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PREFACE 

This report follows directly on the Task Force report 

entitled "The Role of Federal Corrections in Canada". 

It presents the Task Force's recommendations for the 

organization and management of the Canadian Corrections 

Service. The document is deliberately short, and the 

major premises, concepts and recommendations are 

generally unaccompanied by detailed supporting facts 

or research. The report is addressed specifically to 

senior management - the Commissioner, the Chairman of 

the National Parole Board and the Deputy Solicitor 

General. As such, it constitutes a working paper. 

Implementation of the recommendations contained herein 

will require supplementary background material and we 

make specific proposals in the report as to how this 

material should be presented. For those readers who 

have not been part of the process through which the 

CCS Task Force has worked, this report will serve as 

an introduction. The implementation process will pro-

vide the specifics. 



In this report, important areas of management and 

organization are dealt with very briefly and in some 

instances, not at all. This is not because the Task 

Force  puts a higher priority on other activities of 

the CCS but rather because it focused its efforts on 

those areas where change is most required. For 

example, planning for security has advanced rapidly 

in recent years; the program planning function, 

although established for a number of years, requires 

substantial reorientation if the proposed for the CCS 

is to be implemented successfully. Therefore, program 

planning has been heavily emphasized while security 

planning has not. The same reasoning applies between 

financial management, which receives little mention, 

and personnel (human resources) management, which is 

emphasized. 
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INTRODUCTION 

This paper deals with the Task Force's recommendations 

for the organization and management of the Canadian 

Corrections Service. 

OBJECTIVES OF THIS PAPER 

1. To present, in Part I, an approach (concept) 

for the organization and management of the 

CCS.' 

The terms management and organization include 

structure, management systems and processes, 

inter-relationships, leadership and managerial 

styles. 

It is important to underline that the propos- 

als cover the basics - not a detailed blueprint. 

2. To present, in Part II, an implementation 

strategy including the elements of change 

required, how the change should be accom-

plished, the timing, and by whom. The report 

takes as a premise that major and fundamental 

change is required to meet the demands of the 
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new ROLE. This change will take time 

and will require careful and professional 

management. 

Generally, the proposals herein are for the CCS in its 

mature stage. The firstphase of the CCS will be the 

Implementation Organization, now being put into effect. 

However, the implementation of many of the recommenda-

tions herein can - and should - be begun immediately. 
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THE MANDATE 

Within the terms of reference of the Task Force, the 

task group dealing with organization and management 

approached its work as follows: 

• An analysis of the current structure and 

management systems in the CPS and NPS; 

* An analysis of the implications of the pro- 

posed ROLE for the CCS; 

* A detailed review and study of three key 

management systems and processes: 

- program planning 

- personnel management 

- management information 

These tasks were carried out concurrently with and con-

tributed to certain other parts of the overall mandate 

of the Task Force, including the continuing implementa-

tion thrust (e.g. the separation of NPS from NPB and 

the integration of NPS and CPS, particularly in the 

administrative areas), and the involvement of CPS and 

NPS staff as participants in the task. 
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THE CORRECTIONS PERSPECTIVE AND THE CCS 

It is important to describe briefly the managerial and 

organizational environment of Corrections as a backdrop 

to the proposals in this report. Five factors stand 

out in any examination of Corrections in Canada. 

First is the size and diversity of Corrections. The 

CCS will be one of the largest organizations in Canada. 

Size and diversity can be measured by the range of 

publics, the problems and activities it undertakes, 

the geographic dispersion, the numbers of staff and 

offenders, the cultural differences in the offender 

population, the two official languages, the extra-

ordinary range of activities carried out within the 

institutions (24 hours a day) and in the community 

and the corresponding range of skills and trades 

rêquired. 	Few organizations are so complex. 

Second, Corrections is characterized by some major 

11unknowns . There are few, if any, proven formulae 

for the satisfactory reintegration of serious adult 

offenders into society. 
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Third, while in the past two decades Corrections has

attracted more and more staff highly trained in the

social sciences, it remains reZativeZy unsophisticated

in manageriaZ terms.

Fourth, Corrections is constantZy in the pubZic eye -

subject to continual scrutiny, much criticism and little

praise.

Fifth, the federaZ Corrections scene is experiencing a

period of rapid change in i.t's environment, evidenced

by the radical changes to the National Parole Board, the

creation of the Ministry of the Solicitor General, the

peace and security package, the impending establishment

of provincial parole systems, and the large number of

major (and in some cases conflicting) studies on federal

Corrections, including Hugessen, Ouimet, the Senate

Report, the Law Reform Commission and others.





PART I: THE FRAMEWORK FOR ORGANIZATION 

AND MANAGEMENT 
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THE BASIC NOTIONS

Federal government organization and management has been

based on "traditionaZ" theories. The recommendations

herein take as a premise the view that these theories

are, by themselves, insufficient for the needs of

federal Corrections today and in the future. This is

crucial to what follows, and therefore we outline here-

under the broad framework or series of concepts on

which we believe the CCS should be built.

Traditional theory holds that there is one best way to

organize and manage. It lays heavy stress on structure

and principles such as span of control, unity of com-

mand, specialization based on work processes, and well-

established rules and procedures. It is derived from

the work of early thinkers in scientific management.

By and large, it presupposes that if the basic strategy

can be properly thought through and if the structures

and systems are well constructed, the human element will

automatically respond effectively. It assumes that the

formal hierarchy is best equipped for decision making

and that all important decisions and resolution of con-

flict can take place at the senior levels. It assumes
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that the knowledge required to make these decisions 

need repose only at the top. 

This theory was derived to meet the requirements of 

uncomplicated organizations with essentially one 

function (or product) operating in stable environments 

(the Catholic Church, the military, early manufactur-

ing industries). It became the model for most 

bureaucracies in the public and private sectors. 

In the last half century, organizations have been in-

creasingly challenged by a rapidly changing environment, 

high-level technology and well-educated and mobile work 

forces. Within the Corrections environment these changes 

are illustrated by the evolution of recent years, from 

one of custodial operation in stable conditions, to one 

of program orientation in a dynamic environment (e.g. 

parole, temporary release, and widespread community 

programs). 

The framework proposed below accepts much of the tradi-

tional theory, builds on these and newer concepts, but 

rejects squarely the one best way approach. It is a 

global approach based on common sense, in the light of 
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changing conditions in the world of work today, and on 

empirical research by a large number of students of 

organization and management.
1 

The Framework 

There are four broad issues to be addressed in develop- 

ing the management and organization for the CCS. 

1. How the organization should relate to its 

environment (e.g. the offender population, the 

community). What basic strategy, reflected in 

the selection of key tasks and the division of 

work (branches, decentralization) should be 

employed? 

2. How should the selected units (branches, divi-

sions) into which the organization has been 

divided, relate to each other? How should 

their efforts be integrated (coordinated)? 

1. The primary sources for this section of the report 
are Peter Drucker: Management: Tasks, Responsi-
bilities, Practices, Harper & Row; Raymond Miles: 
Theories of Management: Implications for Organiza-
tional Behaviour & Development, McGraw Hill; Warren 
Bennis: Organization Development: Its Nature, 
Origins and Prospects, Addison-Wesley; and Professors 
Lawrence and Lorsch: Developing Organizations: 
Diagnosis & Action, Addison-Wesley. 
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3. How should the organization be structured and 

managed to draw the best results from its work 

force? In other words, what kind of organiza-

tion and management produces the highest level 

of motivation? 

