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Overview of StudyOverview of Study

Describe a measure of Organizational Readiness for 
Change and its use in community and criminal justice 
(CJ) substance abuse treatment programs.
Describe CJ counselor perceptions of staff, program, and 
training needs.
Compare overall profiles of readiness for change 
between community residential and criminal justice drug 
treatment programs.
Examine variation of readiness for change among CJ 
programs.
Discuss implications for program change in CJ programs.

The Importance of Improving The Importance of Improving 
Treating in Correctional SettingsTreating in Correctional Settings

Drugs and Crime Are LinkedDrugs and Crime Are Linked
Regular Drug Use:  

69% state; 64% federal prisoners1

Drug Dependence/Abuse 1, 2

53% state prison; 45% federal prison
1Drug Use at Time of Offense 1

violent crime: 28% state;  24% federal prison
property crime: 39% state;  14% federal prison
drug trafficking: 42% state;  34% federal prison

Costs: $107 Billion for Drug-Related Crime 3

1: BJS 2004 Survey of Prisoners (Mumola & Karberg, 2006/7);  
2: BJS 2002 Survey of Jail Inmates (Karberg & James, 2005);  
3: ONDCP, 2004

Recidivism and RelapseRecidivism and Relapse

Criminal Recidivism in 3 Years
68% Re-arrested
47% Convicted
50% Re-incarcerated%

Relapse to Drug Abuse in 3 Years
95% Relapse

Treatment Research Institute

Treatment Can Work!Treatment Can Work!
(review of 154 studies)(review of 154 studies)
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Andrews, 1994.  An Overview of Treatment Effectiveness.  Research and Clinical Principles, 
Department of Psychology, Carleton University.  
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Challenges in Providing Challenges in Providing 
Treatment in CJ SettingsTreatment in CJ Settings

Must balance security versus treatment concerns; 
security concerns often take precedence.
State mandates on assessment, treatment protocols can 
limit innovation and changelimit innovation and change.
Difficulty in recruiting trained counselors in rural areas 
that many prisons are located.*
Counselors suited for community-based programs will not 
necessarily be effective in prisons.*

*Farabee, Prendergast, Cartier, Wexler, Knight, & Anglin, 1999 

The Importance of The Importance of 
Resources and Climate forResources and Climate for

Program Functioning Program Functioning 

Internet access, higher peer influence, greater 
professional growth and stronger sense of mission related 
to more support for evidence based practices (Fuller et 
al 2007)al., 2007).

Resources were related to training access and 
organizational climate was related to training utilization in 
a sample of about 70 community programs (Lehman et 
al., 2009) .

Organizational climate scales correlated positively with 
treatment satisfaction and counselor rapport among 
clients (Greener et al., 2007; Lehman et al., 2002).

ORC  ORC  
ScalesScales

Organizational Readiness for Change Organizational Readiness for Change 
(ORC) 

ResourcesResources::
•• Offices/StaffingOffices/Staffing
•• TrainingTraining
•• EquipmentEquipment
•• InternetInternet

MotivationMotivation::
•• Staff NeedsStaff Needs
•• Program Program NeedsNeeds
•• Training NeedsTraining Needs
•• PressuresPressures

“Better 
organizations” 
provide “better 

services” 

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

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

ClimateClimate::
•• MissionMission
•• CohesionCohesion
•• AutonomyAutonomy
•• Communication Communication 
•• StressStress
•• Open to ChangeOpen to Change

MethodMethod

ORC surveys administered to staff and counselors in 
community residential SA treatment programs and 
prison-based SA programs.  ORC included 21 scales 
scored from 10 (strongly disagree) to 50 (strongly agree).  
The scale midpoint of 30 indicates “in between”.

Community sample of 538 inpatient and residential 
treatment counselors from 83 different treatment 
programs representing 130 treatment units.

Correctional sample of 165 substance abuse treatment 
counselors from 12 different prisons in two states.

