSIBILITIES/ACTIVITIES
FOR AREA DIRECTORS
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3) "Are you aware of any organizational change that has occurred
in the Corrections Division over the past three years? If
yes,what form had the change taken?"

Responses: (##) G.P.0O. S.P.0O. A.D.
Change in people (Senior Administration) 6 3 1
Change in organizational structure 4 2 2

(lines of reporting)

Amalgamation of offices in Winnipeg 4 2 2
Change in the way we interact with youth 4 2 1
clients (less one tc one contact, more

use of programs)

'Mobilization' of the community to assist 3 1 1
in the provision of correctional services

Cutback in financial resources 3 0 2
Change in Directorate management style 2 0 2
Change in title from Senior Probation 0 1 2

Cfficer tc Area Director

Corrections Division now a total 1 0 0
continuum of correctioanl services

Correctional servcies emphasizing control 1 ] 0]
rather than rehabilitation

Asking P.0. staff to be specialized 1 0 0
Division more conscious of public 1 0 0
perception
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4)

"I am going to identify a number of different areas.
like you to tell me whether you consider change has occurred in

I would

these areas in the Corrections Division over the past three years...

DIVISIONAL MISSION STATEMENT

(*)

Not aware of Division having a
mission statement before but
kncws one exists now

Knew there wasn't one before and
knows there is one now

Answered on assumption there was
one before and that a new one
exists now

Doesn't know whether there was a
mission statement before or if
it has changed

...and what that change has been."

(*%*)

Stronger emphasise on community
involvement in providing service

Not different from what doing before,
written confirmation of what was in

practise before

It is visible, people are working
with it, have a clearer idea of
what we're doing

The philosophy is the same, the
emphasise, importance and
implementation of the philosophy
is what is different

The Corrections Division has become
contimuum of correctional services
from community-based to institutional

The protection of society has become
a main focus in the mission and role

of the Division

Reintegration of the offender has
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become a main focus in the mission
and role of the Division

Shift from supervising clients using

traditional cne-~tc-one interaction to
supervising using groups andprograms
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DIVISIONAL POLICIES

(*)

...wWhat

(%*)

Change in Divisional policies
reflecting the change in the
mission and role statement

New poclicy thrusts identified.
but not in relation to change in
mission and role statement

No change identified

Not aware enough of policies at
Divisional level to comment

that change has been.

Shift to community involvement and
responsibility in providing
correctional services

Pclicies more open to innovative
inturputation and implementation

Policies aimed at increasing
incarceration, tightening controls
and sentencing practices

In broadest sense there has not
been change; change has come in
sense of doing more with less,

policies written to reflect this

Policies written that confirm
what is already in practice

Policies developed to conform
to Y.0.A. standards

Policies written to develop

sense of probation and institutions
being part of a continuum of
correctional services rather than
separate, independent services

Policies clearer in defining what

is a probation role and what is a
child welfare role
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Pclicies are made in response to
crisies, not part of planning

Policies developed allcwing cutback

in mandated services freeing up time
for new responsibilities
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DIVISIONAL OBJECTIVES AND GOALS

(*)

.e.What

(¥¥%)

Change in Divisional objectives
and goals reflecting change in
mission statement and policies

New objectives and goals identified
but not in relationship to mission
statement and policies

No change in Divisional objectives
and goals

Not aware encugh of Divisional
objectives and goals to comment

that change has been.

Focused at community mobilization
changing the concept of the
traditional probation service

Unit goals and objectives have
changed to encourage development
and use of community in providing
services to offenders

Divisional objectives and goals are
stated confirmation of what was
already in practise

Objectives and goals haven't changed,

way we are achieving them has

Objective and goal tc provide services

to abusers

More aware of objectives and goals now

than before

Goals are not tied to objectives, there
are inconsistencies, emphasise community

but when we start to put into action
we're not following through

Now know objectives and goals of other
parts of the system (ie. institutions)
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Change in emphasise not change in 0]
ocbiectives and goals

DIVISIONAL PROGRAMS G.P.C.