4. Can change be accomplished by edict? What is 

the importance of the implementation process 

in the successful development of the CCS? How 

best can consistency be maintained with the new 

ROLE and with the commitment to consultation? 

These are issues to be approached in designing the struc-

ture, developing the management style and management 

systems (e.g. personnel, program planning). 

In addressing these issues, we accept many of the con-

cepts of traditional theory and we incorporate these 

into a model composed of three elements: Differentiation, 

integration and conflict management. Overlaying this 

model, we add the concepts of teamwork and unique tasks 

of top management. 
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Differentiation

This term applies to the degree of independence approp-

riate to units within an organization. The two major

factors which determine the degree of differentiation

are those of certainty versus uncertainty in the environ-

ment and the time framework (short versus long) within

which the organization works. In essence, the model

suggests that different kinds of organizations, to be

successful, require different structures and management

systems. What is appropriate for a university will not

be appropriate for the Post Office. And this often

applies within an organization. Thus, the appropriate

structure for Security, characterized by a need for

stability and a short-term orientation, may be com-

pletely inappropriate to the more dynamic conditions

and longer time framework of those working in Programs.

Yet these two groups must coordinate their efforts and

work together. One of the important assumptions of

this concept is that fundamentally different kinds of

people are attracted to and work successfully in each

kind of organization. The differences are such that
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even intensive training aimed at altering the basic 

orientation is unlikely to be successful; the notion 

of differentiation suggests that it does not make sense 

to try to eliminate the differences. 

Integration  

This refers to the need of the various units within an 

organization to work together. To what degree do their 

efforts need to be integrated (or coordinated)? If the 

degree of differentiation between units is relatively 

small (Security and Maintenance), integration of effort 

will be easier to achieve. If the degree of differen-

tiation is high, then integration will be harder to 

achieve - but that integration of effeirt may be crucial 

to the success of the total organizati -on. The model 

suggests that different organization and management 

systems are required for each of Security and Program 

and highly sophisticated techniques are required to 

achieve the necessary integration of effort. It is 

important to underline that integration is quite dif- 

ferent in concept from unification. Integration suggests 

working together only in those areas that require it. 
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In the Security/Program example, integrated effort is 

not universally required. In many of the day-to-day 

options, Securittaff need to be sensitive to 

Program needs in carrying out Security functions - and 

vice-versa, but do not need to work on an integrated 

basis. The situation is quite different at senior levels, 

and in programs such as the Living Units. 

Conflict Management  

Every organization has elements of conflict (tension) 

within it. These cannot be removed, but they can and 

must be managed. Many organizations ignore internal 

conflict, attempt to eliminate it or "smooth" it over. 

The most effective organizations recognize that some 

conflidt will always exist and that in some cases (e.g. 

competition) it is healthy. These organizations face 

conflict and manage it, and have developed specific 

techniques to this end. 

Summary  

The concepts outlined thus far suggest that fundamen- 

tally different organizational units (e.g. Security 
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and Program) should be differentiated by organizational 

and management systems. There will be a need to 

integrate the efforts of differeritiated units and 

specific structural and system devices must be adopted 

to achieve that integration. There will be conflict 

within the organization, which must be managed. 

Two other notions are important to the framework. 

The first of these is that there is a distinct top 

management function which must be recognized, struc-

tured and managed. This leads directly to the second 

notion, that of teamwork. In the federal bureaucracy, 

and in much of federal Corrections, the terms "team-

work" and "cooperation" are seen as synonymous. There 

is a subtle but fundamental difference - perhaps best 

exemplified by effective sports teams. Teamwork is 

crucial to success at all levels in the CCS. The 

structure and systems must provide for and encourage it. 

These concepts and themes form the base for what follows 

in this document. 
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THE MAJOR ISSUES 

This listing of issues is intended to be illustrative 

rather than all-encompassing. Two groups of issues 

are presented: those of general application in the 

field of Corrections and those specific to the federal 

level. 

Issues in Corrections  

• Coping with the pace of change (legislation, 

crime, organizational); 

* Dealing with the diverse and changing 

expectations of the public and the correc-

tional community; 

* The shifting attitudes of offenders and staff; 

• The growing attention of the judiciary to 

corrections; 

• The need for rapid response to security 

requirements; 
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* Relating to and involving the community;

* Contracting out - the development and

operation of programs both in and outside

the institution by the community;

* Coordination with other elements of the

criminal justice system.

* The need for innovation and research;

* Increased needs for specialization;

* The appropriateness of organizational and

management systems.

Issues Arising From Current Charaçteristtics
of Canadian Corrections Services

* Significant differences in attitudes and

values within and between CPS and NPS;

* Concentration of detailed operational

decision making at the top (legislative

requirements);

* Centralized management in a decentralized

structure;



• The absence of à planning capacity at 

either Headquarters or the Regions; 
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* Vertical (divisional) decision-making; 

• Resolving organizational conflict; 

\\ 

\\ * The need for innovation, research, measure- 

ment and evaluation; 

• The absence of information (management and 

correctional information systems) for 

decision making; 

• The teamwork requirements created by the 

formation of the CCS and the proposed 

relationship to the community; 

* The NPB/CCS relationship; 

• Human resource management: training, 

development, career paths, selection 

criteria; 

• Staff relations; 

* Communications: the administration in 

relation to staff, offenders and the public. 
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THE NATURE OF THE CANADIAN CORRECTIONS SERVICE 

Earlier in this document we described five factors 

or characteristics of Corrections generally. As a 

backdrop to structure and management, it is important 

to repeat and expand the factors that are specific to 

the Canadian Corrections Service and which must be 

addressed in the design of organization and management 

systems. 

1. The CCS is first and foremost an operational 

agency. Few components of the federal govern-

ment are as operationally oriented as the CCS 

Policy questions turn around concrete needs; 

there is little abstract in theCCS . And, the 

operations are heavily decentralized: there 

are no inmates, few parolees and few elements 

of the Correctional community in Ottawa. 

2. The CCs's actions concentrate on the offender. 

The "client" is by definition an unwilling 

participant, held in the system against his 

will. Throughout the system, and particularly 

in the maximum security environment, there is 

a strong characteristic of built-in friction 

and conflict. 
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, Vir.tuaZiy every empZoyee is a supervisor

(of.offenders; employees or both). This

characteristic not.only distinguishes the

CCS fromother parts of the federal govern-

ment; it has.wide implications for organiza-

tion and management. Principal among these

is that incongruities between the management

system and style for the CCS and the way in

which the offender population is managed are

likely to bring about breakdown in either or

both of the offender or the staff organizations.

..:;The business of the CCS is highZy .pubZic. Its

activities°, and particularly its unsuccessful

ones, are}subjected to a high degree of public

scrutiny.--,The.tolerance for failure of the

..security,.function is limited, and there is

none:for:failure in the maximum security

elements of the system. Tolerance, to the ex-

tent it exists, is often more likely to be

extended to the offender than to the staff

member.
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5. Uncertainty. Remarkably little is known about 

one of the major functions of the CCS: the 

reintegration of the offender into society. 

Few operational agencies are called upon to 

function in an environment with a similar 

degree of uncertainty. 

6. Risk - taking and experimentation are essential 

to progress in terms of the reintegration role. 

7. Control is the dominant responsibility of the 

CCS. 

8. There is role conflict in most organizations 

(e.g. production versus marketing). The basic 

conflict built into the CCS (control versus 

help) may be the most extreme that can be 

found in any organization. And, because the 

focus is the offender, this conflict tends to 

be highly personalized. 

