
Dwayne Simpson, Ph.D., IBR Director    
Raisin’ TCs: Challenges to Change
NIDA Plenary Session: Criminal Justice Systems 
Issues Facing TC Innovation Implementation

2008 National Conference on Therapeutic Communities
October 5-8 (Denver CO)

Copyright  2008  TCU Institute of Behavioral 
Research, Fort Worth, Texas.   
Web site: www.ibr.tcu.edu Page 1 of 9

2008 National TC Conference2008 National TC Conference
October 5October 5--8 (Denver CO)8 (Denver CO)

NIDA Plenary SessionNIDA Plenary Session::
Criminal Justice Systems IssuesCriminal Justice Systems Issues

Facing TC Innovation ImplementationFacing TC Innovation Implementation

Raisin’ TCs:Raisin’ TCs:
Challenges to ChangeChallenges to Change

Dwayne SimpsonDwayne Simpson
Institute of Behavioral Research

Texas Christian University, Fort Worth

1

The “Cogs” of TC ProgramsThe “Cogs” of TC Programs
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The “Weaker” MusclesThe “Weaker” Muscles
1.1. Process monitoringProcess monitoring

TC philosophy/fidelity
Client needs/progress
Retention/care planning

2.2. Counseling curriculumCounseling curriculum
EBP/clinical techniques
Integrated/adaptive manuals
Systematic “feedback”

3.3. ReRe--entry protocolentry protocol
Risks/needs assessment
Services coordination/hand-off
Relapse management

3

Principles of Drug Abuse Treatment Principles of Drug Abuse Treatment 
for Criminal Justice Populations:for Criminal Justice Populations:

A ResearchA Research--Based Guide Based Guide (2006)(2006)

HighlightsHighlights

•• AssessmentAssessment is 1is 1stst stepstep
•• TailorTailor services to fit needs services to fit needs 
•• Engage/retainEngage/retain offender in TXoffender in TX
•• MonitorMonitor progress in TXprogress in TX
•• BalanceBalance rewards & sanctionsrewards & sanctions
•• MedicationsMedications are part of TXare part of TX

National Institute on 
Drug Abuse (NIDA)

MedicationsMedications are part of TXare part of TX
•• TargetTarget criminality issuescriminality issues
•• Mental healthMental health & & HIV/HIV/HepCHepC risksrisks
•• PlanPlan for community for community rere--entryentry
•• CJ/TX Systems CJ/TX Systems integrationintegration 4
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CEST CEST 
ScalesScales

Client Needs, Progress, and Engagement Client Needs, Progress, and Engagement 

Client Evaluation of Self & TreatmentClient Evaluation of Self & Treatment::
•• Needs/Motivation/ReadinessNeeds/Motivation/Readiness
•• Psychosocial FunctioningPsychosocial Functioning
•• Treatment EngagementTreatment Engagement
•• Criminal Thinking OrientationCriminal Thinking Orientation

Client Assessment InventoryClient Assessment Inventory::
CAI  Scales (NDRINDRI)CAI  Scales (NDRINDRI)

© 2008

Simpson & Knight, 2007; Sacks, McKendrick, & Kressel, 2007 (CJB)

•• Developmental CompetenciesDevelopmental Competencies
•• Socialization Socialization CompetenciesCompetencies
•• Emotional/CognitiveEmotional/Cognitive CompetenciesCompetencies
•• Program InvolvementProgram Involvement

5

Assessing Client Needs and Assessing Client Needs and 
Progress During TreatmentProgress During Treatment

Stages of TreatmentStages of Treatment

Early Early EarlyEarlyTreatmentTreatment
RetentionRetention
& Change& Change

yy
RecoveryRecovery

Changes in Changes in 
•• ThinkingThinking
•• ActingActing

yy
EngagementEngagement
•• ParticipationParticipation
•• Therapeutic Therapeutic 
RelationshipRelationship

TreatmentTreatment
Readiness:Readiness:

•• NeedsNeeds
•• SeveritySeverity
•• MotivationMotivation

IntakeIntake MotivationMotivation EngagementEngagement EngagementEngagementIntakeIntake
InterviewInterview

((egeg, ASI) , ASI) 

Short ID & Short ID & 
BackgroundBackground

Risk InfoRisk Info

Fam/FriendsFam/Friends
NetworksNetworks

MotivationMotivation
(from CEST)(from CEST)

PsychologicalPsychological
(from CEST)(from CEST)

SocialSocial
(from CEST)(from CEST)

Criminal Criminal 
ThinkingThinking((CTSCTS))

EngagementEngagement
(from CEST)(from CEST)

