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TOWARDS UNITY AND UNDERSTANDING
TASK FORCE REPORT ON COMMUNICATIONS
WITHIN THE CORRECTIONAL SERVICE OF CANADA

All participants in the criminal justice system must put greater
emphasis on public education. 1

Attitudes Toward Specific Aspects of Job and CSC

"Being kept informed" was judged most important by respondents. 2

Attitudes Towards Internal Communications

Information was previously assessed as the most important aspect
of working at CSC. The overall feeling is that not enough
information is being communicated, especially about the
organization's plans and management decision making. 3

1 David Daubney, M.P., Taking Responsibility - Report of the
Standing Committee on Justice and Solicitor General on its Review
of Sentencing, Conditional Release and Related Aspects of
Corrections, Canadian Government Publishing Centre, August 1988,
p. 7
2 Staff Attitude Survey, The Canadian Gallup Poll Limited,
August 1983, p. 4
3 Ibid, p. 5
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INTRODUCTION
It has been almost exactly one decade since the Correctional
Service of Canada established a task force "to inquire into the
role of communications, internally and externally, in the
àanadian Correctional Service." 4 The Task Force members had the
credentials and experience to prepare a report that would enable
the Correctional Service of Canada to respond to Recommendation
25 of the "MacGuigan Report" on the Penitentiary System in
Canada. 5
Recommendation 25 was based on the belief that activities within
penitentiaries should be visible to the public and commitment to
this principle should start "at the top." The Correctional
Service took appropriate action on both counts. The initiatives,
however, were unsustained and ultimately collapsed when the
Communications Branch was disbanded in 1985.
In order to develop community support, Boyle et. al. suggest that
the Correctional Service of Canada must initially adopt
organizational attitudes which, when transmitted to the public,
would develop community support. The organizational attitudes
would encompass a desire to foster a relationship based on trust
which could only be earned through open and honest communications
with the public. The critical element in achieving this goal
would lie in the communications policies and practices adopted by
the Service.
To achieve the goal of being "open and accountable," the
Correctional Service of Canada would have to ensure that
appropriate and timely messages were conveyed to all appropriate
publics. In the absence of such communications, the Service
would unintentionally foster rumour, speculation and the
insidious provision of misinformation to fill the vacuum. The
various publics might correctly assume the Correctional Service
of Canada as hiding something and therefore, encourage some
individuals to provide information through other than legitimate
channels.
The public will not be supportive of the goals of the
Correctional Service if the media, as the prime source of
information, is poorly informed or actually misinformed. The
4 Exercise Understanding - Task Force Report on the Role of
Communications in the Canadian Corrections Service - August 1978;
Harry J. Boyle, Chairman, Harry A. Meredith and William T.
McGrath

Mark MacGuigan, Report to parliament by the Sub-Committee
on the Penitentiary System in Canada, Minister of Supply and
Services, Ottawa, Ontario, 1977
•
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only way to break the cycle is to adopt policies and programs
which will promote an open and honest exchange of information.
taff attitudes will generally be formed by their treatment and
the perceived importance of their roles. The Boyle Task Force
concluded that there was "a lack of adequate information about
CSC"6 and that when such a situation existed, a competitive media
and disgruntled staff would act in concert to fill the gaps.
The only antidote for this destructive cycle, they concluded, was
to establish and support a vibrant communications department
which would play a major role in the overall operations of the
Correctional Service of Canada. In the review of a number of
reports, it is evident that the Service had taken some action to
correct deficiencies noted, but subsequently, a management
decision emasculated and almost eliminated the communications
function.
The path to a resolution of problems was identified
ten years ago and now needs to be updated to enable the
Correctional Service to re-establish a communications thrust that
will be in keeping with general government policy and the
specific needs of the Service.
Because communications can be so broadly defined, no single
report can hope to cover every issue and this report must be used
only as a starting point from which priorities and improvements
may evolve.

I
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•6Exercise Understanding, pp. 6-8
2

I
I
I
I
I
I
I
I
I
I
I
I
I
I
I
I

The Correctional Service of Canada has a challenge and a
marvelous opportunity to increase credibility, prestige and
morale - at all levels in the organization. The chance may be
fleeting but the demands and the pressures will increase from
within and without until significant changes are made in the
Correctional Service's responsiveness to identified
communications needs.
Inaction is inappropriate and the changes
must be more than a smoke-and-mirror exercise since our publics
have grown more sophisticated and the issues more complex. We
must be seen to be practicing what has been pronounced.
Propaganda is damaging.
Genuine communications are essential.
Staff must be better informed and gain a better appreciation of
their vital contribution to the total thrust of the Service. The
public must be made more aware of both the problems and the
progress of the Service in order to be supportive. These dual
developments will bring us closer to the goals of internal unity
and greater understanding on the part of the public.

3
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COMMUNICATIONS:

CONCEPT AND FUNCTION

The authors of "Exercise Understanding," as the Preface to their
report, developed a "definition" of communications and we
concluded that their concept as germane to our work.
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A Concept of Communications

There are four principal aspects of communications in
modern organizations:
(a)
(b)
(c)
(d)

the
the
the
the

communicator
message
channel
audience

The function of communication is to transmit ideas,
attitudes and information from individual to
individual.
In a complex society this becomes
increasingly difficult and so organizations establish
units of staff and resources for the purpose of
reaching internal and external audiences.

Irrespective of the channels used, the message is
received by individuals within the audiences. Too
often communicators adopt mass techniques that•fail to
help the individual identify with the ideas, attitudes
and information being circulated.
Mass or mechanical handling can fail when communicators
are improperly directed or lack enthusiasm for their
task.
Lack of understanding of what is essential in
the message also prompts communicators to fall back on
techniques unsuitable for the objectives of the
organization concerned.
Communicators must have something significant to say.
Having determined what is vital and interesting as a
message, the communicator must then determine how it
should be conveyed so as to attract the attention of
individuals within the audience to which it is
addressed.

4

Communicators today must also be aware of the intense
competition for the attention of the impressions. In
almost every waking moment individuals are subject to
message impressions of various kinds and either accept
them for consideration or reject them automatically.
Individuals in a target audience, internally or
externally, have developed, often unwittingly, degrees
of sophistication as to what they will accept. Thus,
journalistic or public relation skills without
corresponding knowledge of or belief in what is to be
communicated, will prompt rejection of the messages and
information being distributed.
The communicator must develop skills in ascertaining
public reactions and public concerns and relaying them
to the organization. Having the support and confidence
of the chief operating officer, the communicator is in
a position to contribute adequately to the making of
major decisions within the organization.
Communications for propaganda or as a cover-up during
periods of emergency, won't work. Communications must
be based on "open policies" of honest explanation to
prevent misunderstanding. Open communication is the
basis for public support and trust. Communications is
an integral part of the functions of effective
management.
Above all communications is a two way street. One
sided communications is as ineffective as the
proverbial sound of "one hand clapping." Just as the
basis for intelligent conversation is tolerant
understanding on the part of the participants, so also
mutual trust must exist in communications. It is and
must be an effort that avoids one sided propaganda and
deception if it is to work.
These considerations are set out as background to a
detailed examination of and proposals for a
Communication Services Branch in CCS. 7

The Government Communications Policy clearly defines the mandate
of the Co/:.rectional Service of Canada in establishing a
communications program.
• 7 Ibid, p.p.
5

The Communications Function

Communications is a management function which ensures
that the public receives information about government
policies, programs and services and that the concerns
and interests of the public are taken into account in
the formulation and implementation of government
policies and programs. It includes:
- Communications research and analysis, which examines
the public environment to assess public wants, needs,
perceptions and understandings with respect to
policies and programs, and evaluates communications
programs and projects against planned objectives and
professional standards;
- Communications advice, which counsels ministers and
management on policy development, program planning
and implementation, and public issues;

- Communications planning, which develops corporate and
program communications plans responding to public
concerns and integrating major objectives of the
government, the Minister and the institution; and
- Management of communications, which applies the
principles and practices of good management to the
co-ordination of research and analysis, to advice and
.planning, and to the implementation of communications
programs and activities.
Assertive Approach:

Institutions are to take an assertive approach to
communications, particularly with respect to media
relations. Communicators are expected to be assertive
in the advice and support provided to Ministers, Deputy
Heads and program managers.
Internal Communications:

Principles set out in this policy should also be
applied to internal communications, where appropriate. 8

8 Government Communications Policv, Administrative Policy
Manual Chapter 480, July 1988, pp. 5-6

6

MAJOR OBSERVATIONS AND FINDINGS

During the consultative process, including interviews conducted
by the Ontario Study Team on

communications, 9

some

600

to

700

individuals had the opportunity of expressing their views
regarding Correctional Service of Canada's communications.

What

follows represents the major recurring observations and findings:

1.

Communications as an organized program has been diminished
to the point of being dormant if not dead.

2.

The publics of key importance to the Correctional Service
are uninformed, misinformed, or confused.

3.

There is a universal expression of interest and desire to
improve communications within the Correctional Service of
Canada.

4.

The Correctional Service of Canada should focus on five
basic publics: staff, inmates, working partners, the media
and the general public.

9 Report of the Study Team to Improve Employee Communications
in the Ontario Region, April 1985
7

5.

The Mission Document and the Government Policy on
Communications cannot be implemented without an enhanced
communication program.

6.

This subject of study is not uncharted territory. Both
general studies of the Correctional Service of Canada and
specific communication-focused studies of the Service have
identified common needs, problems and proposed similar
solutions.

7.

There was a lack of management commitment to communications
and this is reflected in the lack of available resources or
an effective, cohesive organization.

8.

The credibility of the Service in the area of communications
has deteriorated and the Service is generally perceived to
be in hiding.

On the occasions when the Service has

undertaken a communications venture, the effort suffered
from lack of resources or expertise.

9.

The communications function has all too often been delegated
or abdicated by responsible management on the one hand,
while the media, on the other hand, want access to the
persOn in charge.

8
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Pragmatic, basic communication principles are not
consistently practiced.

11.