9. Advanced Correctional systems (and the CCS is 

no exception) are characterized by a predom-

inance of well-trained professionals in the 
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social science disciplines, few trained 

administrators and under-developed 

organizational and managerial systems. 

Conflict and paradox are the essence of Corrections. 

Some of each can be removed, but much is constant. 

Tension, which exists in all organizations, is para-

mount in Corrections. It underlies the decision 

making on the offender, beginning with his initial 

classification and continuing through decisions in 

respect of segregation, "trustee" positions, temporary 

absences, parole, suspensions and revocations. It is 

reflected in the organization of Corrections: Almost 

all committees, boards and the like, derive their 

existence from this inescapable tension. 
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CRITERIA FOR ORGANIZATION AND MANAGEMENT 

In the design of the organization for the CCS, certain 

criteria emerge from the description of the issues and 

the characteristics of Corrections. No rigid evaluation 

can be undertaken to test the design against these cri-

teria, but the application of sound judgement within the 

framework will help ensure that a viable organization is 

developed. Organization and management in the CCS must 

be: 

• Clear and understandable to staff members 

and the correctional community; 

* Stable, yet easily adaptable; 

* Capable of fostering innovation in program 

and management; 

* Manageable: the organizational arrangements 

and management systems must be of a scope 

and scale that correctional administrators 

can manage them; 

• Crystal clear in terms of operational 

responsibility; 
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Responsive to crises and changes in policy 

and program direction; 

Performance, rather than effort, oriented. 
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THE KEY TASKS AND PROCESSES

We now outline the principal tasks, processes and roles

for the CCS from which the basic division of work can

be derived and the essential inter-relationships estab-

lished. These tasks and processes are the basic build-

ing blocks and must be sharply defined.

The Tasks

The primary tasks of the CCS are:

1. The control of the offender population,

whether in the institution, on tempbrary

absence or on full parole, and

2. The design, management and operation of

programs for the reintegration of offenders.

Four other tasks, while supportive in nature to the pri-

mary functions, are criticaZ to the success of the CCS:

3. Human Resource Management. Acquisition,

motivation, training, development and reten-

tion of quality staff.
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4. The operation and maintenance of facilities 

to house offenders; 

5. The development of community involvement and 

support; 

6. The coordination of effort with other elements 

of the criminal justice system. 

Processes 

There are a number of important processes in the CCS. 

1. Planning Systems. These include: 

a. Security 

b. Program 

c. Human resources 

d. Policy integration 

e. Facilities 

f. Financial 

2. Decision-Making Systems, including: 

a. Disciplinary system 

b. Decision-making on offender level 

of security and release 

c. Staff and inmate grievances 
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d. Personnel and financial systems 

e. Systems for the placement of inmates 

into programs 

3. Information Systems. These systems support 

most of the other processes outlined here. 

They include: 

a. Offender-based systems, for program 

operation and planning, evaluation, 

research and security; 

b. Management information systems (finance, 

human resources, facilities, inventories, 

etc.). 

4. Integrating and communications systems. These 

include "hard" communications systems (tele-: 

phones, photocopiers, closed-circuit T.V., 

computers, information systems, newsletters, 

etc.) and "soft" systems (committees, report-

ing relationships, team development, training, 

etc.). 

5. Audit and evaluating systems. 

6. Financial control systems. 
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ROLES AND FUNCTIONS

The basic roles and functions of certain key elements

of the organization form a second set of important

building blocks. In the CCS., we need to spell out

clearly what four of these elements will do. They are:

* Top Management

* Headquarters

* Regional Headquarters

* The Operation Units

In the discussion that follows, it is important to

note that no totaZZy discrete functions can be assigned

solely to one level. There are grey areas and overlays.

Nonetheless, the primary focus and basic responsibilities

of each element can - and must - be distinguished.

Also, in discussing each element we are addressing the

functions and role of the entire unit - not that of the

Commissioner or the Regional Directors.
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Top Management  

The role of top management is to manage, and specifically 

to manage those tasks that cannot be accomplished by 

others in the organization. They include: 

• Setting objectives and goals, 

• Evaluating and measuring, 

• The management of human resources, 

• Relationships at senior levels, 

• Certain ceremonial activities, 

* Liaison with the Minister and the political 

process, and 

• Crisis Management. 

Clearly, others participate, but the decisions must be 

made by top management. Top managers can perform in an 

operating role as well, but care must be taken that this 

role does not dominate the essential top management func-

tion. The kinds of characteristics required in the top 

management team (creativity, people-orientation, analytical 

public relations) are rarely found in one individual. 
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Who is top management? Given that the CCS is fundamen-

tally operational, top management must include the 

senior operators - which, in the proposals that follow, 

means the Commissioner, the Regional Managers and those 

few most senior staff positions at headquarters who 

report directly to the Commissioner. Under no circum-

stances should the geographical problems posed by the 

dispersion of the CCS cause any of the senior management 

functions to be carried on without the participation of 

the senior operators. 

Headquarters  

The role of Headquarters (as distinct from Top Management) 

includes: 

• Policy advice to top management; 

• Broad program planning and evaluating/ 

auditing; 

• Central agency and Service department 

relations; 
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• Services - only to the extent justified by 

advantages of specialization or economy; 

• Case work decisions - the minimum permitted 

by law or regulation, and the grievance 

system; 

• Research and innovation; 

* National level relationships (governments, 

private sector, community, federal depart-

ments; and 

• Standards development. 

The functions are specific - and are different from 

those of top management. 

The objective should be to reduce operational planning 

and case work - inmates or staff or resources - to the 

absolute minimum. For example, classification and 

selection with respect to staff should be delegated to 

the Regions up to the level of Assistant Director; the 

program (and staff and resources) for a new institution 

should be developed entirely with the Region - within 

nationally-established guidelines. 
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The Region  

The Regional role is one of operational management, 

coordination and the provision of certain support 

services to the operational units. To the maximum 

extent possible, services and operations are carried 

out in the Regions and the operational units. There 

are certain policy areas which tend to be regional 

in nature, where the basic policy thrust should be 

developed in the Region, but these are relatively few. 

The functions include: 

• Overall management of the operations in 

the Region; 

* Case decisions only as required by law or 

regulation; 

• Operational planning - programs for institu- 

tions (new and existing), offices, units; 

• Operational relationships - provinces, 

private sector, Ministry, RCMP; 

• Operational arrangements - e.g. setting up 

CRC's, establishing education contracts; 
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Pilot projects; and 

Providing common services - personnel, 

finance, technical, marketing. 

The Operational Unit  

By operational unit we mean the institution, CCC, 

parole office or community program. The role of these 

units isoperational - operational to the exclusion of 

virtually all else, particularly in the large institu-

tions. Management in these institutions is faced with 

five major tasks. 

1. The supervision of a staff of up to 300, 

and an offender population of up to 500 

(or more). 

2. The security of the offenders, staff and 

physical plant. 

3. The development and maintenance of a climate 

in the institution conducive to good security 

and offender programs. 
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4. The interface with the community.

5. The maintenance of the physical plant.

The management of these institutions is extraordinarily

complex and demanding - by any standard of comparison

(and there is no close comparison in the federal public

service). The institutions must be given all the

operationaZ authority required, and be supported to the

maximum. Functions not directly related to the major

tasks should be supplied by the Regions on a service

basis (e.g. recruiting, basic training, negotiating

education contracts). Nor should the institutions be

charged with the manageriaZ responsibility for special

or pilot projects (they will carry out the project and

will, of course, participate).

