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Foreword

orrectional organizations today must balance the challenges and complexities of managing supervised popu-

lations and of using public resources efficiently, all while striving to become higher performing organiza-

tions. APEX (Achieving Performance Excellence) Resources Directory Volumes I and 2 present interventions
and resources to help agencies as they embark on efforts to improve their performance and to enhance operations
and mission success. This book, APEX Resources Directory Volume I, contains many resources, tools, and inter-
ventions for change management and for each of the APEX Public Safety Model domains. Reviewers from the
field of corrections contributed valuable suggestions and shared their favorite resources so that this book would

contain relevant and applicable resources for all sectors in the field of corrections.

The APEX Resources Directories were developed as part of the National Institute of Corrections’ (NIC’s) APEX
Initiative. The APEX Initiative is an agency-driven systems approach to building capacity for higher organization-
al performance, best practices, and data-driven decisionmaking. A whole-systems view of a correctional agency
is provided through the APEX Public Safety Model. In addition to the Public Safety Model, the APEX Initiative
includes the APEX Assessment Tools Protocol, the APEX Guidebook series, the APEX Change Management
Process, and the APEX Change Agent Training.

NIC hopes that the APEX Initiative’s resources, in particular APEX Resources Directory Volume 1, help guide
your organization in the quest for higher performance.

Morris Thigpen
Director
National Institute of Corrections

Foreword ¢ xi






Preface

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

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

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

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

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

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

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

APEX Resources Directory Volume 1 is designed specifically for the field of corrections. It contains a wealth of
information about the APEX domains, about managing change, and about the National Institute of Corrections’
Information Center. Guiding questions, specific tools, interventions, case studies, assessments, references, bibli-
ographies, and Web links are provided for each of the domains for improving performance and creating positive
change in the field of corrections. It can be used as a companion to the rest of the APEX Guidebooks, as a stand-
alone directory of resources, and to help agencies choose interventions when using the APEX assessment tools.
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This directory could not have been compiled without the invaluable assistance from many correctional practi-
tioners, who took time to read chapters, provide feedback, and give us suggestions to enhance the final product.
Their input was invaluable and has enhanced the directory’s corrections-specific focus.

Respectfully submitted,

sy (Lt O

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

People in Charge is a small, woman-owned business that works with organizations and communities in
the public and private sectors, helping them maximize their effectiveness through the participation of
their people. Our focus is to help groups of people work together to build strong and vibrant organi-
zations through participative planning, organizational design, and learning.You can learn more about
People in Charge by visiting our website at www.peopleincharge.org.
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Introduction to Achieving
Performance Excellence

he Achieving Performance Excellence (APEX) Initiative introduces a systems approach to change, specifically

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

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

APEX Guidebook Series Overview

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

APEX: Building the Model and Beginning the Journey

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

Each of the APEX domains has a brief chapter devoted to defining it and the benefits of exploring the domain.
“Overview to Achieving Performance Excellence” explains the various ways the APEX Initiative can be used

in correctional agencies. “Developing a Communications Plan” describes in detail how agencies can inform
stakeholders about their performance improvement journey, from the beginning through implementation and sus-
tainability.

Culture and Change Management: Using APEX To Facilitate Organizational Change

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

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

Achieving Performance Excellence:The Influence of Leadership
on Organizational Performance

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

Applying the APEX Tools for Organizational Assessment

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

APEX Resources Directory Volume | and Volume 2

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

USING THE ORGANIZATIONAL PROFILE

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

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

several APEX books from the NIC website,

xx * APEX Resources Directory Volume 1



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

How To Use APEX

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

As an agency begins a change process, it can choose to use one or more of the APEX Assessment Tools, and it can
cut and paste certain Guidebook chapters or strategies to target performance improvement areas. Because APEX is
an agency-driven initiative, users can navigate the APEX materials and the tools to create a customized implemen-
tation plan. APEX Resources Directory Volumes I and 2 provide access to other materials, tools, publications, and
websites to tailor a specific performance improvement strategy.
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Chapter 1: Introduction