Objective measurements of public opinion have been
abandoned, e.g., too little is known about public opinion;
too much is conjecture.

12.

Current and proposed internal publications or house organs
should be assessed in the light of a staff attitudinal
survey.

I

13.

too often seen as a frill or a fire-fighting device and is

1

relegated to the role of an occasional, rather than a key
consideration in the management decision-making process.

I
J

1

I
I

Communications is not an integral part of management. It is

14.

Despite the stated belief "that people have a lot to
contribute and that they must be able to voice their ideas
and concerns, within the Service, without fear,"10 there is
a pervasive feeling that messengers get shot, especially if
they carry negative reports.

^

^j

I
I

lOThe Mission Document of the Correctional Service of
Canada, Core Value.3, Guiding Principles, September 1988
9
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15.

to a lack of understanding of the consultative process
and/or the organization consulted.

16.

supervisor.

command structure but in terms of lateral communications,
functional components or staff units suffer from having, at
best, only pieces of the total picture. This fact has been
a major handicap to the communications function.

17.

t
11

Communications strategies, if considered, appear to be lastminute add-ons to policy developments.

18.

There is a pervasive need for team building, identification,
providing a sense of belonging and developing esprit de

1

1

The Senior Management Committee is reasonably

effective in dealing with staff communications through the

I

I
I
I

In terms of vertical communications, the player with the
greatest potential contribution to make is the line

1
1

I
I

The Service has failed to consult effectively, due in part

corps.

19.

Staff and other publics have grown more sophisticated and
cynical and issues have grown more complex. Unless practice
follows policy pronouncements, only rhetoric will remain.
Obviously, policies and stated initiatives, especially the
Mission Document, will be assessed against performance.

10

20. When it comes to communication, frequently there is no one
home.

There are simply not enough resources available for

communications to be even reactive, let alone assertive.

21. There is a great need for staff recognition and positive
reinforcement in accordance with the Mission Statement, Core
Values, Guiding Principles and Strategic Objectives of the
Service.

22. The Correctional Service of Canada is in the people
business. The Service deals basically with offenders,
staff, partners, media and the public.

Yet communications

skills, values and sensitivity are not promoted.

This has

serious impact on these critical groups and all interpersonal communications.

23. There is no clear, concise appreciation of what
communication aids are currently available, i.e., catalogue
of publications, audio-visual productions and/or exhibit
materials.

24. It became obvious during the work of the Task Force, that
there is a serious lack of dedicated and committed clerical
support in communications at national headquarters.

This

situation, if not corrected, will seriously hinder the
delivery of sound communications programs.
11

GENERAL RECOMMENDATIONS

This report recommends promising initiatives that might be
introduced or expanded for specific groups. These
recommendations reflect a broad policy thrust for the
Correctional Service of Canada's communication effort.

While

these general recommendations have relevance for all Correctional
Service communication endeavors, they should not be viewed as
exhaustive nor should our report be considered as an all
encompassing statement on communications.

1
1.

Commitment and Purpose of Communication Program

Recommendation:

A comprehensive communication program

should be developed which commits the Correctional Service
of Canada to achieve the goals of the Government
Communications Policy, the Mission Document and related
Strategic Corporate Objectives.

The program should establish a dialogue with staff,
offenders, working partners, media and the general public
that is "open, continuous, relevant, understandable and
reliable."

12

2.

Assertive Approach to Internal and External Communications

Recommendation:

Communication endeavors should take an

assertive, rather than a reactive, approach and move in a
positive manner to address both actual and perceived
concerns.

3.

Communications - An Integral Vital Component of the Planning
Process

Recommendation:

The communication program should: be seen

as an integral part of the total corporate planning process;
develop an awareness of the public environment in which
programs must operate; include a capacity to analyze the
impact of policies and programs on all affected publics; and
incorporate a communication strategy designed to enhance
understanding and implementation of any specific policy
initiative.

(a) The Correctional Service of Canada, from National
Headquarters to all institutions and community based
operations, should be sensitive to the public
environment and identify both potential concerns and
positive opportunities expressed by the general public
or key groups in Canadian society.

13
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(b)

effective, consistent communication programs, to give
coordination and direction to regional initiatives and
to provide regional analyses of public attitudes.

4.

Effective.Organization and Resources

Recommendation:

r
i
I

Regional communication units are essential to mount

The communication program must have an

effective organization, staffed by qualified persons and
provided with additional resources - both person years and
financial.

5.

Coordinated Communications

1

I
I

Recommendation:

Consideration should be given to shared

communication units, at least on a pilot basis, to make the
most effective use of resources provided to both the
Correctional Service of Canada, the National Parole Board
and the Ministry Secretariat to reflect the recommendations

I
1
1

I
I
I

of the House Standing Committee on Justice and the Solicitor
General.

Alternatively, a concerted effort should be made

to coordinate communications efforts, especially in critical
situations, and the Ministry as a whole should engage in
projects having mutual benefits to both organizations.

14
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6.

Recommendation:

Since each staff member represents the

Service, a high priority should be placed on developing more
effective communication endeavors with staff and in
fostering related programs such as recognition of staff,
enhancement of roles, improvement of the working

1

t
I
I

Focus on Staff

environment, the development of esprit de corps and
encouragement of programs to support positive, effective
contributions.

7.

1

Line Supervisor:

Recommendation:

A Key Player

Increased recognition and support for the

key role of the line supervisor as a crucial communications

I
I
A

I

r
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agent with staff should be initiated and developed.

8.

Everyone has a Role and Responsibility

Recommendation A:

The communications responsibility and

expectations of employees should be presented in orientation
programs for all staff.

Recommendation B:

A message should be developed which

outlines in clear understandable terms the approach of the
Correctional Service of Canada in regards to communication

15

and gives guidance to administrators, managers and line
staff as to their responsibilities and roles in implementing
an assertive, effective communications program.

9.

Communications Skills Provided

Recommendation:

Communications skills training, education

and development should be provided for all staff having
direct supervisory contacts with employees, offenders or
significant contact with the public.

10.

Media Relations Training

Recommendation:

Media relations training must be provided

on a recurring basis to all designated spokespersons in
accordance with Government Policy. All managers responsible
for specific program units should be required to take
training on the understanding that effective communications
will comprise part of their performance evaluation.

11.

Enlist Support of Employee Organizations

Recommendation:

The Union of Solicitor General Employees,

the Professional Institute of the Public Service of Canada
and other staff organizations should be approached to assist

16

in the development of effective staff communication
endeavors.

12.

Review, Redefine and Revise Means of Communication

Recommendation A:

There is a need to identify, list and

assess current publications, existing audio-visual

productions and exhibits and ensure that the purpose of each
is clearly defined and meets the assessed needs of the
target group, i.e., staff, inmates, related organizations
and/or the community.

Recommendation B:

The Service should examine and exploit

all available technology to ensure prompt and effective

communications.

13.

Developing a Network with Working Partners

Recommendation:

A concerted and imaginative effort should

be made to ensure that an effective communications network

is developed to better inform Correctional Service of
Canada's "working partners" in the Criminal Justice System

of proposed new initiatives, policies and programs in order
to enhance both the communications and consultative
processes.

17

14. Improved Communication With Offenders

Recommendation: Specific efforts should be made to improve
communication with offenders in order that they are enabled
to participate more responsibly in existing program
opportunities and in the development of new programs.

15.

Promote Media Understanding

Recommendation:

Specific efforts should be made to improve

media understanding of the role, responsibilities, and
limitations of the Correctional Service of Canada.

These

efforts range from the provision of information seminars for
interested media representatives to taking direct action
when media reports do not reflect reality.

16.

•

Special Initiatives for Special Publics

Recommendation:

An extensive, imaginative, ongoing effort

must be mounted and maintained to develop effective
communication initiatives particularly suited to a specific
public.

Examples would include natives, victims, voluntary

agencies, family and friends of offenders as well as the
inclusion of relatively new key groups within the general
public that offer considerable potential for development,
cooperation and participation such as the Canadian
18

Federation of Municipalities, the Canadian Bar Association,
environmental groups and others with whom the Service has
not, as yet, developed effective communication and liaison.

17. A Basic Theme

Recommendation: Consideration should be given to the
promotion of a basic theme for all communication endeavors
and that the theme might well be, "The Correctional Service
of Canada is carrying out an essential duty on behalf of all
Canadians; that duty involves actively encouraging and
assisting offenders to become law-abiding citizens while
exercising reasonable, safe, secure and humane control; this
duty is discharged in a responsible, fair and humane manner;
and the Correctional Service of Canada can benefit from and
indeed, welcomes the suggestions, support and participation
of responsible citizens."

18. Measuring Impact

Recommendation:

In relation to the development of the

annual strategic communication plan and the subsequent
operational communication plan, there should be a built-in
evalt;ation

which would include, where appropriate, specific

reaction and analysis from the designated publics.

19
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19.

Recommendation:

Policy, planning, skills development and

practice related to communications in times of crises should
be reviewed and revised where necessary, including increased
emphasis on crises emanating from community-based programs
and the subsequent trauma or repercussions affecting
victims, staff, offenders and citizens.

20.

Relationship with CORCAN

Recommendation:

The marketing and promotion of CORCAN

products is a form of corporate communication requiring
special consideration, development and initiatives.

Communications services should participate in the initial
planning phase of CORCAN promotional endeavors to ensure a
coordinated message and to provide CORCAN with advice and
assistance culminating in a mutually agreed upon general

1
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Crisis Communication

approach which CORCAN can then pursue expeditiously and
effectively.

21.

Joint Initiatives with the National Parole Board

Recommendation:

Since the Correctional Service of Canada

and the National Parole Board have common interests and
values, work with the same offenders, serve and are
20
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influenced by the same publics, the recommendations and
initiatives in the report "Mission Understanding:

Communications Strategy for the National Parole Board,"
should be jointly considered and acted upon, where
appropriate.

22.

1
1

I
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Report of the Study Team to Improve Employee Communication
in the Ontario Region - April 1985

Recommendation:

The Report of the Study Team to Improve

Employee Communication in the Ontario Region (1985), is
unique in that it reflects the perceptions and concerns of

1
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all staff.