Fam/FriendsFam/Friends
NetworksNetworks

PsychologicalPsychological
(from CEST)(from CEST)

SocialSocial
(from CEST)(from CEST)

EngagementEngagement
(from CEST)(from CEST)

PsychologicalPsychological
(from CEST)(from CEST)

SocialSocial
(from CEST)(from CEST)

Criminal Criminal 
ThinkingThinking((CTSCTS))

© 20086
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Offender Functioning at CJ IntakeOffender Functioning at CJ Intake
(“High/25% Problems” by Age Group, IDOC)

50
% w Problems

Motiv (DH) Psychol (SE)

Engagement in TreatmentEngagement in Treatment

20

25

30

35

40

45 Social (HS) Crim (Entlmnt)
Crim (Cld Hrt)

10

15

20

17-21 21-24 25-29 30-34 35-44 45-49 50+
Age Groups at Intake (IDOC N=6396)

Gender differencesGender differences
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OthOthOthOth

“Adaptive” Treatment“Adaptive” Treatment
Assessments of Assessments of Client Needs/ProgressClient Needs/Progress

FollowFollow--upup
OutcomesOutcomes
•• Drug useDrug use
•• CrimeCrime
•• Social Social 

Client Recovery Stages in Treatment
Early Early 

EngagementEngagement
•• ParticipationParticipation
•• Therapeutic Therapeutic 
RelationshipRelationship

Other Other 
Treatments Treatments 

or or 
Support Support 

NetworksNetworks

Other Other 
Treatments Treatments 

or or 
Support Support 

NetworksNetworks
TreatmentTreatment

•• MotivationMotivation

TreatmentTreatment
Readiness:Readiness:
•• NeedsNeeds
•• SeveritySeverity
•• MotivationMotivation Early Early 

RecoveryRecovery
Changes in Changes in ----
•• ThinkingThinking

A tiA ti

RetentionRetention & & 
Continuing Continuing 

ChangeChange

FunctionsFunctions•• ActingActing

Orientation:Orientation:
Phase Phase 11

Treatment:Treatment:
Phase 2aPhase 2a

Treatment:Treatment:
Phase 2bPhase 2b

ReRe--Entry:Entry:
Phase Phase 33

Interventions Interventions (Behavioral & Cognitive)(Behavioral & Cognitive) 8
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Stages of TreatmentStages of Treatment

EarlyEarlyEarlyEarlyTreatmentTreatment

“TCU Mapping” Interventions for “TCU Mapping” Interventions for 
Adaptive Treatment PlanningAdaptive Treatment Planning

RetentionRetention
& Change& Change

Early Early 
RecoveryRecovery

Changes in Changes in 
•• ThinkingThinking
•• ActingActing

yy
EngagementEngagement
•• ParticipationParticipation
•• Therapeutic Therapeutic 
RelationshipRelationship

TreatmentTreatment
Readiness:Readiness:

•• NeedsNeeds
•• SeveritySeverity
•• MotivationMotivation

OrientationOrientation ReRe--EntryEntryTreatment ATreatment A Treatment BTreatment B

P iP iG ttiG tti B ildiB ildiB ttB tt HIV Ri kHIV Ri kR d iR d i

MappingMapping
JourneyJourney

WorkshopWorkshop
for Menfor Men

TransitionTransition
to Reto Re--entryentry

Using Using ClientClient
AssessmentsAssessments

MappingMapping
Care PlansCare Plans

DownwardDownward
SpiralSpiral

Mapping Mapping 
’12 Steps’’12 Steps’

ParentingParenting
SkillsSkills

WorkshopWorkshop
for Womenfor Women

PreparingPreparing
for Changefor Change

GettingGetting
MotivatedMotivated

CM/RewardCM/Reward
StrategiesStrategies

BuildingBuilding
NetworksNetworks

BetterBetter
CommComm

HIV RiskHIV Risk
ReductionReduction

UnlockingUnlocking
ThinkingThinking

ReducingReducing
AngerAnger

“TCU Mapping-Enhanced Counseling”

© 2008
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PrePre--Release AssessmentRelease Assessment
“Making the Transition to Aftercare”

Risk evaluation for aftercare
Needed for TX placements
Brief & self-administered
F it i k & dFocus on security risks & needs
• Drug use severity & criminal history
• Offender motivation & TX progress

UCLA Center (Farabee et al (2007)

10
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Transitional Case ManagementTransitional Case Management
“Linking Community Services to Re-entry”

Use Strengths Case Management
Emphasize prison pre-release planning
Guided by strengths & goals
Address needs & barriers to recovery
• Increase access, engagement, & retention
• Reduce relapse & CJ system costs

UCLA Center (M. Prendergast , PI)
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Step’nStep’n OutOut
“Catching People Doing Things Right”

(c) 2004, Robert Crumb. All Rights Reserved. 

c) 2004, Robert Crumb. All Rights Reserved. 