PEX Resources Directory Volume 1 is an integral part of the National Institute of Correction’s (NIC’s)

Achieving Performance Excellence (APEX) Initiative. It provides resources, tools, and interventions to sup-

port correctional agencies on the APEX journey. This directory is designed to complement the APEX Guide-
book series and to enhance efforts to improve performance excellence by providing domain-specific resources and
interventions. It can also be used as a stand-alone guide to change management and to the APEX Public Safety
Model domains, which include the following:

m Leadership

m  Operations Focus

m  Organizational Culture

m  Stakeholder Focus

m  Workforce Focus

m  Strategic Planning

B Measurement, Analysis, and Knowledge Management
m Results.

Using this directory, the agency can target one or more domains and can find specific domain-related guiding
questions, tools and interventions, case studies, and other resources to direct a change effort for improvement. Po-
tential scenarios for change include the following: (1) when an agency is getting ready for Prison Rape Elimina-
tion Act compliance; (2) when a new jail director comes on board; (3) when a new committee is formed to direct
performance excellence; (4) when a change in legislation requires agency changes; (5) when an agency is running
smoothly, but assesses itself preventively and finds room for improvement in specific domains; (6) when a new
program is put into practice; and (7) when an opportunity arises to embark on a change effort.

Chapter 2 includes detailed information about National Institute of Corrections resources. Chapter 3 provides
information, tools, interventions, case studies, resources, and references for the topic of change management.
Chapters 4-11 include domain-specific guiding questions, tools and interventions, case studies, assessments, ref-
erences, bibliographies, and Web links.

The guiding questions help readers focus on specific issues. The intervention exercises come in a variety of forms and
are designed to help correctional agencies with assessment, implementation, review, and evaluation during change ef-
forts. Some interventions present simple questions to challenge an individual’s thoughts about current daily operating
practices. Other interventions are specifically for small group work and shared problem solving. Some interventions
suggest processes that help identify, collect, and organize data to make informed decisions to enable organizational
change. The case studies, assessments, references and bibliographies, and Web links provide additional support in each
of the domains.
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Chapter 2: NIC Resources

he National Institute of Corrections (NIC) has a wealth of resources and information for correctional

practitioners. Those resources are available through the following:

m The NIC Information Center, which offers publications online and, in some cases, on hard copy, including
publications from NIC, correctional information from other sources, and information from other industries
that applies to correctional agencies. The center also provides research assistance to staff members working
in corrections.

m  The Corrections Community website, which provides opportunities to collaborate with others via news
updates, public discussion forums, and networks for private discussion.

NIC Information Center

The NIC Information Center assists correctional policymakers, practitioners, elected officials, and others inter-
ested in correctional issues. The center’s resources cover all aspects of corrections, including:

m  Corrections research.

m  Policy formulation.

m  Professional standards.

m  Staff training.

m Facility planning, design, and transition.
m Special offender issues and programs.

Provided free of charge through the NIC Information Center’s library and through research assistance services,
this information helps correctional professionals and policymakers address the complex issues they face
every day.

The Library

The Robert J. Kutak Memorial Library is a specialized collection of corrections-related materials such as policies,
procedural manuals, reports, newsletters, and training materials. The focus of the collection is on unpublished,
operations-oriented resources developed by correctional agencies for use by practitioners in the field.

The library also collects published materials on correctional topics and serves as a distribution center and archive
for NIC publications. All NIC publications from 1976 to the current releases are available to download or order.
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Publications cover many topics, including popular ones such as the Thinking for a Change program and the
Prison Rape Elimination Act (PREA). In addition to NIC publications, the library contains more than 20,000
corrections-related documents and materials from government agencies at all levels and from associated
correctional organizations.

Almost one-third of the library’s materials are available online at www.nicic.gov/Library.

Research Assistance

As stated above, many NIC materials are available online. However, nondigital, copyright-restricted, and sensitive
materials are available only in the NIC main library. Through NIC’s online help desk (Ask NIC at http://info.nicic.
gov/Customer/Ask.aspx), correctional workers can request free, personalized research assistance from the staff
members at our library. These experts have access to the complete library and can help you find information that
is not available online.