Its recommendations remain, in 1989, relevant,

realistic and comparatively easy and economical to
implement.

CSC should review this report and act swiftly

upon its recommendations.

23.

Task Force on Crisis Management in the Community

Recommendation:

It is recommended that the communications

recommendations that will arise from the Report of the Task
Force on Crisis Management in the Community be implemented
in conjunction with the relevant recommendations in this
report to ensure a coordinated response.

21
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24.

Regional Communications Committee

Recommendation:

Grass-roots feedback from all staff levels

on the health of communications within various sectors,
branches, and operational units is essential. CSC should
establish Regional Communications Committees to facilitate
and enhance this feedback process.

I
I
I
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SECTION I

EPILOGUE AS PROLOGUE

The report is another demonstration that the problems
are known but there has been a diffidence to take
action, indicative of the fact that management has
really failed to understand the need for adequate
communication. 11

INTRODUCTION AND BACKGROUND

The Task Force reviewed both general and specific reports that

focused on the operations of the Correctional Service of Canada
to provide an appreciation of the general thrust of prior studies
which either focused on communications per se, or at least
alluded to communications as a part of a wider mandate. The
reports which focused on the criminal justice system in Canada,
and in particular the Correctional Service of Canada, alluded to
a deficiency in communications programs which was variously

described as a lack of openness, accountability or the discharge
of educational responsibilities.

The theme in all cases

indicated that, either through conscious effort or a lack of
understanding of the public's right to know and to understand the
system, sufficient efforts to communicate had not been mounted or
sustained.

• 11 Exercise Understanding, pp.
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The 1969 Ouimet Report stressed the right and the need for public
education:

"Throughout this report we stress the need for public
understanding of the issues involved in crime and
correctional services. Members of the public supply
the tax money that supports the correctional services;
their direct participation is necessary to a successful
correctional program; they are the ones who suffer if
efforts to curb the incidence of crime fail; and in the
final analysis correctional advances are dependent on
public attitudes.
However, despite this increased interest on the part of
the public, the Committee is not convinced that members
of the public are fully aware of the issues involved or
fully accept modern concepts and services in law
enforcement, sentencing and corrections. ,t12

The 1976-77 Report to Parliament by the Sub-Committee on the
Penitentiary System in Canada, chaired by Mark MacGuigan,
stressed the need for more public knowledge of the aàtivities
which transpire within institutions. The Sub-Committee concluded
that the abuses identified within the Service "...could not
conceivably co-exist with any sort of public accountability."
The following recommendation was developed to correct this
situation:

Recommendation 25: The Penitentiary System should be
open and accountable to the public. 13
12 ToWard Unity: Criminal Justice and Corrections, Report of
the Canadian Committee on Corrections, March 31, 1969
13 Mark MacGuigan, Report to Parliament by the Sub-Committee
on the Penitentiary System in Canada, p. 77
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The 1984 Report of the Advisory Committee to the Solicitor
General of Canada on the Management of Correctional Institutions,
chaired by John J. Carson, developed three recommendations
concerning communications with staff, inmates and the community.

Recommendation 19: We recommend that the Service
maintain a corporate policy of commitment to,
acceptance of, and openness with unions; keep them
informed of initiatives; and involve them in the
development of policies affecting staff.
,
Recommendation 20: We recommend that the Service
maintain a corporate policy of commitment to,
acceptance of, and openness with inmate committees; and
to and to the extent possible, keep them informed of
initiatives and involve them in the development of
policies affecting the staff, the inmates and the
community.
Recommendation 21: We recommend that the Service
maintain a corporate policy of commitment to,
acceptance of, and openness with Citizens Advisory
Committees; and to the extent possible, keep them
informed of initiatives and involve them in the
development of policies affecting the staff, the
inmates and the community. 14

In 1987, J. R. Omer Archambault, Chairman of the Canadian
Sentencing Commission, tabled the report "Sentencing Reform: A
Canadian Approach" which examined, among other issues,
perceptions of the "problems" within and knowledge of the
sentencing process. The Commission found that not only were
perceptions inconsistent among various groups, but by any
14 John J. Carson, Report of the Advisory Committee to the
Solicitor General of Canada on the Management of Correctional
Institutions, November 30, 1984, pp. 29-30
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objective set of criteria, they were inaccurate.

The

discrepancies between perceived and objective reality further
compounded difficult problems and seriously undermined the
public's confidence. Public Perception becomes a reality that

must be addressed.

While the Commission accepted that the raison d'être of the media
was not public education, they also established that 95% of the
public's knowledge of the sentencing process came from the media
(television, newspaper and radio). The high degree of confidence
that the public had in their "informed" opinions of the
sentencing process clearly indicated that public education
programs had to be mounted both separately and in conjunction
with the media to effectively educate the public.

The Report of the Standing Committee on Justice and Solicitor

-

General, August 1988, chaired by David Daubney, M.P., and
entitled "Taking Responsibility" allowed that policy makers had
to have a knowledge of public opinion but cautioned that they
also must realize that they are not necessarily dealing with an
informed public.

Since the primary source of information about

the justice system came from the news media, with its
limitations, the criminal justice system must give high priority
to public information programs.

This Committee's report reflected an extensive consultation
26
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process across the country and underlined, in great measure, many
of the concepts in the Government Policy on communications. This
is especially true in relation to an assertive attempt to promote
public understanding, to be receptive to the expressed concerns
of Canadians and to then proceed to formulating proposed policy
in clear understandable terms.
There are several facets of the Committee's Report that have
direct bearing on the development of Correctional Service
communications.

The Committee adopted eleven principles as the basis of its
subsequent recommendations.

The first and the last of these have

great relevance for our endeavour.

Principle 1:
There must be greater involvement and
understanding at the successive stages of sentencing,
corrections and conditional release.
Principle 11:
All participants in the criminal justice
system must put greater emphasis on public education.15

Like the communications policy and the message of the Mission
Document, the Committee found that ultimately the evolution of
sound policy - one that has broad public support - is dependent
on an informed public.

As a result, the primary recommendation made by the Committee

.15David Daubney, M.P., Taking Responsibility, p. 5
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was:
..that all federal participants in the criminal
justice system make public education about the
operation of the criminal justice system, including the
myths and realities which surround it, a high priority
through:
the effective use of their own communication
(a)
capacities (print, radio, video and t.v.); and

(b)

their financial and other support of the voluntary
sector, so that citizens in local communities may
be more actively engaged in activities which
increase their understanding of the criminal
justice system.16

The common message, clearly stated, is that the Service must
become more open and must strive to achieve better public
understanding.

From a public perspective, the Correctional

Service of Canada must develop a communications policy and
program that will achieve the objectives of being "open and
accountable."

From a staff perspective, good morale and loyalty

to the organization are significantly dependent on an effective
communications program.

I
Déj a Vu

1

I
I
I
a

The reports reviewed and interviews conducted during the course
of our work, created a disappointing if not alarming sense of
déja vu.

The most recent observations tended to replicate those

found in previous studies on communications programs in the
Correctional Service.

.16lbid, p. 5
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The authors of the August 1978 "Exercise Understanding," in
referring to a prior report, noted that problems they had
identified had been previously identified.

They concluded:

"The

report is another demonstration that the problems are known but
there has been'a diffidence to take action, indicative of the
fact that management has really failed to understand the need for
adequate communications.i17 In some respects, this statement may
be somewhat harsh but both internal and external observations
suggest that while some progress had been made, the apparently
vacillating policies on communications allowed for back sliding
and the generation of confusion and skepticism in the
Correctional Service's various publics and staff.

The specific

findings of the various studies coupled with the direction of the
Government Communications Policy, gives the Service very clear
support and direction for a revitalized communications program.

It has been constantly reiterated that communications is a
management function and yet there is reluctance, if not
resistance, at many levels in the hierarchy to assume this
responsibility.

Managerial avoidance of the communications

responsibility through delegation or a "flack person" is
pervasive.

Observations concerning communications specialists

were not derogatory to them as individuals but were a reflection

I
I
I

on management's avoidance of a responsibility and the subsequent

,17Exercise Understanding, pp. 26-27
29

media perception of the process.
LITERATURE REVIEW

"Exercise Understanding" - Task Force Report on the Role of
Communications in the Corrections Service - August 1978
Harry J. Boyle, Chairman, Harry A. Meredith & William T. McGrath

Though written a decade ago, this report still has a very current
message for the Correctional Service of Canada. In actual fact,
the Service did use the report to guide the establishment and
development of a Communication Branch which made an effective
contribution until a number of significant policy revisions and
reversals that greatly reduced major gains achieved during
to

1978

1985.

The Boyle Report took the position that the purpose of
"communications" must be inextricably related to the objectives
of the Correctional Service of Canada. The communications
function should not stand alone nor could it function in
isolation from the Correctional Service or as an add-on to other
Service activities.

In order to function in an effective manner, adequate resources
would have to be allocated at all three levels of the
organization

-

National, Regional and at all installations. The

Branch should have "a Deputy Commissioner reporting directly to
the Commissioner as a full member of senior
30

management;"

an

appropriate level of classification for all positions, a clear
policy and a staff reflecting a blend of correctional and
communication training and experience.

While certain aspects of communications could be performed by
contractual resources, a complete organization at all levels
would be required in order to achieve the "open and accountable"
goal established by the Parliamentary Sub-Committee. To this
end, it was noted that more than a "presence" was required at
both the regional, institutional and community levels. It was
suggested that, in addition to the Regional Manager
Communications, an assistant was required at the Regional level
and the Correctional Service should "appoint Community Relations
Off icers at selected institutions on a trial basis."

The role of evaluation, inmate and parolee involvement, crisis
teams, staff magazines, correspondence and specific suggestions
were all addressed.

The important general principle concerning

management's responsibility for communications was enunciated a

full decade before the 1988 Government Policy on Communications
incorporated the concept that "communications is a management
function."