In the smaller offices and institutions, the managerial

demands, while challenging, are less onerous. But by

virtue of their smaller size and diverse activities,

they too should be provided with as many services as

possible and permitted to concentrate to the greatest

extent possible on operating their programs.
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THE MANAGEMENT STRUCTURE 

The following pages comprise exhibits setting out in 

graphic form the basic organization design and illus-

trating the management concepts described in this 

document. The exhibits are accompanied by text indi-

cating their major characteristics and providing 

capsule explanations of key elements. The exhibits 

and text are based entirely on the concepts, criteria, 

tasks and roles outlined in the preceding pages. 

Neither the exhibits nor the text is intended to be 

all-inclusive. 



EXHIBIT 1 
THE BASIC MANAGEMENT STRUCTURE 
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REGIONS 

— Training 
— Organization 

Development 
— Manpower Planning 
— Staff Relations 
— Staffing 

— Finance 

— Consulting 

— Technical 

— Services 

— MIS 

— OPMS 

— Public Affairs 

— Research & 
Evaluation 

— 0 & A 

— Security Planning 
— Crisis Management 

— Program planning and 
special projects 

— Innovation 
— Demonstration projects 
— Community involvement 
— Standards 
— Medical 

OFFENDER 
SERVICES 

— Case 

Management 

— Offender 

Affairs Planning 

Co-Ordinator 

HUMAN RESOURCES 

— Specific Services; Case 

decisions; no functional 

authority 

SUPPORT SERVICES 

— Specific Services and case 

decisions; no functional 

authority 

(except Finance)  

PROGRAMS 

— Specific programs 

— Contractual arrangements 

— Establishing community 

programs 

— Volunteers 

— Community involvement 

SECURITY 

PROGRAM JOPERATIONALLLEV_,E.L. 



37 

CHART 1 

Characteristics  

- Minimum "levels". 

- Regional Directors General of Corrections same 
level as Deputy Commissioners. 

- Apart from crisis management, no "operations" 
at Headquarters. 

- Operational orientation - Regional Directors 
part of top management and full participants in 
all top management functions. 

Basic differences in Security and Program are 
recognized. 

Importance of human resources underlined. 

- Management Review (with no other functions) is 
key service to Commissioner; an essential 
independent source of information. 

- Policy Coordinator - one senior officer who 
acts as support to top management, where 
planning is integrated. 

Support Services - functions identified; all 
important, no one in itself essential to success 
of CCS. 

- "Parole" functions totally integrated. 
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Headquarters Divisions are involved in case
work to the minimum extent possible.

H.Q. is small; most operational and case work
functions are passed to Regions; certain H.Q.
positions significantly higher classifications.

No H.Q. functions have Zine authority to
Regional or operational units.

FunctionaZ authority from H.Q. to Regions and
operational units limited to certain specific
functions - e.g. Finance, Medical.

Sharp distinction in Regions between operational
units (staff college, regional classification)
and Regional H.Q. functions (not shown on
exhibit).

Senior Program (operational) staff at same (or
higher) levels than Regional H.Q. staff.

Top Management and Regional Management groups
key; major integrators.

Formal, integrated planning an essential part of
the management system, including an annual plan.

Regions have strictZy controZZed maximum staff
ZeveZs.

Operational Services in Region not a duplicate
of H.Q.; e.g. no consulting; no MIS; no OPMS;
etc.

Planning Coordinator in Region pulls together
operational plans; a fuZZ-time integrator.
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CHART 2 

Characteristics  

- Basic thrust in comprehensive program planning. 

Program decisions made at Regional level; if 
decision required at Headquarters, made by line 
(ide. Commissioner, top management group). 

- Action functions in Innovation and Demonstration; 
basically planning and guidelines in other 
functions. 

- "Work" is all-inclusive: i.e. policy and 
programs for all offender activities. Industries 
Division as it exists today disappears; technical 
staff exist in Operations Services for establish-
ing and designing manufacturing or vocational 
training facilities; also marketing specialists. 

- No functional authority over field, except in 
Medical Services where the specialization 
inherent in the function makes it imperative. 
While Medical Services can be viewed as support, 
its relationship to Program Planning and its 
unique characteristics suggest a best "fit" in 
Program Planning. 

All administrative functions concentrated in 
small support units. 

- Minimum structural differentiation in units; day 
to day activities integrated through common 
staff. 

Organization primarily on project basis - 
recognizing non-continuous nature of functions 
and need for multi-disciplinary approach. 



OFFENDER SERVICES 

• Case Management 

• Offender Affairs 

EXHIBIT 2 
PROGRAM PLANNING 

DEPUTY 

COMMISSIONER 

• Program Inventory 

• Annual Plan 

• Liaison with Support 

Services 

ADMINISTRATION  
• Budgets 

• Grants 

• Housekeeping 

COMMUNITY INVOLVEMENT 

• Volunteer programs 

• Community relations 

PROGRAM PLANNING 
• Planning for specific pro-

grams (e.g. living units, 
work, education). 

• Consolidation of annual & 
long-term planning. 

• Liaison NPB, Security, 

Support Services, Human 

Resources 

• Standards development 

INNOVATIVE PLANNING 
AND DEMONSTRATION 

PROJECTS 

MEDICAL 

• Planning 

• Functional management of 

medical service 

* Most functions of the Program Planning Branch vvill b.e non-repetitive and project-oriented; there are no line functions; only Medical Service acts in a 
functional management relationship with the field. 

* The staff will be small (under 75), project oriented and multi-disciplinary — criminologists, psuchiatrists, PsYchologists, educators, labour force specialists, 
supplemented by identified  specialists in Security, H'uman Resources, Finance, Management inrormation, Law,. l*ychlatry — to be drawn from outside 
the Branch. 

* Responsibilities vvill include: training and education; work; social work,- religion; recreation; accommodation; volunteer and community involvement; program 
techniques (e.g. MAP, classification, parole supervision); standards. 
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Standards development (for planning and quality 
control) an important function; application of 
standards a line responsibility. 

- Detailed procedures, directives for field (e.g. 
"Parole" Supervision) prepared and maintained by 
Support Services. 

Staff in total must be small but highly trained 
and experienced. 

- Operational program planning to be done in 
Region. 

High need for integration of effort with other 
Headquarter branches. 

- Case decisions - support to the Commissioner; 
generally, the minimum required by law and 
regulation. 



I

DEPUTY
COMMISSIONER

Î
MANAGEMENT &

TECHNICAL SUPPORT
SERVICES

FINANCE

CONSULTING

SERVICES

TECHNICAL SERVICES

Space; purchasing; food;
laundry; maintenance; layouts;
shop design; production control
systems.

RESEARCH AND
EVALUATION

PUBLIC AFFAI RS

MIS

NEW FACI LIT! ES
PLANNING AND
CONSTRUCTION

NATIONAL MARKET
DEVELOPMENT

OPMS

O &A
(Records, directives
sentence computation
& H.Q. services)
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CHART 3 

Characteristics  

- Basic thrust is support and technical services. 

- Control - including functional authority - in 
Finance only. 

- Other functions have severely limited functional 
authority. 

- "New" facilities design and management; a central-
ized, specialized function. 

- No "industries" function; certain services (e.g. 
production scheduling, marketing) of a national, 
specialized nature in relation to specific Work 
programs; in effect, to service Regional Directors. 