Staff, Program and Training NeedsStaff, Program and Training Needs
for CJ Counselorsfor CJ Counselors

Staff NeedsStaff Needs

57%

59%

59%

67%

70%

improving client thinking

improving cognitive focus

improving behavioral management

identifying and using evidence-based practices

Clinical staff at your program needs guidance in --

%

a

34%

27%

34%

36%

48%

51%

52%

52%

54%

57%

0% 50%

matching client needs with services

assessing client needs

improving rapport with clients

using client assessments to document 
improvements

using assessments to guide clinical care

increasing program participation

CJ Community

a
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e
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Program NeedsProgram Needs

50.6%

61.1%

62.2%

68.3%

assigning or clarifying staff roles

improving billing/financial accounting

improving relations among staff

improving communications among staff

Your organization needs guidance in --

23.8%

42.1%

43.9%

50.0%

50.3%

0% 50%

defining its mission

evaluating staff performance

establishing accurate job descriptions for staff

improving record keeping and information

setting specific goals for improving services

Training NeedsTraining Needs

53.3%

54.5%

55.8%

new laws or regulations you need to know about

new equipment or procedures being used or 
planned

new develoments in your area of responsibility

You need more training for --

26.1%

38.2%

45.7%

49.1%

0% 50%

basic computer skills/programs

specialized computer applications

management or supervisory responsibilities

maintaining/obtaining certification or other 
credentials

Resources, Staff Attributes and Resources, Staff Attributes and 
Organizational Climate Organizational Climate ––

Profiles for Community ResidentialProfiles for Community ResidentialProfiles for Community Residential Profiles for Community Residential 
and CJ Programsand CJ Programs

30

35

40

45

50

Resources
OFF  - Offices
STF - Staffing
TRN - Training
EQP – Equipment
INT – Internet

Staff Attributes
GRO - Growth
EFF  – Efficacy
INF  – Influence
ADP  - Adaptability

Organizational Climate
MIS  – Mission
COH  – Cohesion
AUT   – Autonomy
COM  – Communication

Scale Scores (10-Low; 50-High)

ORC  Mean Scores ORC  Mean Scores 
Community Residential and Norms Community Residential and Norms 

(N = 538)(N = 538)
Scale Scores (10-Low; 50-High)

10

15

20

25

30

OFF STF TRN EQP INT GRO EFF INF ADP MIS COH AUT COM STR CHG

Comm. Resid 75th 25th

STR  – Stress
CHG  – Change

Organizational Survey for Treatment Staff (ORC-TS)

Resources Staff Attributes Organizational Climate
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Resources
OFF  - Offices
STF - Staffing
TRN - Training
EQP – Equipment
INT – Internet

Staff Attributes
GRO - Growth
EFF  – Efficacy
INF  – Influence
ADP  - Adaptability

Organizational Climate
MIS  – Mission
COH  – Cohesion
AUT   – Autonomy
COM  – Communication

Scale Scores (10-Low; 50-High)

ORC  Mean Scores ORC  Mean Scores 
Community Residential & CorrectionalCommunity Residential & Correctional

10

15
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OFF STF TRN EQP INT GRO EFF INF ADP MIS COH AUT COM STR CHG

Comm. Resid CJ

STR  – Stress
CHG  – Change

Organizational Survey for Treatment Staff (ORC-TS)

Resources Staff Attributes Organizational Climate

Program Variation for CJ Programs Program Variation for CJ Programs 
for Resources and Climate for Resources and Climate 
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Resources: Resources: OfficesOffices
(Scale scores range = 10(Scale scores range = 10--50)50)
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50% of 
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30 40

Resources: Resources: StaffStaff
(Scale scores range = 10(Scale scores range = 10--50)50)
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LowestLowest
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27
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32HighestHighest
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25 37

Resources: Resources: InternetInternet
(Scale (Scale scores range = 10scores range = 10--50)50)
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LowestLowest
25% 75%
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Community 
Norms
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23 36