The recomMendation, having impact even today, related to the
manifestation of policy and stated:

31

The Service must formally adopt an "open
communications" policy and it must be seen to be
actively embracing it in practice rather than in
enunciating it in principle and allowing it to
languish. Active demonstration that the Commissioner
and senior staff mean what they say will make it
meaningful. 18

This recommendation is perhaps even more relevant today as a
result of the Mission Document. Our publics,

internal and

external, will be monitoring all our practices to determine if we
are "actively embracing it in practice" rather than "allowing it
to languish."

Report of the Study Team to Improve Employee Communications in
the Ontario Region - April 1985

This report was unique in that:

(a) the work was carried out by

operational staff members and (b) involved very extensive
consultation. The operational staff prepared the report, with
assistance from specialist personnel and, in the process, some
"consulted with more than one-third of the operation employees in
the operational units in the Ontario Region."

The magnitude of the consultation surpasses all such similar
endeavors.

The real significance derives from the fact that line

staff consulted line staff, identified perceived line problems,
and made recommendations to deal with their concerns.

18 Ibid, p. 3
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The report, after identifying a number of issues, noted:

Notwithstanding these matters, we have identified three
all-encompassing barriers which must be addressed by
staff at all levels in order to promote more effective
communications within the Region. They relate to
responsibilities for communications, the nature of
communications, and the role of supervisors as
communicators.
These barriers permeated the concerns
raised during the study and constituted the core of the
communications problem...Most of the communication was
downward and done largely by non-people-oriented means.
There was an obvious need for sensitizing more
supervisors to their role as communicators and to their
responsibilities for the training and development of
their employees.
In institutions especially, a
communications bottleneck seemed to exist somewhere
between middle managers and first line supervisors.
All other barriers seemed to flow from these three.1119

The report focused on the unique problems of Correctional
officers, parole officers and,administrative support staff which
impact.on both morale and the communications process. The
authors noted that this group of operational staff form a
majority of the total staff but generally are overlooked in
communications studies.

For once, instead of all the messages

coming from on high, the concerns of frontline staff are being
expressed upwards.

The report noted that staff generally want to perform a good job
but they perceive a lack of support and recognition for their
role.

Timothy Plumptre echoed this view in his study of

19Report of the Study Team to Improve Employee
Communications in the Ontario Region, April 1985, pp. 10-11
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management in the Public Service "Beyond the Bottom Line, 1,20 some
three years later. He identified, as a key ingredient in
employee morale and support, "the degree to which employees felt
that they were personally valued by their organization." 21

The Ontario Study Team cited a fifteen-year ongoing survey
concerning "Employee Attitudes Toward Organizational
Communication" conducted by Opinion Research Corporation,
Managing Human Resources, 1983.

The major findings based on a

sample of 130,000 employees, were:

20 Timothy W. Plumptre, Beyond the Bottom line
Management
in Government, The Institute for Research on Public Policy, Nova
Scotia, 1988
-

21 Ibid, p. 331
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1.

Fewer than half of the employees in any group*
rated downward communication as being less than
favorable;

2.

Credibility of communications from management was
rated favorably by most employees;

3.

Fewer than half of the employees in any group
rated their organization favorably on willingness
to listen to problems;

4.

With regard to the questions on source of
information, employees said that they most often
get their information from the grapevine and that
they preferred to get it from their supervisors
and managers as these sources were seen as
credible.

To date, the researchers have concluded: most
employees, even at the managerial level, feel that
internal communication in today's organizations is
deteriorating.
Employees believe that they are not
kept well informed, that management is not willing to
listen to them, and that they have to rely on the
grapevine for information.
Employees expect accurate,
timely communication, and they want to get their
information directly from their supervisors and from
their managers.

*Middle managers, professionals, clerical and hourly.22

The recommendations put forward by the Ontario Study Team are
realistic, relevant, and relatively easy and economical to
implement.

The initial'forty recommendations are grouped under the general
heading, "Barriers to Communications" and address the preference
for introducing a human element (rather than "non-people"

22Emplovee Attitudes Toward Organizational Communication,
The Opinion Research Corporation, 1983 cited by the Report of the
Study Team to Improve Employee Communications in the Ontario
Region, April 1985, p. 27
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methods) to enhance the two-way communication; that supervisors
be trained in communications; that available information be made
accessible; that publications be relevant and accessible; that
state of the art and perhaps less sophisticated but equally as
effective methods be employed; that pre-shift briefings be
reviewed; that the use of meetings be examined and expanded; and
that job enrichment committees be established.

The second section of the report, containing fourteen
recommendations "to improve participation, contribution and pride
in specific groups of employees," again focused very much on
issues that could be corrected with little effort and little
expenditure of funds.

The suggestions included walk-around

management (visits to posts), appointments, competitions,
appraisals, conferences, meetings, consultation, training, staff
activities and the very general activity that would familiarize
all staff with organizational activities.

The final eleven recommendations are grouped under "related
communications issues" and focused on career development,
training, staffing, stress management, employee assistance and
orientation programs.

A number of these programs are basic to

any organization and while some fall in the "employee assistance"
or "team building," categories, they all are considered important
by operational staff.

Also, in almost every instance, a program

suggested has been utilized in another setting and therefore,
36

I
I
I
I
1

I
I
I
I
I
I

there exists an opportunity for operational assessment prior to
implementation.

The one item under this section that was identified but did not
have an attached recommendation was - SKEPTICISM. Management was
generally described as "unreceptive and unresponsive" and in the
main, uncaring.

There were expressed concerns of "why bother?"

as the report might "only be added to the collection of reports
that are presently collecting dust somewhere in a corner."23
Nevertheless, the line staff of the Study Team optimistically
stated,

"We are not convinced that management does not
care...at the same time, skepticism will not go away by
making a recommendation.
We hope it will diminish by
the continued demonstrated concern of management."24

That hope still persists today - heightened perhaps by the
Mission Document - but still awaiting "demonstrated actions and
concerns of management."

I
I
I
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Perhaps the greatest "discovery was...the realization or reminder
that there is a rich potential of motivated, concerned staff who
are eager to help. The staff involved took on new and

frightening roles.

They approached and dealt with doubting

23Report of the Study Team to Improve Employee
Communications in the Ontario Region, April 1985, p. 62
24lbid, p. 6237

bosses and dubious peers in their consultative efforts.

They

risked acceptance of both in order to complete this report and
offer guidance and hope to both peers and supervisors. They more
than met their initial challenge." 25

The Service still has an opportunity and a need to build on their
achievements. It should do so.

Communications Strategy for Correctional Services Canada
D. R. Harley Consultants Ltd.

-

September 1987

There is a perception among most stakeholder groups
represented in the interviews that the Correctional
Services is too introspective and inward-looking. A
belief has grown, which is shared by a number of
managers in headquarters and the regions, that "no news
is good news" vis a vis the public and many stakeholder
groups, including parliamentarians. 26

The Harley Report concluded that "the CSC requires a corporate
communications strategy that works in practice and not just on
paper" and a proposal was developed to address the deficiencies
identified.

A file review was completed and a total of 179

interviews were conducted - 91 with stakeholder groups and a
further 88 interviews with Correctional Service personnel. A
structured question and answer format was utilized.
25 Ib1d, p. 1
26 Communications Strategy for Correctional Service of
Canada, D. R. Harley Consultants Ltd., Ottawa, Ontario, 1987
Phase II, Conclusions, p. 26
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Harley reviewed communications in the federal government at both
the political and the departmental levels and as a background for
a detailed analysis of the Correctional Service of Canada's

communication process.

The method used by Harley to analyze the communications in the
Correctional Service of Canada was to identify both the key
issues facing the Service and CSC's major stakeholders. The next
step in the process was to assess: (1) how well the Correctional
Service was dealing with the 16 key issues identified; and (2)
how well the Service was relating to the stakeholder groups.
Harley then identified strategic communications objectives,
strategic goals and communications tactics to meet the shortfall.

It might not be surprising to find that "CSC senior management
rated CSC as being more effective in addressing the issues while
respondents outside CSC generally gave lower ratings" to the
Correctional Service of Canada in its dealing with key issues.

1
1

These key issues were ranked as follows:
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1.

Drug and substance abuse

2.

Literacy

3.

Integration of inmates into the community

4.

Parole supervision

5.

Treatment of mentally disordered offenders

6.

Program availability

7.

Public confidence in CSC

39

8.

Inmate rights

9.

AIDS

10. Violence in prison
11. Privatization
12. Victims' rights
13. Organization change within CSC
14. Reform of the justice system
15. Overcrowding
16. Sentencing guidelines

The overall assessment by Harley was that communications was
ineffective in addressing these key issues. The one issue that
was deemed to be handled most effectively was the literacy
initiative. This may indicate that an effort was made to develop
a strategic communications plan for the dissemination of
information on the literacy program.

The analysis of each key issue provides a most enlightening
perception of how the Correctional Service of Canada is viewed in
dealing with the 16 subjects under investigation.

There may be

some room to debate the finds as to degree but in the main, the
conclusions reached appear to be valid. One of the most
disturbing observations concerns the degree of public confidence
that the Correctional Service of Canada appears to have
generated. Harley suggests that "CSC's knowledge of public
opinion and public confidence in general appears to be limited."
40
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It would follow that unless the Service takes steps to put in
place an environmental analysis capacity to gauge public opinion
and confidence, this situation will continue.

I
I
I
I
1

I
I
I
I
I
I
I
I
I
I

The stakeholders are divided into six internal and eleven
external groups.

The report rated the Correctional Service of

Canada's (1) management; (2) staff; and (3) the Minister
including the Minister's staff, as being the three most important
stakeholders; the general public and the media were rated as the
second and third least important. Harley assessed the Service as
"communicating somewhat effectively with all major groups, with
the exception of the general public" while communications with
other groups were not as effective as they could be. In some
instances, the relationships with the stakeholder group was
described as "adversarial."

Harley made some allowances for the degree of effectiveness of
the communications program in the Correctional Service of Canada
in that the function was found to be "substantially less
significant than it was two years ago." A management decision to
downsize communications may partially explain why "CSC management
was more satisfied with the effectiveness of communications
efforts that the other groups."
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Harley concluded that the Correctional Service of Canada, given
its "introspective" character, limited resources, lack of
sensitivity, and poorly developed programs and policies was "illequipped" to either identify or manage communications for
emerging issues.