- MIS & Consulting - centralized on grounds of 
specialization and economy. 

- All specialists - particularly public affairs and 
research, heavily involved in program planning. 

- Research and Evaluation is a service to managers 
in the H.Q. Branches and the Regions. Will func-
tion as sma//, highly skilled technical resource, 
working in close cooperation with other Ministry 
research groups, particularly in respect of 
contracting out. 

- Public Affairs covers media relations, publications, 
graphic support and certain aspects of internal 
communications. Community participation, volunteers 
are Program Branch responsibilities (This is an area 
for further detailed examination). 



HUMAN RESOURCES 

PLANNER SECURITY 
LIST 

DYNAI1;, 
	 PROGRAM 

SPECIA 	

11,57 

SPECIALIST 

INSTITUTIONAL MANPOWER PINANG AL 

PROJECT ON 
LIVING UNITS Several such projects will always be underway simultaneously; 

each individual may be involved in 2 or more. 

EXAMPLE 2 
PERMANENT 
INTEGRATORS/ 
CO-ORDINATORS 

EXHIBIT 4 
TEAMWORK & INTEGRATION 

EXAMPLE 1  
TEMPORARY 
PROJECT TEAMS 

Prime function (over 50%) of each job to serve as liaison and contributor to both groups. 
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Teamwork and Integration  

Achieving teamwork and integration is the major 

challenge. Very specific mechanisms need to be put 

in place. These include: 

- Clearly-defined written objectives, systems 
and task descriptions; 

- A rigorous project management system; 

- Continuous, formal team development and 
training; 

- Continuous monitoring by top management; 

- A superior information system; 

- The use of project teams cutting across 
functions as the regular and normal method 
of policy and program development and planning; 

- An appraisal system that evaluates teamwork; 

- A strongly developed and integrated planning 
system; and 

- The establishment of permanent positions which 
will work in two groups simultaneously 
(integrators). 

Two of these mechanisms are illustrated in chart 4. 

The project team approach should be implemented at an 

early date (but not until mechanisms 1 to 5 are in 

place). The second example is more for the future, but 

it represents the kind of advanced organizational mechan-

ism required to meet the objectives of the CCS - at 

Headquarters and in the field. 
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CONCEPTS FOR THE PROGRAM (OPERATIONAL) LEVEL 

No design has been put forward for organization and 

management at the program (operational) level. There 

a're two reasons: 

1. First, the work of the task force has con-

centrated on strategic organization and 

management systems. 

2. Second, while we believe that the concepts 

and framework that have been put forward in 

this document provide a sound conceptual base 

for all aspects of the operations of the CCS, 

a great deal of refinement is required before 

they can be implemented at the program level. 

In Part II of this document (Implementation), we make 

a specific proposal in respect of the implementation 

of the concepts at the program level. 

The Task Force is now working on preparatiôn of a 

number of proposals for organization and management 
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at the program (operational) level, which will be

passed directly to the Commissioner and the Implemen-

tation Assistance Group. These proposals will comprise

a number of concepts which can be tested, with others

from different sources in the field.
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MANAGEMENT SUPPORT SYSTEMS 

Introduction  

Early in the work of the Task Force three management 

support systems were identified which were considered 

to be crucial to the development of the Ccs. These 

were Program Planning, Human Resources Management, 

and Management Information Systems. Given the size 

and complexity of the Agency and the fundamental 

importance of its staff in accomplishing its objec-

tives, these three systems must be capable of pro-

viding high level support to management. While other 

management systems (e.g. finance) are obviously impor-

tant, the CCS is critically dependent on the three 

systems identified above. 

None of these systems operate at a satisfactory level 

today; the implications of the ROLE proposed for the 

CCS are such that the upgrading of these systems must 

be undertaken immediately. The implementation of all 

these proposals for organization and management will 

not be successful without: 
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• strong human resources management; 

• a practical, yet sophisticated program 

planning and evaluation system; 

• comprehensive, accurate and timely 

management information. 

Human Resources Management  

The problems in the human resources area are well-

known. In our view, certain short-term action needs 

to be undertaken to deal with the current situation 

and to assist in implementation of the CCS proposals. 

These include: 

1. Improvement to basic training; 

2. Decentralization of current responsibilities; 

3. Implementation of an effective appraisal system; 

4. Acquisition of specialized resources to assist 

in the management of change; 

5. Development of a long-term approach to staff 

relations, and highly competent, experienced, 

specialized staff relations officers. 
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The implications of the proposed role for the CCS and 

the consequent organization and management systems 

suggest that a number of fundamental elements of 

human resource management policy need to be examined: 

1. Career streams (including mobility between 

streams, educational qualifications); 

2. A re-definition of certain jobs (e.g. parole 

officer, classification officer, living unit 

staff); 

3. Selection criteria; 

4. Management training and development; 

5. Organizational development capacity throughout 

the organization. 

Program Planning  

The Task Force's recommendations in respect of the 

system and process for program planning were contained 

in the report entitled "Programming in Federal 

Corrections". While those recommendations were of a 

preliminary nature, our further work on the ROLE and 

organization has confirmed their validity. 
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The recommended ROLE and the organization and management

systems proposed in this document make the development

of a sophisticated program planning and evaluation sys-

tem mandatory. The reports of our task group are

detailed and, in fact, much of their work can serve as

the foundation from which a program planning system can

be built.

We believe that implementation of the program planning

recommendations can be begun immediately and that cer-

tain specific program planning activities can be begun

as soon as a smaZZ headquarters unit is established.

In Part II of this report we have developed a detailed

plan for the implementation of program planning in the CCS.

Management Information Systems

The Task Force's recommendations on management information

systems were contained in a memorandum report to SPAC in

January 1975. Those recommendations were accepted. The

formation of a distinct management information systems

group was recommended to consolidate all those units then

existing which were engaged in operational management

information systems work (the Secretariat, the Parole

Service, and the Penitentiary Service). Further, it was
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recommended that this new unit be headed by an exper-

ienced systems professional at the SX level. We also 

recommended that immediate attention be given to 

refining existing management information systems and 

developing such new systems for which the need was 

urgent (e.g. Security). Finally, we recommended that 

a start be made towards the development of a master 

concept for management and correctional information 

systems, which would serve as a blueprint for build-

ing the large-scale automated systems required to 

support the CCS. 

Several of these recommendations have been implemented. 

We stress here that the kind of CCS we envisage cannot 

operate without a solid base of information. The develop-

ment of that base and the means for putting the infor-

mation into the hands of management is a highly complex, 

time-consuming and expensive undertaking. It must be 

closely attuned to the implementation of the other 

thrusts of the CCS. 
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It is important to underline the need to integrate 

the development of the three management systems out-

lined above into the total program for the implemen-

tation of the CCS recommendations. The organization 

and management design of the CCS is highly dependent 

on these three support systems; in fact, they form 

part of the basic concept of management that we 

envisage for the CCS- 
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THE CONCEPT

Introduction

When the Task Force was established to develop a

Canadian Corrections Service,its fourth objective

was set out as follows:

"To involve members of the Ministry

in the project and to implement the

changes as decisions are made."

Underlying the implementation theme were the recog-

nized needs for action and for the avoidance of the

"study syndrome". From the outset, there have been

three strategies basic to the continuous implemen-

tation theme:

1. The development of commitment through

the participation of staff of the

Parole Service and the Penitentiary

Service in the work of the Task Force;

2. The development of a clear understand-

ing by all staff and of their support

through a formal program of consultation

and communication; and
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3. The decision to implement recommendations 

to the greatest extent possible through-

out the life of the project. 