Coordinate TX with Parole Officer
Emphasize social reinforcements
Shape behavior, don’t just “punish”
Give attention to positive behavior
Be fair & realistic about changes

Rhode Island Center (P. Friedmann, PI)
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Innovation Innovation ImplementationImplementation
Organizational InfrastructureOrganizational Infrastructure
1. Program needs/resources?
2. Structure/functioning?
3. Readiness for changes?

Services InfrastructureServices Infrastructure
1. Treatment process/dynamics?
2. Needs/progress assessments?
3. Therapeutic interventions?

Stages of Implementation Process

4.4.Practice Practice 
ImprovementImprovement

3.3.ImplementationImplementation
•Effectiveness
•Feasibility
•Sustainability/Cost

1.1.TrainingTraining
•Relevance
•Accessible
•Accredited

2.2.AdoptionAdoption
A. A. DecisionDecision
•Leadership
•Quality/Utility
•Adaptability B. B. ActionAction

•Capacity
•Satisfaction
•Resistance ImprovementImprovement

•• OutcomesOutcomes
•• ServicesServices
•• Budget Budget 

•Resistance

Simpson, 2002; Simpson & Flynn, 2007 (Special Issues of JSAT)

Organizational Readiness & Functioning

MotivationMotivation ProgramProgram
ClimateClimate

StaffStaff
AttributesAttributesResourcesResources CostsCosts

© 2008
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ORC  ORC  
ScalesScales

Organizational Readiness for Change Organizational Readiness for Change (ORC) 

ResourcesResources::
•• Offices/StaffingOffices/Staffing

MotivationMotivation::
•• Program NeedsProgram Needs

•• TrainingTraining
•• EquipmentEquipment

StaffStaff
AttributesAttributes::

•• Training NeedsTraining Needs
•• PressuresPressures

“Better organizations” 
provide “better services” 

ClimateClimate::
•• MissionMission

Simpson, 2002; Lehman et al, 2002 ; Simpson & Flynn, 2007 (JSAT)

AttributesAttributes::
•• GrowthGrowth
•• EfficacyEfficacy
•• InfluenceInfluence
•• AdaptabilityAdaptability

© 2008

•• MissionMission
•• CohesionCohesion
•• AutonomyAutonomy
•• Communication Communication 
•• StressStress
•• ChangeChange 14
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Ready for Change?Ready for Change?

Climate: Climate: Cohesion of StaffCohesion of Staff
(Scale scores range = 10(Scale scores range = 10--50)50)

241LowestLowest
28

28

31

33

36

37

37

2

3

4

5

6

7

8

Is Is suchsuch
large large 

variationvariation
common?common?

39

39

39

39

9

10

11

12HighestHighest

TCU/NF-ATTC Survey  (April 2001)

12 programs at TCU Workshop

© 2008
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Ready for Change?Ready for Change?

Climate: Climate: Cohesion of StaffCohesion of Staff
(Scale scores range (Scale scores range = 10= 10--5050))

LowestLowest
25%25%
NormNorm

75%75%
NormNorm16

50% of 50% of 
ProgramsPrograms

35

64 Local Health Authority Programs 
HighestHighest

Rampazzo, De Angeli, Serpelloni, Simpson, & Flynn, 2006 (European Addiction Res)

Italy
50

© 2008
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Program X Scores Program X Scores (with (with 2525--75% ORC Norms)75% ORC Norms)
Needs Resources Staff Attributes Organizational Climate

40

45

50
Chances of  successful “implementation”?Chances of  successful “implementation”?

15

20

25

30

35

75th %tile 

Simpson & Dansereau, 2007 (Science & Practice Perspectives)
© 2008

10

15

TCU Organizational Readiness for Change (ORC-S) Scores

25th %tile
Group X

17

“The “The PerfectPerfect Storm”Storm”

Courts/Judges

Stages of Implementation Process

4.4.Practice Practice 
ImprovementImprovement

3.3.ImplementationImplementation1.1.TrainingTraining
2.2.AdoptionAdoption

A. A. DecisionDecision
B. B. ActionAction

Organizational Infrastructure Services Infrastructure

Organizational Readiness & Functioning
MotivationMotivation ProgramProgram

ClimateClimate
StaffStaff

AttributesAttributesResourcesResources CostsCosts

PoliciesBudget

DOC 
Structure

Facility 
Constraints

18