Also, the Correctional Service of Canada was

moving toward a position where "it (would) no longer be able to
manage crises." The Service was viewed by some stakeholders as
being more informational than consultative in communications
initiatives, even where there was a legitimate reason for input
by a stakeholder group.

Harley noted that deficiencies observed by certain stakeholder
groups were not identified by Correctional Service management as
problems.

Management did not accept the fact that the perception

of the stakeholder groups was part of their reality and instead a
self-professed assessment of effectiveness was offered as a
rejoinder to these observations.

Report on the Organization Structure of Communications in the
Correctional Service of Canada
Anne-Marie Sylvestre - December 1987

The Terms of Reference stipulated that Sylvestre was to "analyze
and assess the function, organizational structure and resources
of the Public Affairs Division of the Correctional Service of
Canada (CSC)."

The report, by direction, focused on the National
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Headquarters organization almost to the total exclusion of other
aspects of communications in the Service.

The background to this report was that the promising development
of communications programs in the Correctional Service had been
reversed to such a degree that the Division could no longer
function effectively.

Sylvestre notes that the "Organizational

Review Task Force," October 1985, 27 had reduced the former Branch
to a "support service" through "hasty and drastic cuts.°

Sylvestre noted that the Branch had been seen as having "undue
influence" which prompted the reduction of resources:

In short, fear of seeing communications take on an
exaggerated importance in terms of resources and
operations steered the authors of the Report
(Organizational Review Task Forcel toward a dismantling
of the communications structure. 2 e

The Organizational Review Task Force, according to Sylvestre,
"failed to understand the communications function" 29 and, by
dismembering the Branch, completely eliminated internal

27 Report of the Organizational Review Task Force,
Correctional Service of Canada, October 22, 1985
28 Anne-marie Sylvestre, Report on the Organizational
Structure of Communications in the Correctional Service of
Canada, December 1987, Part II, p. 4
29 Ib1d, p. 6

43

communications.

The reorganized and down-sized Branch would have

difficulty remaining in compliance with government guidelines.

The Sylvestre Report found that communications objectives were
unclear and the Service lacked adequate information on public
opinion and public perceptions. Also she observed that the level
of communications that existed between the National Headquarters
of the Correctional Service and other parts of the Ministry
warranted greater care and attention, especially by the Service.

Sylvestre identified the necessity of establishing a "tone" or
"attitude" at the National Headquarters level which should
permeate all elements of the organization. She identifies a
"need for a more personalized approach that demonstrates the
availability of managers and their interest in the needs of
staff, without getting bogged down in bureaucratic paperwork." 30
The Service should place more emphasis on recognition of staff
achievements which would ultimately be translated into improved
morale and staff/management relations.

' 30 Ibid, Part III, p. 6
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Mission Understanding: A Communications Strategy for the
National Parole Board
John Braithwaite - September 1988

The Communications Strategy, developed and proposed by John
Braithwaite for the National Parole Board has, with the exception
of some specific elements appropriate only to the National Parole
Board, almost equal application to the Correctional Service of
Canada.

It is not surprising that the National Parole Board

Report would have subject matter closely related to the
Correctional Service of Canada since we are dealing with similar
and often overlapping subjects as well as a common clientele.
a result, the Braithwaite report should be seen as an essential
related companion document to the Correctional Service of
Canada's Task Force Report on Communications.

The basic recommendations are included in Appendix D for easy
reference and the proposed initiatives related to an extensive
array of publics and organizations deserves special
consideration.

A number of . recent relevant documents have carried strong
messages calling for a greater coordination of effort and
effective use of resources in order to achieve an informed
public.

•

45

As

i

e
i
1
1

i
t
I
I
1

I
I
I
1

I
I
I

I
I

These include the Government Communications Policy, July 1988,
the Report of the House Standing Committee on Justice and
Solicitor General, August 1988, and the Mission Documents of both
CSC and NPB.

The Mission Documents for both the Correctional Service of Canada
and the National Parole Board cite the successful reintegration
of offenders as a common primary goal.

The Mission Document for the Service goes on to state:

If we are to contribute to the broader goals of the
criminal justice system, the Service must share
knowledge of its operations with its partners and be
receptive and responsive to information provided by
them.31

Subsequently, the Strategic Objectives support the concepts of
sharing and coordination in a communications context. For
example:

Strategic objective 5.3:
To be partners with agencies
within the Ministry in the development of common and
consistent policies.
Strategic objective 5.4:
To foster good relationships
with other components of the criminal justice
system...and to ensure they are consulted in the
development of key policies.

31The Mission Document of the Correctional Service of
Canada, September 15, 1988, Discussion, p. 4
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Strategic Objective 5.7:. To develop and maintain
positive relations with the media and to ensure they
are provided with timely, accurate and meaningful
information on all aspects of our operations.
Strategic Objective 5.8:
To secure and utilize
resources efficiently and effectively in achieving our
objectives.32

These Strategic Objectives, if pursued and attained, will enable
the Service to achieve Strategic Objective 5.6: "To enhance
public understanding and support of the Service."

With all of these pronouncements in mind, a report on
communications for the National Parole Board would seem to have
relevance for a similar endeavour within the Correctional Service
of Canada.

After reviewing fifteen general recommendations and 170
initiatives contained in the report "Mission Understanding," the

i
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conclusion is that this is clearly the case and opportunities for
shared ventures abound.

All fifteen of the general recommendations have relevance to the
CSC and, with some adaptation, are directly applicable in
concept.

,32Ibid, p. 19
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Indeed, recommendations 13, 14 and 15 cannot be implemented
without the direct involvement of the Service.

13.

(c)
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Cooperation - The National Parole Board should
consider closer working relationships with other
communication elements of the Ministry especially the Correctional Service of Canada,
including:
(a)
A pilot project in the Pacific Region of a
single communications unit serving at least
the Correctional Service of Canada and the
National Parole Board, if not the Regional
Consultation Centre;
(b)
A process to enable Citizens' Advisory
Councils to make proposals and
recommendations to the Board; and

A shared communications training program to
ensure greater mutual understanding.

14.

Coordination - The National Parole Board should
play a major role in revitalizing the Ministerial
Communications Committee to comply with government
policy; better used resources and coordinated
effort.

1-5.

Consultation - The National Parole Board should
consider, with other communication elements of the
Ministry, a communications/media advisory council
with representation from Privy Council, other
government departments, private enterprise, the
media and university schools of ournalism,
criminology and administration.3^

In addition, there are six initiatives directly related to the
Correctional Service of Canada as "...the National Parole Board's
paramount partner in the parole process."

33John Braithwaite, "Mission Understanding:
A
Communications Strategy for the National Parole Board," p. 55
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The report to the National Parole Board identified 170 other
initiatives related to the key publics that interact with both
the Board and the Service.

These 170 initiatives were reviewed

and 157 (92%) were deemed to be applicable to the Correctional
Service of Canada.

Moreover, of those that were deemed to be

applicable, 91 (58% of those applicable) were also identified as
lending themselves to joint cooperative action.

The following table provides an overview.

Review of Initiatives Proposed for the National Parole Board

Key Public
Political
Members and staff
Special Public
CSC
National Voluntary
Organizations
Victims
Women
Natives
Judiciary
Police
Educational agencies
Media
General public
Offenders
International
Totals

Total
Possible
Number of
Applicable
Joint
Initiatives Initiatives Initiatives
42
19

40
19

6

6

6

20
5
5
5
3
5
5
21
12
11
11

20
5
5
5
3
5
5
13
11
10
10

3
1
4
4
2
4
3
9
8
7
10

170

157
(92%)

91
(58% of 157

•

21
9

applicable)

49

In Summary

We work with the same offender, we share the saine anxieties and
aspirations, our political leadership comes from the same

Minister. It is difficult, if not impossible, to make
recommendations focusing on the National Parole Board or the
Correctional Service of Canada without having some effect on both
organizations.

Of all the working partners of the Correctional

Service of Canada, the National Parole Board must be considered
the primary partner.

The key publics of both organizations could benefit from greater
information and understanding. To continue an attempt to provide
information and develop effective relationships in a divided,

divisive and unduly bureaucratic fashion may only result in
increased confusion and even antagonism on the part of the paying
public.

Wherever possible, a combined operation or integrated approach is
clearer to the public and more helpful to the Ministry.

Fine

distinctions in the aftermath of tragedy as to whether the

criticism will be directed towards, for example, the Parole
Board's decision or the Service's preparation of the case
material are not appreciated by the public.

To them, it is just

another instances where, "the feds screwed up."

It is far better

for the system, for the offender and for the public to "get our
50

act together" and develop a complete and common response.

As a

result, wherever possible, joint initiatives should be planned
and pursued by both the Service and the Board.

A modest but significant beginning could well be a shared
detailed examination of the recommendations and initiatives
identified in the report, Mission Understanding, and the National
Parole Board Strategic Communications Plan. Out of such a shared
review, there could be developed a coordinated planned program to
coherently and effectively inform the public as to how both
organizations, working together, are indeed protecting society
and helping offenders "make it" in the community.

Such a working model could inspire and encourage other criminal
justice organizations, federal, provincial, municipal and nongovernmental, to join in specific cooperative endeavors, use
pooled resources and begin to project an image of a real system
committed to better serving the offender, the victim and the
public.
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CSC's Relationship with the Secretariat

While, clearly the Service's closest working partner is the
National Parole Board, its relationship with the Ministry
Secretariat is also a close one, in fact vital to the overall
effectiveness of many of the Service's communication endeavors.

The mandate of the Secretariat is to support the Minister. This
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responsibility includes providing advice to the Minister on
agency initiatives, coordinating initiatives that involve more
than one agency, and providing liaison between the Minister's
Office and the agencies. The Secretariat Communications Group
performs these functions in relation to its agency counterparts.