It is useful at this stage to recapitulate briefly 

the results of the three change strategies. 

There have been five consultations carried out on a 

nation-wide basis, focused on each occasion on all 

the senior managerial levels of the two agencies. 

Approximately 50 members of the Parole and Peniten-

tiary Services have participated actively in one or 

another phase of the Task Force's work (excluding 

those directly attached to the Task Force) - some for 

as little as a week, others for as much as three 

months. 

Most important, certain major, specific implementation 

steps have been taken: 

1. The Parole Service has been separated 

from the National Parole Board on a 

"de facto" basis; 
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2. Both the Penitentiary Service and the

National Parole Service have estab-

lished five Regional Headquarters;

3. Administrative services are now being

provided to the Parole Service and the

Penitentiary Service on an integrated

basis.

4. Progress has been made toward the

development of an integrated head-

quarters and regional headquarters

management teams.

5. There has been a marked_increase in

the number of combined programs

(operations) and projects in the field.

6. A solid start has been made in the

development of a comprehensive

management information system.



Phase I : 

Phase II: 

Exhibit 5 
Status of Progress Towards ccs 

* PHASE I OBJECTIVES BASICALLY MET 
* CONFIRMING LEGISLATION EXPECTED EARLY IN 1977 
* PROGRAM INTEGRATION BEGUN 
* ROLE ALMOST COMPLETE 
* INTERIM ORGANIZATION APPROVED 
* NEW ORGANIZATION & MANAGEMENT STRATEGY READY FOR DECISION 
* IMPLEMENTATION PLAN READY FOR DISCUSSION 

■11■■•■1111111■•■•■ ■ ■■■■■■■ BBB II Ma ■ MMMMM ■■ ■ an II ■ ■ ■■■•■■■■■■••11111111111a ■■■ ■■■•■• a RIM 

a 

****** **leg■Ie "nirair 

■0* 

OBJECTIVES  

* Separate NPS/NPB 
* Integrate NPS/CPS 

* New Federal Corrections Role 
* New Federal Corrections 
Organization and Management 
Strate au  
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7. The staff of the two services are 

aware of the CCS concept (though a 

degree of skepticism still exists); 

8. An implementation organization has 

been adopted, and a National 

Coordinator has been appointed. 

Progress in this respect and in relation to the Task 

Force Mandate is summarized in Exhibit 5 on the 

facing page. 

Before discussing the specific steps involved in 

further implementation, there are certain notions 

about change and change strategies that merit dis-

cussion. 

Change  

The full development of the CCS will require a great 

deal of change. And the change will be of two kinds: 

First, mechanical (structure, information systems, 

etc.) and second, additudinal. Both will be diffi-

cult to achieve, but the attitudinal change will 



require the greatest commitment of management time, 

effort and leadership. 

A wide range of different approaches is available 

to those working in the area of implementing organi-

zational change. A number of them are discussed 

below. 

1. Individual and Group Change Strategies 

a. The Rational Model 

This approach, the most common in the 
Federal Bureaucracy, assumes that 
people are basically motivated by 
rational, conscious processes and that 
knowledge will precede responsible 
behaviour. The thousands of hours of 
lecturing input across the country's 
campuses on any given day are an indi-
cation of how widespread this implicit 
assumption is. There is powerful 
evidence of the limitations of this 
approach to achieve change, if it is 
used exclusively. However, rational 
discussion and reflection can never be 
excluded as part of a given strategy. 

b. The Analytic Model 

Leaning heavily on the work of Freud 
and his followers, this approach 
acknowledges the existence and impor-
tance of unconscious forces and of 
feelings which affect behaviour. 
Encounter_groups or "T-groups" can be 
seen as part of this movement. Recent 
research has questioned the general 
applicability of this approach in 
organizational settings, and there has 
been a diminution in its use. 

61 
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c. The Behaviourist Model 

The behaviourist approach assumes that 
existing conscious behaviour is the 
prime relevant target of change. This 
work is derived from classic studies 
on the conditioning of animals and is 
the subject of continuing controversy. 
"Good" or desirable behaviour (in the 
opinion of the change agent) is rein-
forced while undesirable behaviour is 
not reinforced or punished. Applied 
to appropriate areas, such as the 
training of basic skills, these approaches 
have proved highly successful. 

2. Technical and Structural Strategies 

a. Structural 

The word "structure" is an abstract 
concept referring to very specific 
patterns of authority and power 
relationships. Structural considera-
tions have perhaps the greatest single 
impact on organizational behaviour; 
but when attitudinal change is also 
required, then implementation must be 
undertaken in concert with other 
change methods. This approach has 
been dealt with in further detail else-
where in this report and is fundamental 
to our recommendations. 

b. Job Re-design 

There is a growing body of evidence 
suggesting that much can be gained by 
technical job re-design. This is so, 
on condition that they take full 
account of whatever implications there 
may be in the re-design for both formal 
and informal group functioning. Spatial 
relationships and communication channels 
can affect behaviour quite dramatically. 
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3. Data-Based Strategies

These have been associated with very
positive results in organization change,
and form an integral part of the plan of
phased implementation for the operational
(field) levels. Diagnostic surveys and
the careful interpretation and feedback
of these to all participants are included
here. Groups make their own interpreta-
tions of the data, and manage and monitor
the change processes themselves.

4 & 5 VioZence and Passive Resistance

As change strategies for developing a
Federal Corrections organization, these
are clearly inappropriate. However, they
are strategies in corrections, and inmates
often see them as the only ones available
to them. While it is not proposed to
cover these in this document, it is sug-
gested that an appreciation of these tac-
tics be included as part of the overall
education stream proposed below, as they
are clearly relevant to the CCS.

Use of the Approaches

With the exception of 4 and 5, all approaches may be

relevant at a given stage of CCS implementation -

the skill lies in knowing which to apply. It must be

stressed that the commitment from senior management

cannot be reversed in mid-stream without dangers to

morale and the existing organization.
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The Recommended Strategy  

The Change strategy must be clear and widely under-

stood. It must relate to the issues confronting 

corrections (discussed in Part I of this document). 

The strategy should form the framework within which 

implementation takes place. Its aim should be to 

improve organizational performance and effectiveness. 

It should have the following characteristics: 

• planned; 

• organization-wide - a total systems approach; 

• managed from the top; 

* based on both management, behavioural and social 

sciences; 

* long-term and phased; 

• action oriented; 

• concerned with groups; 

* heaviZy oriented to education and training; and 

* sensitive and responsive to individual concerns 

and careers. 

In short, it should be a comprehensive approach to 

the development of the organization. 
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There are certain aspects of the change process which 

must be carried out by credible and highly qualified 

practitioners, in conjunction with the management 

team responsible for implementation. These practi-

tioners are experts in the technology of change and 

are not now available within the CPS nor NPS, although 

there are many individuals with the qualifications 

(academic, experience and desire) which would permit 

them to develop. And it is crucial that the CCS 

develop qualified practitioners within its own 

organization. Outside resources can be used to 

suppliment, but lasting change requires continuing 

skills on the inside. 