The Information Center does not provide legal advice or directly assist offenders/ex-offenders or their friends
and family. Only limited support is available for students, educators, and consultants.

For more information, visit the NIC Ask A Librarian webpage at www.nicic.gov/ResearchAssistance.

Information Center services are available weekdays, 7:30 a.m. to 5:00 p.m. MST.
Phone: 800-877-1461

Library: www.nicic.gov/Library

Research assistance: www.nicic.gov/ResearchAssistance

Corrections Community Website

The Corrections Community website provides an environment for correctional professionals to communicate
and work together online.

The website includes access to community blogs, which provide current information about NIC activities,
announce opportunities, and solicit feedback from the field. In addition, the site offers public forums that
are open to all and cover topics ranging from pretrial services to mental health issues to reentry.

By invitation only, correctional professionals access private forums and networks that support discussion on
specific topics in the correctional field. Examples of private forums are the Large Jails Network and the
Crisis Intervention Teams Forum.

To access Corrections Community, visit http://community.nicic.gov.
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Chapter 3: Change Management

Introduction

When a new way of doing things works better than the old way, change occurs. With change comes resistance,
sometimes even to the point of conflict. Because an organization must embrace change to grow, knowing how to
manage change becomes critical. Because change management strategies that take into account human factors
are more successful than those that do not, one must consider the culture of the organization when undertaking
a program of change. Likewise, one must consider the role of leadership in the change process.

This chapter presents an overview of change management and provides tools and interventions, case studies,
assessments, references, a bibliography, and Web links to aid in the change process. More detailed information
about culture and change management, leadership, and assessment can be found in the APEX (Achieving
Performance Excellence) Guidebook series books (1) Culture and Change Management: Using APEX to Facili-
tate Organizational Change, (2) Achieving Performance Excellence: The Influence of Leadership on Organiza-
tional Performance, and (3) Applying the APEX Tools for Organizational Assessment. Many of the strategies and
interventions in other chapters of this book may be useful for creating a change effort plan.

APEX Public Safety Model

The APEX Public Safety Model reflects the shared vision and operating values of everyone working in any cor-
rectional system. Many of the basic principles in this model are the same as those found in the well-tested Bal-
drige Performance Excellence Program Criteria, with the added elements of the Organizational Culture domain
and the Safe and Secure Supervision and Settings content in the Operations Focus domain. The need for a safety
and security element makes the correctional environment one of the most challenging in the world, which is why
understanding and implementing the APEX Public Safety Model is so important.

The eight APEX model domains are as follows:
m Leadership

* How the organization accomplishes its legal, ethical, and societal responsibilities, including maintaining
public safety and responsible stewardship of public resources.

* Top executives’ responsibilities for running the organization and guiding its staff members.
m  Operations Focus

* Safe and Secure Supervision and Settings: A strong emphasis on providing safety and security for staff
members and all stakeholders.

Chapter 3: Change Management
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* Process Management: How the organization designs, manages, evaluates, and improves its work systems
and various work processes.

m  Organizational Culture

* Values, norms, and assumptions of the organization as well as the way people treat one another in the
organization.

m Stakeholder Focus
* How offenders and the supervised population engage with external stakeholders.
* Ability of the organization to create improved and innovative services.
m  Workforce Focus
* All aspects of workforce management, development, engagement, and environment.
m  Strategic Planning
* How the organization develops and manages its strategy, plans, initiatives, and implementation.
m  Measurement, Analysis, and Knowledge Management

How the organization manages all of its data and information, including information technology and
knowledge management systems, performance measurements, analyses processes, and responses.

m Results

* Outcomes—including those involving stakeholders, finances, the workforce, and leadership—and the
organization’s effectiveness in achieving its mission and goals.

As exhibit 3—1 shows, everything points to Results—a composite of stakeholder, cultural, financial, and internal
operational performance results, including workforce, leadership, governance, safety, and social responsibility.