Given these responsibilities, it is clear that if the Service
views the Minister and his staff as primary publics, it must also
view cooperation and overall good relations with the Secretariat
as essential to reaching these policies.

Too often in the past, relationships between the various agencies
and the Secretariat have been characterized by distrust, turf
wars and a general misunderstanding of respective roles and
responsibilities.

Not surprisingly, this resulted in

communication breakdowns, with the right hand out of touch with
what the left hand was doing. The last two years have seen a
significant improvement in the cooperation between CSC and.
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Secretariat communications staff, and it is important that this
progress be continued and built upon, both through formal and
informal channels.

The benefits to the Service of such cooperation are multi-fold:
because of its daily working relationship with the Minister's
Office, the Secretariat represents an invaluable resource to CSC
on Ministerial preferences, priorities and operations; because of
its coordinating and liaison responsibilities, the Secretariat
can help the Service to keep informed of the communications
initiatives in other agencies; at a time of limited financial and
human resources, Secretariat and CSC cooperation on mutual
communications projects such as the Ministry exhibits program is
clearly desirable; and, finally, close cooperation between the
two agencies ensures consistency in communications approaches and
messages, which is essential to a strong Ministry communications
program.

It is in the interests of CSC to pursue these benefits through
the cultivation of an open, cooperative relationship with the
Secretariat Communications Group.
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PUBLIC PERCEPTIONS

"Adequate information is essential in order that the
public..may understand, respond to and influence the
development and implementation of government policies
and programs.
The free flow of information between the government and
the public should be carried out...in a dialogue that
is continuous, open, relevant, understandable and
reliable.34

Public perception is a reality that the Correctional Service of
Canada, as an integral part of the criminal justice system, must
address.

The criminal justice system is complex. Also, the Constitution
Act, including the Canadian Charter of Rights and Freedoms, and
the Access to Information Act, gives rights to offenders that the
public has difficulty understanding.35

The perceived role of the Correctional Service itself seems, at
least superficially, contradictory in the minds of the public,
i.e., "to keep the offender in yet help him to get out."

34Government Communications Policy, Administrative Policy
Manual Chapter 480, July 1988, p.
35For example, the prohibition against disclosing to a
victim the institution in which the offender is serving the
sentence.
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All of these factors increase both the challenge and the
importance of public education.

The public gains most of its

information regarding the criminal justice system in general, and
the Correctional Service of Canada in particular, from the media.
Effective communication becomes all the more important when the
media focus primarily on sensational crime, "failures" of the
system and "bunglings" by the bureaucracy.

It was not surprising then, that the House Standing Committee on
Justice and the Solicitor General reported,

"The criminal justice

system is complex, parts of it sometimes function at odds with
other parts, and it is much misunderstood. In recent years
there has been a decline in public confidence in the system." 36

An effective communications program must be mounted in order to
develop policies and programs that attract broad public support
and participation taking into account the current reality of
public perception.

A number of public opinion surveys have been conducted in recent
years in order to sample public perception of criminal justice
and corrections. The Canadian Sentencing Commission and the

36 David Daubney, M.P., Taking Responsibility
Report of the
Standing Committee on Justice and Solicitor General on its Review
of Sentencing, Conditional Release and Related Aspects of
Corrections, Canadian Government Publishing Centre, August 1988,
P.'
-
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House Standing Committee on Justice and the Solicitor General
found these surveys to be revealing and significant.37

For example, contrary to what those within the criminal justice
system may think, crime and justice are not top priorities or
spontaneous concerns of most Canadians. An Angus Reid poll in
1987 asked Canadians to identify issues of priority. Economic
issues - unemployment (41%), the economy (17%), free trade (11%),
the deficit (10%), tax reform (8%) and political issues, for
example refugees (12%), political scandals (10%), peace (10%),
were mentioned more frequéntly than social service issues,
including criminal justice (5%).

The results of these polls indicate that Canadians' constant
concerns are not about crime or criminal justice. However,
Canadians are likely to agree that crime is an important concern
if their attention is specially drawn to social problems. For
example, the Reid poll showed that in response to an open-ended
question, only 1 of every 20 respondents mentioned capital
punishment as a major concern. However, in the same year, in a
survey conducted by Goldfarb, Canadians ranked the level of crime
at 60 out of 100 on an index of concern.

I
I
I
1

37Much of the material in this section is drawn from the
Review of Canadian Public Opinion on Criminal Justice Issues and
Related Issues, prepared by Linda Goldberg, October, 1987
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While most Canadians may not spontaneously identify crime as a
major concern, they do express concern, even fear, when their
attention is drawn to the topic. The Goldfarb report of 1987
assessed the degree of fear Canadians have about having their
house broken into, walking alone at night or going downtown
alone, during the years 1980-1887 inclusive. The results showed
that over those eight years more Canadians were afraid of having
their house broken into (from 50% to 57%), more were afraid of
walking alone at night (40% to 48%) and more were afraid of going
downtown alone (25% to 35%).

Nevertheless, most Canadians feel relatively safe within their
neighborhoods.

Seventy-seven percent of Canadians believed that

the crime problem in the neighborhood was not serious and even
amongst those who had been victimized, 70% said that crime was
not a serious problem in their neighborhood.

In terms of the kind of criminal justice system most Canadians
want, an Environics poll in 1987 revealed that virtually all
(96%) Canadians believed that it was important to maintain a
"good and fair justice system, regardless of the cost." The same
survey indicated that 75% of Canadians believed that the law
treated the average person fairly and 68% felt that the justice
system treated people with respect.
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Canadians also desire a "sensitive and compassionate" justice
system and more than three-quarters of the respondents noted that
the current system could be improved in these areas.

Significantly, several polls have reported a steady decline of
confidence in criminal justice institutions. This is related to
a public perception that crime was increasing and that the
traditional criminal justice institutions were failing to meet
the objective of crime control.

In a poll conducted for the Canadian Criminal Justice
Association, the Gallup organization found that 57% of Canadians
were dissatisfied with the criminal justice system. However,
these views were not consistent throughout the system. Eightytwo percent were satisfied with the police; 49% were satisfied
with the courts, 44% were satisfied with correctional
institutions but only 29% were satisfied with parole supervision
and the level of satisfaction dropped to 24% in relation to
parole decisions.

Again on the subject of parole, 70% of respondents felt that the
Parole Board released too many offenders on parole.

However, the

majority (68%) of those who felt that too many offenders were
released On parole admitted they were thinking of violent
offenders when responding to the question.
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Over three-quarters of Canadians were in favour of conditional
release for offenders who did not pose a violent threat to the
community.

The saine Gallup poll (1987) indicated that the majority of

Canadians (69%) were in favour of a greater emphasis on
rehabilitation, 20% said it should remain the same and only 5%
thought it should be reduced.

As to correctional goals, 42% felt that the goals should be
protection of the community while punishment of the offender and

rehabilitation of the offender each attracted 22% of respondent
support.

Deterrence received support from 11% and 4% either did

not know or offered some other goal.

Gallup polls in April 1984 and April 1985 specifically asked

Canadians their opinion on the quality of job that the
Correctional Service of Canada was doing in relation to both
inmates and parolees.

In terms of the Service doing at least a

good job, the findings were in excess of 50% in April 1984,
October 1984 and April 1985.

The Service should establish a

baseline response to this question before embarking on new
programs in order that subsequent results could be evaluated
against public perceptions.
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A 1987 survey conducted by Goldfarb indicated that 56% of
Canadians felt that the "prison system" was working well.
However, this had decreased since a 1980 survey in which 61% felt
that the prison system was working well.

Moreover, the 56%

satisfaction rate was well behind that of the RCMP with 91%,
police law enforcement in general with 88% and the court's system
with 73%.

It should also be pointed out that the 56% of

correspondents who felt that the prison system was working
reasonably well placed the prison system 27th on a list of 30
basic institutions in our society. Only welfare and unemployment
insurance were lower on the rating scales with 49% and 55%
satisfaction ratings respectively.

Most Canadians derive these perceptions of criminal justice from
the media. In response to a poll conducted for the Sentencing
Commission, 95% indicated the media as their source of

-

information on criminal justice matters. Television is by far
the most powerful medium for influencing public attitudes (80%),
followed by newspapers (12%), radio (3%) and magazines (2%).

Paradoxically, Canadian attitudes indicate that there is
considerable skepticism in relation to the news media. An
October 1984 Gallup survey found that 57% of respondents did not
think the media was a reliable source of information on prisons
and parole.
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The Sentencing Commission found that 61% of the public felt that
the news media was not providing adequate information about
sentencing.

Other polls have suggested that the media exaggerates issues
(53%) rather than reporting them in an objective, responsible way
(46%) and that negative issues are reported (51%) rather than
positive issues (13%) or balanced views (35%).
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If the media is the primary source of information on the criminal
justice system and if the media is perceived as being less than
objective, then it is not surprising to find that the public
holds disturbing and confused views of the criminal justice
system.

A 1987 Environics poll indicated that 88% of Canadians did not
feel they knew enough about how the criminal justice system
operates.

Eighty-seven percent also said that the justice system

was too complicated for ordinary citizens to understand.

The Sentencing Commission concluded that "the poll results
indicated substantial discrepancies between public knowledge and
reality."
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Summary of the Poll Picture

Canadians seem to suffer from a lack of knowledge regarding the
criminal justice system in general and the Correctional Service
of Canada in particular. Most of their information is obtained
from media sources.

Nevertheless, there is an indication that

these sources are not considered to be entirely reliable or
objective.

In

1984,

Canadians were asked by the Gallup organization, which

of the following sources would be considered most reliable in
reporting on a riot situation; an inmate, a reporter, a staff
member, the warden or a citizen volunteer.

The citizen volunteer

was considered to be the most reliable, followed by the warden.
The reporter was rated as least reliable.

While efforts should be made to improve public understanding,
with specific emphasis on the media as a primary source of
information, initiatives with other groups must also be
undertaken.

The potential contribution of volunteers,

administrators and line staff are significant in this respect.
Media attention will always be drawn to "failures" and no
communications program can rise above the level of operational
practice. * Nevertheless, the negative impact of these "failures"
can be ameliorated by candid statement of the responsible manager
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supported by the objective commentary of volunteers such as CAC
members.