(*)

...What

(*%)

Change in Divisional programs T
reflecting change in divisional

mission statement, policies and

objectives and goals

Change in Divisional programs a 6
direct result of Y.C.A., not due
tc mission statement

No change in Divisional programs 0

that change has been.

Development of Working Together program 10
Increased use of volunteers 5
Development of program for sex offenders j

Development of program for wife batterers 3

Development of COpen Custody program 2
Networking with other community programs 3
Increase of training pfograms for staff 3
Elimination of some programs 2

Development of minimum supervision program 1

Development of group supervision 1
Development of program for shoplifters 0
Development of chemical abuse education 1
group

The whole program of 'probation' has | 0

changed, expanded in concept
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DIVISIONAL ACTIVITIES

(*)

.. .What

(*#*)

Change is Divisional activities

No change in Divisional activities
Not aware of any changes

those changes have been

Change in Senior administration
management style, more contact and

consultation with the field

Interaction with probationers has
changed to maximize time usage

Expanded use of volunteers to get
things done

Greater autonomy of units

Change in activities reflects move
to community mobilization approach

Use of contract supervision

Reduced communication with Directorate

Have one staff strictly working on
community development programs

Change in frequency and structure of

Area Director meetings

Now heold meetings of all management
personnel in Division

Less time spent in Court and with Court

related duties

New administration forms
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ORGANIZATICNAL STRUCTURE

(*)

.. .What

(*%)

Yes there has been structural change
Yes there has been structural change,
however, with every subsequent change
the structure is reverting back to its
pre-three year form

Nco change in the organizational structure

Doesn't understand the organizational
structure

that change has been.
Change in the people at the Directorate

Change is minor, hasn't effected at our
level

Communiity and youth correctional services
have combined with adult institutions to
form one Corrections Division

Change of Senior Probation Officers into
Area Directors

New administrative positions developed
at the Directorate

Combining of city offices
Division has become more centralized

Lines of authority have become blurred,
not sure what everyone does

Basic structure has not changed,

distinct community component and
distinct institutional component
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5) "What, in your opinion, has been the main reason for the
change in the Corrections Division?"

Responses: (¥*¥) G.P.0O. S.P.0O. A.D.
- Young Offenders Act, and other 4 2 2

legislative change

Politically motivated 5 0 1

New people, new agenda 1 3 3

Fiscal Restraint 4 0 0

Desire to make system better 3 ¢ 1

6) "Are you aware of the current Corrections Division Mission

Statement ?"
Responses: (%) G.P.O. S.P.0. A.D.
Yes 13 5 4
No 0 0 0
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7) "What is your interpretation of the Mission Statement?

Responses: (*f)

Community Involvement
Protection of Society
Reintegration of Offender
Prevention

Public Awareness
Rehabilitation

Makes Division a continuum of
correctional services

Least restrictive intervention
Reparation
Mandate to supervise offenders

It is a management tool, but not
familiar with content

Broad and general to the extent of
being ineffective
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8) "Do you believe the new Mission Statement is intended to have
an effect on your role and activities as a Probation Officer
(Area Director)?

Responses: (*) G.P.0. S.P.0O. A.D.
Yes 13 2 5
No 0 2 0
No response 0 1 ¢

"If yes, how so?" (¥*¥)

To make role of P.O./A.D. one that 9 2 3
includes community development by

involving community in provision of

correctional services

Changes role of the P.0. from treatment 10 1 0
caseworker to networker/innovator/

generalist

Requires P.C. to look at client through 2 1 0

a community eye

Expands rather than changes role of A.D. 0 0 3
to accommodate changes at the field level
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9) "In your opinion, what actual effect has the Divisional
Mission Statement had on your role and activities?"