A Systems Approach:APEX Domains as a Lens

The APEX Public Safety Model domains can be used as a lens when problem solving, decisionmaking, and plan-
ning. The following guiding questions can help agencies see the way the whole system can be affected when one
or more of the domains need attention. An agency may develop additional questions that will be helpful for using
the domains as a systems approach.

m  Culture
* How will this initiative or problem-solution affect our culture?

* How will our culture affect this initiative or problem-solution?
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Exhibit 3-1: APEX Public Safety Model

Organizational Culture

Measurement, Analysis, and Knowledge Management

Note: The vertical, two-headed arrow pointing from measurement, analysis, and knowledge management to the rest of the illustration
shows how this component is foundational for the performance management system.

m Leadership
* Which leaders have the most to gain or lose in this effort?
* How important are leaders and leadership to the success of this initiative?
* Who can champion this initiative?
* Who can stop or impede this initiative?
m  Operations
* How will this initiative affect our current operations?
» Will this initiative affect the safety and security of the public, staff, or offenders?
* What will change?
* What will stay the same?

» How will this initiative affect the way we perform and conduct our work and work processes?
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Stakeholders

* Who may affect and influence the outcome of this initiative?

* What is the potential gain or loss for stakeholders?

* How can we engage stakeholders in the process and success of this initiative?

* Which stakeholders would add value to this initiative and engage in its planning, and/or implementation?
Workforce

* What stake (gain or loss) does our workforce have in this initiative? What is in it for our workers?
* Who should be engaged in planning and/or implementation?

* How can we effectively engage the workforce in the change process for this initiative and thereafter?
Strategic Planning

* How does this initiative relate to our agency’s vision, mission, and values?

* How does it support our agency’s strategic plan and goals?

* Are there valid strategic reasons to pursue this initiative? What are they?

Measurement, Analysis, and Knowledge Management

* How will we know that our efforts in this initiative are successful?

* What data are ideal to have?

* How can we best collect, analyze, and share our data?

* How can the data inform and support our decisionmaking?

* How can the data and the findings be shared across the organization?

Results

* What outcomes will indicate our overall organizational success in pursuing this initiative?

* If we are successful, what else may we aftect?

* How can we sustain the results?

* How will the success of this initiative empower us to make further changes?

e How will we share the results with stakeholders?
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APEX Change Management Model

The APEX Change Management Model (see exhibit 3-2) is a systems approach to changing organizations. It
works as a roadmap for navigating organizational change efforts that lead to the high-performance organizational
culture introduced earlier in this book. The model is based on the current literature and best practices for orga-
nizational behavior change, especially the correctional operating environment’s most successful practices for
implementing new policies and practices that improve performance and effecting large-scale cultural change. This
change management model defines a systemwide approach to change, recognizing that intervention efforts have
short- and long-term effects on each part of the organization.

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

The APEX Change Management Process Map (exhibit 3—3) helps explain the change process in detail. The exhibit
may look a bit complex. However, it is designed to show many of the activities involved in stages 1-6. Agencies
using this change process are encouraged to pick and choose those activities that they feel are most appropriate

for their change effort and situation. Notes are provided after the map.

Exhibit 3-2: APEX Change Management Model

Plan and Assess
Define the Goal
N
Organize for Results
Stage
3
S Plan the Implementation Strategy
4
S Implement the Change Management Plan
5
‘ Sustain the Change Effort
Stage
6
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Exhibit 3-3: APEX Change Management Process Map

State of continuous
improvement

Good chance

A

Need for
change identified

Plan and assess

Define primary
change effort

|

Informal
readiness scan

* Consider policies

* Review operating
practices

* Review external
sources for support
and derailment
potential

|

Complete and
review assessment
results using any
or all of the
following
instruments:

!

APEX Screener

APEX
Organizational
Profile

!

Examine other
qualitative
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assessment sources

* Strategic plans

* Goals

* Measures

* Outcomes

* Audits

* Surveys

* Focus group results
* Other important

of success?