Climate: Climate: CohesionCohesion
(Scale (Scale scores range = 10scores range = 10--50)50)
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Climate: Climate: AutonomyAutonomy
(Scale (Scale scores range = 10scores range = 10--50)50)
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Climate: Climate: CommunicationCommunication
(Scale (Scale scores range = 10scores range = 10--50)50)
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Climate: Climate: StressStress
(Scale scores range = 10(Scale scores range = 10--50)50)
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SummarySummary

Staff report strong needs for –
identifying and using evidence-based practices
improving behavior management
improving communication and relations among staff
training in new methods, equipment and 
procedures.

Yet staff in correctional programs, compared to 
residential community treatment programs, report fewer 
resources and less favorable organizational climates.

Most correctional programs in our samples, compared 
to residential community treatment programs, were at 
the bottom half of the distribution on the resource and 
organizational climate measures.

ConclusionsConclusions
There is a strong need for improved clinical practices 
and better outcomes in correctional-based substance 
abuse treatment.

Successful program change is more likely when 
program readiness is assessed and considered, 
including examination of needs, resources, staff 
attributes, and climate.

New clinical practices that are not designed or adapted 
to work within the limitations and barriers inherent in 
many prison environments, including security issues, 
staff training levels, inadequate resources and less than 
optimal climates are not likely to be successfully 
implemented or sustained.  

IBR HOME PAGE

IBR
A National Research Center A National Research Center 

for addiction treatment studiesfor addiction treatment studies
in community and correctional settingsin community and correctional settings
(over 600 free resource files available)(over 600 free resource files available)

SUMMARY

TCU Mapping-
Enhanced 

Counseling

Treatment
Process

Counseling
Manuals

Guide for New Visitors
•• ManualsManuals

EVIDENCE

MANUALS
FORMS
EVIDENCE

ABOUT IBR-TCU
STAFF
PUBLICATIONS
PRESENTATIONS 

Selected
Presentations
DATOSDATOSDATOSDATOS

ProgramProgramPro gram
StaffStaffStaff

ResourcesResourcesResources

ClimateClimateClimate

Patien tPatientPatient
SeveritySeveritySeverity

Read inessReadinessRead iness

Sufficient
R etention
SufficientSufficient
RetentionRetention

Early Early 
EngagementEngagement

Early Early 
RecoveryRecovery

PosttreatmentPosttreatment

Drug
Use

DrugDrug
UseUse

CrimeCrim eCrime

Social
Relations

SocialSocial
RelationsRelations

Program
Participation

ProgramProgram
ParticipationParticipation

Therapeutic
Relationship
T herapeuticTherapeutic
RelationshipRelationship

Behavioral
Change

BehavioralBehavioral
ChangeChange

Psycho-Social
Change

PsychoPsycho -- SocialSocial
Ch angeChan ge

EvidenceEvidence--Based Treatment ModelBased Treatment Model

CognitiveCogn itive
Strateg iesStrateg ies

BehavioralBehavio ral
Strateg iesStrateg ies

Social SkillsSocial Skills
T rainingTrain ing

Family &Family &
FriendsFriends

Supportive
Networks

SupportiveSupportive
Netw orksNetworks

Personal Health ServicesPersonal H ealth Serv ices

Socia l Support ServicesSocial Support Serv ices

Simpson, 2001 (Addiction)

ProgramProgram
InterventionsIn terven tions

Read inessReadiness
TrainingTraining

Corrections-
Based 

Treatment

National
Evaluations

Organizational
Readiness

Assessment
Fact Sheets

(with norms)

www.ibr.tcu.eduwww.ibr.tcu.edu

•• FormsForms

•• Conceptual GuidesConceptual Guides

•• PublicationsPublications

PROJECTS
NEWSLETTERS

OTHER LINKS
WHAT’S NEW

SITE GUIDES:

““VisitorsVisitors””
1000+/day1000+/day

20 mins20 mins