We recommend that change be accomplished within the 

framework outlined above. Before moving to an outline 

of the tasks to be undertaken, two elements of the 

approach need some elaboration. They are: 

Education 

Management 
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Education 

The new ROLE and organization for the CCS encompass 

concepts and ways of working that are very different 

from those now current in the CPS and NPS. The 

single most important strategy towards acceptance of 

these new concepts and methods and their successful 

implementation is education and training. While the 

CPS possesses a training organization, many new skills 

will be required to assist in the education and 

training - ofwhich "classroom" training will be only a 

part. Education and training will be the most time-

consuming and expensive part of implementation and 

will require substantial participation from top 

management. 

Management 

The implementation of the CCS ROLE and organization 

will require the active participation of top manage-

ment. This means time. Without the time commitment, 

implementation will at best be  slow and halting and 

at worst a total failure. The management team will 
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need technical assistance, in the form of planners,

schedulers, task teams and the like. The basic

responsibilities of the management team and of the

technical assistance group are described in a sub-

sequent section of this document. Suffice to say

here, each must be of the highest order if implemen-

tation is to be successful.





EXHIBIT 6 

IMPLEMENTATION 
PLAN: OVERVIEW 

Develop Presentation 
Material for Task Group 
— Role, Organization 
— Implementation 

PROJECT 
MANAGEMENT 

Prepare detailed 
Implementation Plan 

Modify Implementation 
Plan as Appropriate 

••■■• 

Present to Management 
Group (Policy Committee) 

Approval of Role and 
Organization 

KEY MANAGEMENT 
SUPPORT SYSTEMS 

Management 
Information 

›1›  System 

Human Resource 
Management 

IN,j Program Planning 

System 

, 1■1 

Finalize Terms of 
Reference/Roles 
— Management Group 
— I mplementation 

Assistance Group 

Set up specific tasks 
to develop support 

systems 

1 

)0 1 

ORGAN IZATI ON 

Begin Regional HCI 
Organization 

I. 

01_ 1:'hased implementation 
in the field 

1 

Finalize management 
structure for HQ and 

Regional HQ and 
Management System 

Develop Structure, 

Systems, Processes 
and Staffing for HQ 
units 

	• 

Set up Implementation 
Assistance Group 

r - 

f 

1 	

■•• 

L.  

EDUCATION AND 

TRAINING 

Develop Scheduling 
and Control System 

Identify Tasks having 
Major Impact in Terms 
of Level of Change 

Anticipated 

Identify Issues, Events, 
Tasks, etc., which have 
major communications 
requirements 

Identify Tasks having 
major Education and 

Training Requirements 

Arrange Staffing for 

Control Group and 
Develop Procedures 

Consolidated Change 
Sensitive Tasks into 
Streams to Highlight 
Differences in Skill 
Requirements 

Identify 
Communications 
Audiences 

Consolidate Training 

Tasks into Streams to 
Highlight Differences 
in Skill Requirements 

Develop and give 
specific iredepth 
educational seminars 
on role and organization 
for management HO 
and Regions 

Develop and give 
specific in-depth 
educational seminars 
on role and organization 

for mid-management 

Assign Training and 

Education Specialist 
to work vvith 
Implementation Task 
Groups 

r— > 
Develop Top 
Management Structure 
and Systems 

SENIOR MANAGEMENT REVIEW AND APPROVAL 

- SEE DETAILED CHARTS 



WHAT HAS TO BE DONE 

The tasks of implementation are graphically illus-

trated on Exhibit 6 on the facing page. This chart 

shows the major streams of activity and their inter-

relationships. 

The exhibit is largely self-explanatory. In brief, 

the implementation activities are: 

1. Project management, including planning, 

scheduling and communications; 

2. Education and training; 

3. Development of the key support systems; 

4. Development of the management structure 

and systems, in headquarters and the 

regions; and 

5. A specific plan for phased implementation 

at the operational (field) levels. 

The implementation tasks have been set out in chart 

form to illustrate the tasks and, more importantly, 

to show the managerial complexity of implementation 

and the need for highly professional management and 

leadership. 

71 
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Two major streams (project management and the phased 

implementation plan for the operational levels) and 

one sub-stream (program planning) have been developed 

in greater detail in Exhibits 7, 8 and 9, which are 

included in Appendix A. These charts in turn need 

to be broken down into task statements. These are 

specific statements which show precisely what steps 

need to be accomplished for each task. Examples of 

task statements are included in Appendix B. Once 

the basic concepts of the proposals for the organi-

zation and management systems for the CCS are 

accepted, all the elements of the broad plan of 

implementation outlined here must be developed in the 

kind of detail represented by the charts and the task 

descriptions. 

In addition, and as part of the educational strategy, 

the concepts of the organization and management sys-

tems must be developed in detail for presentation to 

the various concerned groups within the CCS. At the 

senior levels, we foresee the intensive involvement 
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of the Commissioner, Deputy Commissioners and Regional 

Directors. For the first six months, a commitment of 

at least 20% of their time will be required. 

Phased Implementation at the Operational Level  

While we believe implementation at Ottawa and Regional 

Headquarters can proceed immediately, we are proposing 

that implementation at the Program (operational) levels 

(e.g. institutions, parole offices) of the major pro-

posals contained in the Role paper and in this document 

should be undertaken on a carefully managed,,phased 

basis, probably beginning in one region. 

In this respect, it is important to stress that this 

phased approach should apply only to those areas where 

change will be most difficult to accomplish - such as 

the possible re-structuring at the field level, basic 

change in the role of the Parole Officer and the 

Security-Program interface. A number of initiatives 

towards the CCS are now underway in the field (IPP in 

the Prairies, modified MAP in the Atlantic) which should 

be multiplied and encouraged. The formal implementation 

thrust of the CCS should not have a monopoly on inno- 

vation. 
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There are a number of reasons for phasing-in care-

fully major change at the operational level:

1. The ROLE and the organization and

managerial strategy have been developed

primarily for the senior levels, although

we believe that the conceptual base is

sound for all aspects of the operations

of the CC&. A great deal of refinement

is required before these concepts can be

implemented at the operational level.

2. Some of the change required is radical.

It must be managed with particular care.

3. From the outset, the CCS project has

stressed participation. Phased implemen-

tation will allow the concepts to be

tested, refined and implemented by those

who will be responsible for making them

work.

4. Much skepticism exists around change in

corrections. At this stage the CCS cannot

afford failure.
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5. The resources are not available to 

tackle implementation in the field 

on a nation-wide basis. 

A phased approach will permit: 

1. Concepts can be tested and modified 

before being applied on a service-

wide basis; 

2. Once successfully tested, changes can 

be introduced on a service-wide basis 

rapidly; 

3. Greater commitment; 

4. Less disruption to on-going operations 

of the cCS. 

On-going Activities and Projects in the FCA  

While all the material presented in the charts and in 

this document relate to the CCS, it is crucial that 

other on-going projects related in a significant way 

to the development of the CCS be integrated into the 

implementation activity. For example, the current 
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thrust towards decentralization is clearly closely 

related to the implementation of the CCS and activ-

ities in this respect must be undertaken and managed 

together with those tasks directly related to the 

development of the CCS. On the other hand, other 

important projects and programs, such as the con-

struction program, are capable of being managed 

separately from the CCS implementation. While it 

is important that the CCS implementation be compre-

hensive, it is equally important that those matters 

with which it is not directly concerned be managed 

separately. 



77

MANAGING IMPLEMENTATION

Introduction

There are certain basic notions which need restating

for emphasis:

1. ImpZementation must be carried out by

Zine managers. The main thrust for

implementation must be seen as com-

ing from the Commissioner and the

five Regional Directors of the CCS.