Many of the results of the polls cited were obtained at a time
when the Correctional Service of Canada had a more dynamic
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communications program than in recent years. It is entirely
possible that levels of satisfaction with the performance of the
Service, for example, have eroded both as a result of cut-backs
in the communications program and as a result of several widely
publicized tragedies including those involving Celia Rygrok and
Tema Conter.

Certainly, if CSC is to be more responsive to

public concerns and reflect the public's anxieties in policy and
program development, it must resume public attitude surveys.

If the Service is to achieve the level of public support and
participation required to mount effective programs, including the
provision of community residential facilities and employment and
educational opportunities for those on conditional release, then
a renewed emphasis on effective communication is essential especially in relation to critical incidents generated by
community-based programs.

The Task Force Report on Crisis Management in the Community
focuses on this critical subject and shares many significant
elements in common which this report. The Service should
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consider and implement the communications aspects of both reports
in a timely and coordinated manner.

Government Communications Policy

It is ironic that at the saine time the Correctional Service was
reducing its communications capabilities, the government was
developing a major new assertive and integrated policy on
communications.

Fortunately, for the Correctional Service of

Canada, the new communications policy came into effect in July
1988

and provides clear guidance for the future.

Indeed, it

provides a new emphasis, a new vision.

In the words of one of the architects of this policy:

It is a vision of open, honest, effective government
where public policy and new programs are not conceived
behind closed doors to be sprung on Canadians and
so...like soap powder.
It is a vision of government that cares enough about
Canadians to listen before new policies are developed
and take into account what it hears...

It is a vision of government that consciously organizes
itself to allow for a diversity of views to be brought
forward before these decisions are made.
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It is a vision of government that, once it has made
decisions, particularly tough ones, it organizes itself
to inform Canadians of the reason for the course of
action and does so as part of a planned approach and
with adequate information expressed in a way that is
easy to understand and is relevant to the needs and
concerns of Canadians. 38

The Government Communications Policy proceeds on the premise that
the provision of information is inseparable from the democratic
process. Information is required so that the public may
understand and influence the development of government policies.

The free flow of information between the government and
the public should be carried out...in a dialogue that
is continuous, open, relevant, understandable and
reliable.
Therefore, it is the policy of the government:
- to provide information to the public about its
policies, programs and services that is accurate,
. complete, objective, timely, relevant and
understandable;
- to take into account the concerns and views of the
public in establishing priorities, developing
policies and implementing programs; and
- to ensure that the government is visible, accessible
and answerable to the public that it serves."

In summary, the government is saying that in a democracy, policy
development is not the preserve of a few.

Communications

involves receiving as well as sending messages.

It is the role

of a communications unit to gather information from both the
38 Mary Gusella, Assistant Secretary to the Cabinet
(Communications)

39 Government Communications Policy, Chapter 480,
Administrative Policy Manual, Policy Statement, p. 5
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implementation and ultimately, participation of Canadians in the
ensuing program.

Careful consideration must be given to the unique concerns of
specific groups and regions in Canadian society.

All of this must proceed in a planned manner and those involved
in communications are responsible for providing a sound and
factual analysis of current and anticipated reactions to proposed
policies and programs. In other words, the messenger should
carry the message to planners as a necessary reconnaissance of
new terrain for the main body of program development.

It is.clear that communications is an integral part of
management.

The new policy emphasizes that, while communications

should be everyone's concern, it is administrators, policy
advisors and program managers who are responsible, and ultimately
accountable, for ensuring that communications is considered at
every stage of a project, and that communications measures
undertaken are in keeping with government policy. These measures
include planning, advice, communications operations such as media
relations, and evaluation.

According to the policy,

communications specialists serve a support function in helping
administrators to meet this responsibility.
In short, it is administrators and managers who must ensure that
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communications is an integral part of policy and program
development and execution.

Of particular interest to the Service

is the policy requirement that managers must also strive for
effective media relations, and this way require that they be
prepared to service, in greater measure than in the past, as
spokespersons.

The use of communications personnel as apologists

is not acceptable.

Finally, increased attention will be paid to submitted strategic
and operational communications plans (in September and March
respectively) and ensuing initiatives will subsequently be
evaluated against measurable criteria.

These same basic principles apply to internal communications. In
this regard, supervisory staff should play a more assertive role
in:

(1) reflecting the concerns of line staff; (2) seeking

information from senior management; and (3) ensuring that the
information is communicated to and understood by line staff and
where applicable, to inmates or parolees.

1
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Mission Document

It is fortunate that the timing of the Mission Document coincides
with the government policy on communications.

It is extremely

helpful to the Service that the two documents compliment each
other so very well.

Both are designed to enhance decision-

making, policy development and program implementation.

In

essence, the Mission Document helps explain "what we are, what we
do and how we do it."

There are four major publics that the Correctional Service of
Canada must address. These are staff, inmates, working partners,

both within the Ministry and in the community, the media and the
broader public. The Mission Document addresses each of these.

Staff

Core Value 3 places special emphasis on staff.

"We believe that

our strength and our major resource in achieving our objectives
is our staff and that human relationships are the cornerstone of
our endeavour." Specific strategic objectives reinforcing this
concept from a communications perspective are:
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3.1

To clearly communicate our mission, values and
guiding principles so that each individual can
fully contribute to the realization of our
objectives

3.16

To develop and maintain an effective corporate
communications and consultation strategy. 40

Not to be overlooked in this regard is Strategic Objective 3.8:
"To recognize that line supervisors have a critical role to play
in achieving our mission and objectives and to ensure that they
receive the appropriate training and development."

Inmates

The Mission Document acknowledges that the Service must provide
programs and opportunities to meet the unique needs of the
various types of offenders, to assist them in changing their
behaviour and to enhance their potential for successful
reintegration into the community.

In addition, the Strategic

Objectives call upon the Correctional Service to:

1.1

Ensure that offenders are informed participants
in the correctional process and,

1.2

Ensure that policies and procedures affecting
offenders are communicated in such a way that
they can be understood by offenders and are
readily accessible to them. 41

"The Mission Document of the Correctional Service of
Canada, September 1988, Core Value I, Strategic Objectives
41 Ibid, Core Value 3, Strategic Objectives
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Working Partners

A guiding principle in relation t 9

Value 5 summarizes the

approach to the working partners of the Correctional Service of
Canada. "Our relationships with our colleagues in the Ministry,
other components of the criminal justice system, and other parts
of government will be characterized by openness, honesty and
cooperation."

The supporting Strategic Objectives include:

5.4

To foster good relationships with other
components of the criminal justice system,
including police, and to ensure they are
consulted in the development of key policies.

5.3

To be partners with agencies within the Ministry
in the development of common and consistent
policies and plans for the management of
offenders. 42

From a communications perspective, the Mission Document might
well give greater emphasis to Citizens' Advisory Committees and
other voluntary agencies. Considering the long history and
significant contribution of such organizations, reference to them
in the Mission Document would seem to have been not only
warranted but helpful in developing understanding in support of
the Service, increasing sensitivity to the social and political
environment and achieving an effective, corporate communications
and consultation strategy.

42 Ibid, Core Value 5, Strategic Objectives
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The ensuing communications program should take this seeming
omission into account in the development of future strategies
(unless the Mission Document is revised to give volunteer
organizations deserved recognition).

Strategic objective 4.1, "To seek out and maintain membership and
participation in relevant local, provincial, national and
international organizations," can be of some assistance in
improving relationships with voluntary agencies, but additional
effort will also be required to overcome a perceived slight.

The Public

The Mission Document makes it clear that the Service wishes to
communicate the challenges it faces and its desire to strive for
excellence.

We will constantly strive to demonstrate our
accountability to the public we serve.
We believe that respecting the right of all concerned
individuals to be informed participants in the
correctional process contributes to the quality of the
process and the decisions made.43

Again, and akin to the communications policy, the Service sees
the need to inform and to mobilize the community to ensure that

,43lbid, Discussion and Core Value I, Guiding Principles
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offenders, especially upon conditional release, are provided with
necessary support and assistance.

The Service also commits itself to ensure that appropriate
segments of the public are consulted in the development of the
Service's key policies. Finally, and above all, Strategic
Objective 5.6 summarizes the major challenge, "To enhance public
understanding and support of the Service."

In Retrospect and In Summary

There is much to be done and there is much encouragement to get
on with it.

Readings of Canadians' attitudes and level of

understanding clearly indicate the need.

The Government

Communications Policy requires the effort. The Mission Document
provides the guidance and much of the message. The Report of the
House Standing Committee on Justice and the Solicitor General
gives additional encouragement.

From a Correctional Service of Canada perspective, the
communications effort must be a major coordinated initiative in
which all staff carry out their responsibilities in accordance
with the Mission Document. This is, in turn, dependent on better
communication with staff, inmates, working partners, the media
and the public.

It also means that the communications program
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must enhance and reinforce supportive relationships and seek out
supportive relationships where these do not exist.

There must be an assertive effort to foster alliances, cope with
antagonists and seek new allies. Above all, we must continuously
and consistently seek more awareness and understanding.

I
Even though the ultimate objective may never be fully achieved,
'
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the Service will be better for having reached for it.

SECTION II
CONSULTATION RESULTS

STAFF

The Correctional Service of Canada should place a high priority
on improving its internal communications program. The "external"
thrust is not less important but a persuasive argument could be
made that until internal problems are addressed, the external
concerns cannot completely be resolved.

In fact, it would appear

that the existence of internal communications problems may well
be the primary cause of the sometimes unwanted external attention
being paid to the Correctional Service of Canada.

Uninformed,

disgruntled or disaffected staff may generate attention unwanted
by a kute and uncommunicative management.

A quote from "Exercise Understanding" makes the point concerning
"internal" communications very cogently:

It is basic to have a well informed staff. Disgruntled
and badly informed staff members are prone to be
sources of damaging reports in the media. Discontent
and poor morale are more often the causes of disloyalty
then maliciousness. Media chain reactions to such
reported dissatisfaction weaken public appreciation of
the vital work of CCS in Canadian society. 44

44 Exercise Understanding,

pp. 2-3
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Testimony to this decade old statement is evident in 1988.