Responses: (*) G.P.0. S.P.0. A.D.
Some Effect 10 2 3
No Effect 3 2 1
No response 0 1 0

Comments: (¥#)

Mobilizing community resources 10 2 0
Have always been a community networker, 3 0 0
therefore, no effect on role and

activities

More public education work 3 0] 0
More paperwork 2 ¢ 1
Developing 'team' approach to client 1 0 1

supervision to make service more effective
and efficient

Failing to properly fulfill obligations 1 0 0
to the court

Less time spent on individual caseloads 1 0 0
Focus is on control of the offender as 1 0 0
'‘protection of society' has become major

concern

Job has become cverwhelming in expectations 0 0 1
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10) "Do you believe the Division Mission Statement is intended to

have an effect on your work unit?"
Responses: (¥*)
Intended to have an effect
Not intended to have an effect

No response

"If yes, how so?" (¥%)

Requires unit to be more community
focused and involved in provision of
service

Intends to be a very general statement
which each unit can define allowing sense

of unit autonomy and personality - "provides
climate for thinking of new approaches and

priorities."

Intended to develop the units as a team
as opposed to a caseworker service

Mission Statement arises from things being

done before and will change as reality
changes, ie. it is reactive not proactive
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1 0 0
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11) "In your opinion, what things are currently happening in
your work unit as a direct result of the Mission Statement?"

Responses: G.p.0. S.P.O. A.D.
Some effect 11 1 3
No effect 2 3 1
No response 0 1 0

Comments: (¥¥)

Increased unit level development and use 6 1 3
of community resources such as alternative

measures to incarceration, special needs

programs, use of volunteers

No effect as community participation 2 1 0
already high.

Hired new staff to help meet community
development objectives 3 0 0

Change is occurring due to other things, 2 0 1
ie. Y.0.A., personal initiative, not as
a result of Mission Statement

Staff responding individually, not as 1 1 0
a unit
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12) "How would you describe your working relationship with Adult
Corrections (adult institutions)?

Responses: (¥*) G.P.0. S.P.0. A.D.
Fine as is 7 2 0
Needs improving 5 1 4
No need to have relationship 0 2 0

"Is this different from three years ago?" (%)

Same 11 3 3
Better 2 0 1
Worse 0 0 0
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14) "Do you have any comments or questions about this interview?"
None

15) "Length of employment with the Manitoba Corrections Division?"

Responses: (¥) G.P.0. S.P.0. A.D.
3 to 5 years 2 1 0
5 to 9 years 1 1 0
10 to 14 years 8 3 1
More than 15 years 1 0 3

16) "In what capacity have you been employed in the Manitoba
Corrections Division?"

Responses: (¥¥) G.P.0. S.P.0. A.D.
General Probation Officer 10 2 4
Specialized P.O. 0 5 0
Area Director 0 0 y
Adult Institutions 0 0 0
Juvenile Institutions 1 2 0
Correctional Experience 2 1 0

outside Manitoba Corrections
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APPENDIX VII
UTILIZATION ENHANCEMENT CHECKLIST[1]

Directions: There are fifty items 1listed below which focus on
self-analysis, understanding the organizational context, planning and
evaluation, the evaluation process, and communication. You may wish to
rephrase some of the items to fit your particular situation or to add
items. The checklist can serve as a guideline as you conduct an
evaluation or as a self-examination after you complete an evaluation.
To serve these multiple purposes, all items are written in the present
tense.

A. Determining the Evaluator's Role

1. Assess level of personal congruence with the program's general
goals and consider withdrawing if the incongruity may result in
unnecessary conflicts.

2. Determine extent of personal commitment to the importance of
conducting an evaluation of this program.

3. Analyze degree to which personal values and opinions about the
program are publically advocated hy the evaluator.

b, Determine appropriate share of the responsibility for
utilization.

5. Specify activities related to an educational role as well as a
data~gathering, information-providing role.

6. Make sure that consulting skills are sufficient to meet the
demands and complexities of the evaluation for the program.

