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Several studies have reported
that the most frequently cited
reason for failure within an orga-
nization is neglect of the culture.
Culture within the workplace is
made up of shared assumptions,
values and beliefs, all of which
have an influence on how people
perform their jobs. In a profession
like corrections, where change is
evident and rapid, and the “status
quo” is no longer acceptable or
effective, how to change becomes
the challenge many agencies face
today.! When an agency identi-
fies itself as experiencing mass
problems related to its culture,
leadership must be willing to take
bold steps to redirect the work-
force in a desired direction. Most
often, the need is made evident
when the agency becomes risk-
averse, tolerant to mediocrity and
aware of policy drift. Agencies
that change culture with inten-
tion have to begin by assessing
the members of their top leader-
ship teams. Leaders who are not
mindful of the mission at hand
and not willing to take the difficult,
but necessary, steps to be impact-
ful cannot effectively influence
change or convince the workforce
of the need for change.

When leadership endeavors to
change culture with intention, the
following elements must exist:

e A clear and concise market-
ing strategy;
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e« A commitment to imbed
data and technology into
operational management;

e A commitment to allowing
or affording the workforce
to play an active role in pol-
icy development;

e An onboarding process in
line with the agency’s mis-
sion, vision and core val-
ues; and

¢ A commitment to have a
workforce trained in best
practices.

Marketing

The marketing strategy must
include a strong messaging com-
ponent that informs all agen-
cy staff of the “why” — why the
change is necessary and why now.
Messaging must also appeal to
staff in regard to how valuable and
necessary they are to the change
process. At Prosci — an organiza-
tion based in Fort Collins, Colo.,
that researches change manage-
ment and implements its pro-
grams — research team experts
emphasize the importance of
return on investment (ROI). Mar-
keting strategies must illustrate
the benefits staff will acquire
throughout the culture change,
as well as the ROI, which must
be effectively communicated.
The premise is that organization-
al change occurs one person at
a time, emphasizing “a change
initiative that is directly tied to

an employee’s adoption, utiliza-
tion and proficiency in the tools
and solutions intended to move
the organization into the future
state.”

Data and Technology

For agencies to gain leverage,
it is imperative that they are will-
ing to embrace technology and
committed to be data-driven. Uti-
lizing data as a partner in change
management can depersonalize
decision-making and guide leaders
in proactive strategies rather than
reactive planning. By identifying
indicators that impact agency
culture and providing a mecha-
nism for those indicators to be
measured, leaders are afforded
the necessary data to make reli-
able decisions. For example, in
a correctional setting, assessing
the time of day, day of the week
and area of the facility where inci-
dents of violence are occurring
could help identify some indica-
tors related to staff safety. At that
point, leadership could survey
staff on where they believe the
most violence happens in their
particular facility and then utilize
data to compare staff perception
against what the data uncovers.
Typically, this comparison reveals
a disconnect. Often, a barrier to
change management is simply
lacking knowledge of the facility’s
current state. Having a true eval-
uation of the current state, partic-




ularly in those areas identified to
have the most impact on culture,
is essential. Without data driving
the evaluation, agencies risk the
deployment of resources to areas
that will be ineffective in achiev-
ing the desired outcomes.

Policy Development

It is important for the changing
agency to create opportunities
for staff to be actively involved
in the revision and creation of
policies and procedures. This
process will empower staff and
build buy-in from those who
are often responsible for policy
implementation. When process-
es are embedded into a culture
that extends further than the
people, the agency can know it
has achieved something of value;
whereas, when people come and
go, the expectations of policy and
practice remain in place, Addi-
tionally, in an evolving field such
as corrections, it is essential that
agencies recognize how new and
innovative policies will contrib-
ute to the workforce growing
alongside leadership.

Onboarding

Agency managers in charge of
onboarding must recognize the
importance of taking the time
and necessary steps to hire can-
didates with values in line with
the agency. Often, the goal is to
fill positions to eliminate vacan-
cies, but this practice contrib-
utes to high turnover and a
transient workforce. According
to previous studies from the
U.S. Department of Labor, it is
estimated that billions of dol-
lars are spent annually on hiring
hourly employees, and of those
employees, approximately half
are gone within six months.? Mel
Kleiman, author of Hire Tough,
Manage Easy, reminds employ-
ers, “Advertising is only the
fourth best recruiting tool; the
three best resources are former

employees, good current employ-
ees and every applicant who is
interviewed.” Ensuring interview
questions are value-based gives
the employer better opportuni-
ty to get to know the candidates
and determine if their values are
in line with the agency’s. Addi-
tionally, having skilled interview-
ers who understand the agency's
needs and have extensive knowl-
edge of the agency is critical to
the process. Outcomes of a suc-
cessful onboarding process are
shown through high retention,
high morale and a well-trained
and highly motivated workforce
willing to carry out the agency’s
mission and vision.

Training

Finally, quality training is
essential to workforce prepara-
tion and satisfaction. It is essen-
tial to ensure training is relevant
to the duties of the workforce
and is delivered in a way to help
employees learn and retain infor-
mation. Understanding the mul-
tigenerational staff will assist in
developing training that is inter-
active and scenario-based, as well
as inclusive of visual aids and an
evaluation process. It is also crit-
ical to establish a commitment
to professional development; to
be prepared to lead effective-
ly, leaders must pledge to also
be students. Reading research,
studying the population served
and visiting facilities or agencies
that are doing it better provide
avenues for idea sharing and
problem-solving; these actions
also establish a foundation for
progressive thinking in a rapid-
ly changing field. Agency leaders
must commit to creating a culture
where training and professional
development are a priority. Those
responsible for training develop-
ment must value research and
imbed best practices into a con-
tinuous training model.

Summary

Changing culture with inten-
tion is a methodology that
builds and connects operation-
al processes through a systems
approach. For it to become sus-
tainable, the organization must
identify and assess the current
state of the culture and then iden-
tify and prioritize those critical
areas that will most impact over-
all reform. Leaders must always
be mindful that the system is
made up of people. As such, the
actions and reactions of employ-
ees must carefully be observed as
the shift in culture unfolds. Sub-
culture factors are often at play,
too, and can promote or stifle
an agency's efforts in becoming
a high-performance enterprise
workplace. Like any process that
is driven by human emotions and
behavior, the course of changing
culture with intention will be mul-
tifaceted and dynamic each and
every day.
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