2. An ImpZementation Assistance Group

shouZd be formed by the Commissioner.

Its sole responsibility will be to

aid the implementation process. It

should clearly be identified as a

temporary group. Its activities

should be clearly identified, and

supported by a separate budget.



The Role of Top Management (The Policy Committee)  

1. Complete the basic organizational and 

management system concepts for purposes 

of communication and begin implementation; 

2. Approve the implementation plan; 

3. Participate actively in the education 

and training process; 

4. Monitor progress at each meeting; 

5. Make such changes in the implementation 

plan as may be required. 

The Role of Line Managers  

1. Lead specific elements of the implemen-

tation process. The Regional Directors 

will take the lead for specific activi-

ties of implementation in their regions. 

The Director of Human Resources will take 

the lead in the implementation of 

recommendations within his branch. 
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Implementation Assistance Group  

1. This group, led by the Coordinator 

of Implementation, should report 

directly to the Commissioner and 

work with the top management team. 

2. On the basis of the approved implemen-

tation plan, its specific duties should 

include: 

a. The development of detailed plans 

for implementation, including 

schedules, and the staff and bud-

getary resources required. 

b. The development and operation of 

a detailed project management 

control system, to ensure sched-

uled activities take place on time. 
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c. Provide assistance to line managers

with implementation in their areas.

d. Act as the point of coordination for

all activities that touch on the CCS

organization and management systems.

e. Undertake those other specific tasks

as indicated on the preliminary pro-

ject management chart, e.g. communi-

cations, etc.

Composition of the Implementation
Assistance Group

In order that the implementation process remains with

line management, the team should be small: Four to

six members plus secretarial assistance. The compos-

its qualifications and experience should include:

* Project management;

* Senior level managerial experience in

Federal corrections;
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* Experience in institutional and 

parole programs and in corrections 

management systems; 

* Experience in organization develop-

ment (the change process). (This 

skill is not now available in the 

CCS and must be obtained at the 

outset of the implementation process.) 

The charts and task descriptions included with this 

document represent the kind of scheduling, planning 

and control systems needed for this project. As 

indicated earlier, they need much further development. 

It is essential to underline that the Implementation 

Assistance Group is just that. It does not have a 

line role. It is a planning, coordinating and assis-

tance group. 
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IMP LEMENTAT ION PLANNING 

SUPPLEMENTARY EXHI BITS 7, 8, 9 
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EXHIBIT 8
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of Reference
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Report Frogress and 
Change in Plan to 
Management Group 

Develop Scheduling 
and C,ontrol System 

Initiate Project Control 
and Reporting Systems 

Arrange Staffing for 
Control Group and 
Develop Procedures 

Prepare Final Report 
to Management Group 

.1 Review Status of Project Disband Project Teams 

EXHIBIT 9 IMPLEMENTATION PLAN: PROJECT MANAGEMENT 
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Identify Tasks Having 
Major Education and 
Training Requirements 

Consolidate Training 
and Education Tasks 
into Streams to 
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Skill Requirements 
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Obtain Specialist 
Personnel for Training 
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Develop Specific 
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Tasks, etc., which have 
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Identify 
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Requirements to 
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Skill Requirements 
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Specialist Communica-
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to be used 
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Communications 
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Communication 
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DETAILED IMPLEMENTATION PLANNING DOCUMENTATION

The material which follows is intended to iZZustrate

the kind of detailed:pianning and documentation

required for the Implémentation of the CCS. The

examples herein are keyed to Exhibit 9 - PROJECT

MANAGEMENT.



Task Title  

Prepare Detailed Implementation Plan 

CCS IMPLEMENTATION PLAN 

DETAILED PLANNING DOCUMENTATION 

Stream 

Project Management 

Sub-Stream 

Planning 

Task No.  

Date Prepared 

Prepared by 

Approved by 

Purpose & Context  

The purpose of this task is to prepare a detailed implementation plan 
for the CCS. This begins the project management stream of activities. 
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CCS IMPLEMENTATION PLAN 

.DETAILED PLANNING DOCUMENTATION 

Stream 

Project Management 

Sub-  Stream  

Planning 

Task No. 

Task Title  

Modify Implementation Plan as Appropriate 

Date Prepared 

Prenared by 

Approved by 

Purpose & Context 

The purpose of this task is to modify the implementation plan as 
required. Tasks will be developed in detail and included in the 
implementation plan. This will occur after SPAC and the Minister 
have authorized the Commissioner to proceed with implementation. 
After these modifications have been made to the imnlementation 
plan, it will be sent to the Policy Committee for approval. 
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Task No. 

Detailed Work Steps  

1. Review outlined implementation plan prepared by CCS Task Force. 

2. Examine each major stream and sub-stream to assess: 

- reasonableness and completeness of major tasks, 

- proper linkages with apnroval and project management streams, 

- level of effort required to complete each task. 

3. Modify major streams and work programs as required. 

4. Develop each sub-stream in detail. 

Develop detailed task statements for streams and sub-streams. 

6. Adjust timing and scheduling as required. 

7. Present modified implementation plan to Policy Committee for 
approval. 

Level of Effort Required  

3 men by 1 month = 3 man-months. 
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CCS IMPLEMENTATION PLAN

DETAILED PLANNING DOCUMENTATION

Stream Sub-Stream Task No.

Project Management Planning

Date Prepared
Task Title

Make Key Staffing Decisions re: Major Implementation
Streams. Prepared by

Approved by

Purpose & Context

After the Policy Committee has approved the implementati on plan,

the key staffing decisions concerning the implementation activities

must be made. Once the key staffing decis,ions have been made, the

Implementation Assistance Group can pr6ceed to brief the project

leaders on the overall plan for implementation of the CCS.
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Detailed Work Steps  

1. For each major implementation stream, identify the most 
appropriate skills needed to perform the work programs 
established. 

Task No. 

2. Assess these requirements in the light of available staff. 

3. Determine the extent to which additional resources are 
required. 

4. Select and appoint resources to overall project management 
responsibilities. 

5. Establish and confirm specific project management roles and 
responsibilities with overall project management team. 

6. Arrange for additional resources to be assigned. 

7. Assign specific resources to "project" teams, and select 
project team leaders. 

8. Establish "project" team assignments opposite major 
implementation streams. 

9. Complete as necessary, any contractual arrangements with 
outside consultants. 

10. Identify project management support staff requirements. 

il. Select project management support staff. 



Date Prepared 

Prepared by 

Approved by 

Stream 

Project Management 

Sub-Stream 

Control 

Task No. 

Task Title  

Develop Scheduling and Control System 
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CCS IMPLEMENTATION PLAN 

DETAILED PLANNING DOCUMENTATION 

Purpose & Context  

This task results in the development of a scheduling and control 
system for the CCS Implementation Program. It will occur after the 
detailed implementation plan has been prepared and must be done 
before the staffing of the control group and the development of 
procedures is undertaken. 
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I Task No. 

Detailed Work Steps  

1. Review overall implementation timing and confirm critical path. 

2. Modify cirtical path schedule as required. 

3. Develop critical path scheduling and control system (computerized?). 

4. Establish the format and context requirements for all documents 
flowing through project management and Policy Committee. 

5. Establigh approval levels, documentation requirements, standards 
and coding structures. 

6. Design necessary control forms. 

7. Identify all necessary control procedures. 

8. Establish staffing requirements for project control group including 
support staff. 

Level of Effort Required  