Te Ensure that sufficient technical skills, time resources, and
personnel are available to conduct a utilization-fccused
evaluation.

8. Establish congruence betvween personal rcle perception
(data~gatherer, consultant, expert, recommender, change agent) and
audience expectations,

1. from Brown, R. and Braskamp, L. Summary: Common themes and a
checklist. In L. Braskamp and R. Brown, Editors, UTILIZATION OF
EVALUATIVE INFORMATION, San Francisco: Jossey-Bass, 1980.
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10.

10.

Determine willingness to spend time with program staff in
activities that are not directly related to the evaluation (for
instance, informal lunches).

Establish a sense of credibility and trust with the program
director, .staff and other audiences.

Understanding the Organizational Context
Obtain and study the organizational chart.

Identify the names of Kkey people within and outside the
organization.

Identify the decision makers and potential users of evaluation
information within and outside the organization.

Understand the policy-making process of the organization.

Determine which decisions and policies are made as a result of the
evaluation.

Know when decisions are made.

Determine which staff and other users should be consulted as the
evaluation is planned and conducted.

Determine whether the sponsor of the evaluation is committed to
the evaluation activity and uses evaluative information.

Determine the information sources and channels within the
organization.

Trace the path and impact of previous evaluations in the same
setting and determine how this affects this evlauation.

Planning the Evaluation

Make sure there is clear understanding of the evaluation role
(that is, formative or summative).

Set up specific sessions in which the evaluation plan and its
implementations are discussed with Key persons.

Assess the implictations of decisions based on the evaluation that
affect personnel.

Assess the political implications of various evaluation findings.
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10.

Determine the 1likely sources of resistance to positive evaluation
results. :

Determine the 1likely sources of resistance to negative evaluation
results.

Determine the freedom to provide evaluative information to various
audiences.

Determine strategies for dealing with potential conflict and
tension between program director/staff and evaluator.

Design an evaluation plan that will have technical credibility and
provide needed information.

Establish a mutual problem-solving approach with the program
personnel and decision makers.

D. Conducting the Evaluation

1.

2.

9.

10.

Make sure that everyone understands the purpose of the
evaluation.

Involve key personnel in determining the purposes, issues, and
general evaluation strategies.

Involve representatives of potentially affected groups in making
decisions about instrumentation and data sources.

Be accessible to program staff during the evaluation to learn of
and share perspectives from which each 1is interpreting the
information,

Collect data from multiple sources.

Make sure the data collection instruments and procedures are
understandable and relevant.

Have informal as well as formal meetings with key persons.

Maintain a mutual problem~solving relationship with staff and
administrators throughout the evaluation.

Collect information needed, but only that.

Adapt the evaluation plan to meet changing information needs.
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E. Communicating the Evaluative Information

1.

Make periodic informal reports or presentations.

2. Ask program staff, especially those most affected, to assist in
interpreting the findings.

3. Communicate major findings when available and considered
appropriate; do not wait for the formal report deadlines.

4, Share rough drafts or preliminary thoughts with key persons before
making a final presentation.

5. Write different reports for different audiences.

6. Make presentations understandable and easy to follow.

7. Link presentations to key issues and decisions.

8. Make sure that all audiences receive the evaluative information in
sufficient time prior to key decision-making events.

9. Keep written reports brief.

10. Use several media (slides, charts) when  making formal
presentations.

Score interpretation., Here are some rough guidelines for

interpretating the results of your analysis. Allow two points for each
question answered positively.

25 or less Don't expect much to happen as a result of

your efforts., Most likely your information
will be ignored or gather dust on a shelf
somewhere,

26 to 50 You may be called back later to do another

evaluation, but don't count on it. Perhaps
you might get a publication from your efforts,
but- the world won't change.

51 to 75 Somebcdy may actually do something different

as a result of the evaluation, especially if
it reinforces what they were already thinking.

76 to 100 Be careful! You may be so effective that

someone may have you earmarked to be an
administrator, even though you have no desire
to be one.
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