Final readiness
determination

* Leadership
commitment

* External support

» Agency capacity

All 3 (above)
indicate
readiness?

Stage (Yes)
2
’ Define the goal
St;ge |l
Organize
for results
Appoint

Change Leader,
Intervention/
Change Team,

Steering Committee

|

Engage/charge the team
with deliverables

|

[

* Identify stakeholders

* Develop strategic
approach

* Communication
strategy

* Internal/external
messages

\_/_\

Stage Stage
4 6
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strategy
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5 -
Begin change Integrate
management > change into
. plan . cultural norms
implementation
[ Integrate change
[ 14 -
into standard
Communications operating
plan procedures
The objectives
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reinforcements
>
to encourage
desired behavior
The objectives
Articulate rationale, .
Attention to safe
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Identify stakeholders while encouraging
Identify risk taking
communications
objectives
Continuous
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for each Continuous
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reinforce messages and setbacks
Encourage 2-way
communications
and feedback Routine evaluation
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|—>
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O The first symbol represents the fact that a correctional agency operates on the edge of stage |, at the begin-
ning of a change effort or near the end of one, thereby signifying that the agency is continuously improving.

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

O The change effort sets the course for the project management efforts to follow. One must understand
what needs to change, why the change is necessary, and what the change will affect.

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

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

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

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

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

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

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

O Appoint or assign the change leader to manage the project on behalf of the senior official.

O Identify members of the intervention and change team and ensure that they have the vision, resources, and
time necessary to get the job done.

O Identify members of the steering committee and ensure that they share the vision for the end state of the
change and are prepared to give the project their full support.

O Engage the change team and intervention team with work assignments and organize teams, committees,
and so on.
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NOTES ON THE APEX CHANGE MANAGEMENT PROCESS MAP (continued
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Tools and Interventions

The tools and interventions in this section include “Strategies to Help Staff Members Deal with Change,” “How
to Quickly and Effectively Analyze Change Efforts,” and “Creating Your Own Intervention.” Every correctional
agency has a unique combination of strengths and weaknesses. Each change initiative will involve some degree
of effort and personalization of the tools and interventions in this chapter as well as in the other chapters in this
book to succeed. Setting the stage for change by preparing staff members and by being flexible and innovative in
customizing tools and interventions will allow for an easier and more efficient change process.

Resistance to Change

Understanding people’s natural resistance to change is an important first step in any change process. Change
requires a leap of faith into the unknown. Sometimes the leap requires breaking loyalties or connections to those
who would continue to do things the “old” way. People tend to worry that they lack the skills for change, may feel
overwhelmed by the extra energy and effort needed to change, and often will need new role models before they
are willing to commit to any change effort. Some people can be negative, most people may be skeptical, and often
people fear that there are hidden agendas in the change effort. Change means a loss of the old way, and it may
challenge the status or identity of some. How people approach change is also very much tied to their personality.
Those who have an easy-going personality are much more willing to embrace change than those who are more
rigid in their outlook.

When embarking on change efforts, acknowledging that every change comes with benefits and losses can be a
useful way to prepare people for the new way of doing things. Some people will feel more loss than others, and
bringing this feeling into the open can help reduce some of their resistance. Helping people see the benefits to the
agency, clients, staff members, and stakeholders may also enable them to deal with feelings of loss.

When leaders sense the need to learn more about the human factors involved in change efforts or to get a sense of
where others may be “coming from,” books such as Who Moved My Cheese? (Johnson 1998) and Our Iceberg Is
Melting (Kotter and Rathgeber 2006) may be helpful. These easy-to-read books give people ways to understand
the complexities of change and a common language and vocabulary to use when talking about change and peo-
ple’s reactions to it.

In any change effort, knowing where one is in the process is helpful. The Stages of Change Model (Prochaska
and DeClemente 1983; 1994) helps one identify his/her location in the process, and thus helps one move beyond
resistance. The model consists of five stages that people go through when trying to make a change in their lives—
whether a general change or a change for a specific habit:

B Precontemplation (not 