The

conditions alluded to are not endemic but they are present in
sufficient degrees to warrant immediate and thoughtful attention.
However, the Correctional Service of Canada has within its ranks
the answers to the challenges identified as a high percentage of
the staff are loyal, committed and ask only for the opportunity
to be part of the solution.

This Task Force believes that even in the short term, the process
may be as valuable as the product. A report, policy or program
will have a greater possibility of success if management has
fostered staff ownership in its development.

The militaristic

approach to getting the troops in line would appear, at this time
in our history, to be less effective than allowing staff to
develop an investment in the product.

Regardless of the

approach, it has been duly and often noted that the walls around
our installations have become porous and our community operations
exposed enabling an aggressive media to exploit disaffected
individuals if it wishes.

The members of this 1988 Task Force on Communications would not
presume to develop a scientific treatise on the causal connection
between management concepts that are invariably associated with
healthy oPerations - morale, pride, communications, commitment,
clear policies and sound direction - but there is a notable lack
of these desirable attributes in troubled organizations.
75

The

Correctional Service of Canada should aspire to a position among
the well-managed and efficient organizations and must be
perceived as having done so by its many observers.

Plumptre, in his book "Beyond the Bottom Line," states:

Many employees seem to relate to their organizations
through a sort of unwritten contract which states, "I'm
prepared to work hard for you, if you treat me as if I
am valued, as if my work is valued, and if I can take
pride in this organization's performance and
leadership." It is a relationship of mutual support.
The impact upon morale of such problems as...lack of
vision, indecision, lack of clarity on matters of
policy, failure to provide consistent backing to
programs considered valuable by the employee, or
political expediency cannot be overlooked. Everything
in organizations is connected to everything else. 45

Plumptre concludes that the government has had less success in
fostering the foregoing than has the private sector.

Also, given

the findings of a recent study conducted by David Zussman and Jak
Jabes 46 on managerial attitudes in government and referred to by
Plumptre, the problem is compounded by the distance between the
employee and the Deputy Minister.

The further the employee is

from the Deputy Minister in the chain of command, the less likely

45 Timothy W. Plumptre, Beyond the Bottom Line: Management
in Government, The Institute for Research on Public Policy, Nova
Scotia, 1988, p. 336

"David Zussman and Jak jabes, Survey of Managerial
Attitudes: Preliminary Findings, Institute for Research on
Public Policy Working Paper, Ottawa, 1987 as cited by Timothy W.
Plumptre
76

I
I
I
I
I
^
1

I
I
I
I
I
I

he will be to identify with the "perceptions or assessments" of
senior management.

The respondents to our Task Force and to prior Gallup surveys
indicated that staff feel the provision of information is a top
priority.

Further, the lack of information is seen to result

from blockages in authorized communication channels. The blocks
identified by our respondents were, not necessarily in order of
priority, lack of relevant information, missing or malfunctioning
methods of communications and lack of timely information. The
dilemma for management, therefore, is one of how to get relevant,
recent information to appropriate individuals or organizations in
an understandable format.

Plumptre noted that the "most positive attitude to the job, a
stronger sense of identity with and commitment to organizational
goals and a greater appreciation for the leadership of the person
at the top" was not present in government middle management to
the extent that it was present in the private sector. It need
hardly be elaborated upon that if the vision at the top is not
present at lower levels, the goals of the organization may be

I
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very difficult indeed to achieve.

Plumptre, in referring to the Zussman and Jabés study and the
differences between senior and middle government managers noted:
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The difference is so pronounced that the authors
concluded that managers four or five levels down from
the Deputy Minister simply do not share the same
perceptions or assessments of current management
environment as do their more senior associates. The
data suggests that they belong to what the authors call
"a separate management culture." Of those at the top,
in close contact with the Deputy and the Minister,
between 80 and 90 percent usually indicated that they
felt committed, part of the action, and generally
pleased with their situation.
However, the pattern
changed very noticeably at middle management level;
often as few as 50 percent of subordinate mana ers
responded positively, and sometimes even less.^7

The morale question seems to relate closely to the perceptions of
"leadership" and "the degree to which employees felt that they
were personally valued by the organization." The situation

I

apparently was more pronounced in line departments than central
agencies.
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The question of loyalty goes right to the heart of some of the
observations made by the respondents during the course of the
Task Force work. It seemed that where loyalty had once existed,
it had been replaced by cynicism, skepticism or worse. And in
some instances, it appeared as though loyalty to the organization
or its goals had received such a low management priority that the
concept had not been instilled in junior employees and loyalty

I
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remained only in pockets or as a vestigial concept among long
term emplQyees.

...

•47Timothy W. Plumptre, p. 329
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In an article by William B. Werther, Jr. entitled "Loyalty:

The

Extra Efforts and Drive That Makes Organizations Great" 48 the
author contends that "greater loyalty means greater commitment."
He notes that "the can-do spirit, usually prevalent among
executives, seems to be missing when it comes to instilling
loyalty.

One explanation of this paradox might be that loyalty

is perceived to be important but not important enough to merit
action. 49

Werther concludes that the development of loyalty cannot be

delegated and:

If building loyalty is not a high priority, it should
not be a priority at all...Token efforts merely
highlight the limited loyalty found in most
professionally managed organizations. Inaction does
less harm than some limited, albeit well-intentioned,
action. Efforts aimed at building (or re-building)
loyalty must penetrate each layer of the loyalty
issue. n 0

The position put forward by Werther and others suggests strongly
that if management wishes to succeed, then the questions of
loyalty, trust and perceptions must be addressed in some
considerable detail.

The commitment to these essential and basic

48 William B. Werther, Jr., Loyalty:
The Extra Efforts and
Drive That Makes Organizations Great, Inside Guide, Fall 1988,
Volume 2, Number 4, p. 32-38
49 Ib1d,

p. 32

"Ibid, p. 32
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qualities must be communicated both in intent and content. To do
so, the various qualities associated with an effective
communications program must be developed.

The question of "perceptions and assessments" was addressed in
the regional seminars conducted in the preparation of the
Government Communications Policy.

When the concept of "perception is reality" was addressed, the
following very firm position as to its meaning was taken:

It means that, for any of our government institutions
or programs or services that seek to address people's
needs or wants, how we are seen by the public is
identical for all practical purposes with what we are.
We are in the public eye. We are known, we have a
public image, formed from the sum total of our
transactions with the public and the impression
generated by the ever-present communications media.
Perceptions matter.
They affect directly what you can
accomplish as a manager in your dealings with the
public.
They can make your life either easier or
harder.
Perceptions matter to the morale and selfconfidence of your staff, the status of your department
and the standing of your Ministry.51

1
Plumptre has noted a definite link between morale and
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communications in his book. Communication affects morale and
penetrate.9 to those levels that often can have a critical outcome
on our operations:

51Reaional Seminars - Notes, The Importance of Public
Perceptions, p. 1
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"Employees who are largely unaware of the reasons for a
decision - all too often this includes all employees
not directly involved in top management - will seek
their own logic for the actions taken by the
institution. For where the lack of communication is
not rectified, I have known staff to weave a fabric of
half truths and misconceptions that jaundices their
entire view of the organization's goals and of the
abilities of senior officials." 52

Plumptre notes further that, while "communications are not a
frill," it has been his observation that in government they
receive a low priority.

The net result is that no one views the

function of internal communications as their particular
responsibility and therefore, it becomes no one's responsibility,

or, the designated communications specialists are so busy with
external communications that internal staff communications are
left unattended.

As a result, employees are the last to find out the
department's intention. The main channel used to
convey important information to staff is that
problematic and unreliable vehicle, the office
grapevine. This situation contributes to the feeling
that employees are of no great importance to the
department. 53

Plumptre's observations are applicable to Correctional Service of

Canada. Our findings indicate that while there have been
channels that could transmit relevant information on a timely
basis, thse mechanisms often malfunctioned and/or conveyed
52 Timothy Plumptre, p. 395
• 53

Ibid, p. 395
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information on a sporadic basis.
In relation to in-house organs, the Task Force did not find a
consensus as to the most appropriate vehicle for the conveyance
of the most relevant material to the most receptive audience. In
other words, it was not possible to use a single vehicle for all
audiences and all messages.

In relation to the organization's role in publishing, Plumptre
notes:

"The goal in employee communications should not just be
to disseminate social information (the focus of many
employee newsletters), but to facilitate a two-way flow
of information on matters of significance in the
organization. The department should strive to keep
staff posted on plans and on developments likely to
affect their work before changes are instituted, and to
build some sense of community. Good employee
communications require a focus of accountability, as
well as an awareness that this is an ongoing, not a
sporadic function. 54

The major thrust of any communications policy or program must be
in relation to the day to day operation of our installations.
However, times of crisis, whether in an institution or community
setting, test the organization's resolve to adhere to an open and
responsive program.

54 Ibid, pp. 395-396
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The true defence against media bias or
misrepresentation lies in keeping the public and staff
as well informed as possible about normal circumstances
and the nature of the work of the individual and the
role of the institution. This is the counter-balance
that helps keep the public in a position to properly
assess the significance of a reported incident or
happening.
When adverse and critical public exposure happens, it
has an effect on individuals who are directly related
to it. A negative press report heightens general
impressions of an unfavorable nature among the public.
It has a shattering effect on staff if they are
uncertain of their roles, ill informed about their work
or suffering from poor morale.55

1

1

The Correctional Service has often been characterized as having a
"traditional insularity" or a"seige mentality." This depiction
is not limited to outside observers. The observation, however,
which seems to be the most constant and the most destructive is
that there is a screening out or blocking of essential
information within the organizational hierarchy, particularly at
the supervisory level.
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Rumours and misinformation fill the void

and frustrate both the staff and the goals of the Service.

The fact that "communications is a management function," as
defined in the Government Communications Policy, does not mean it
is a management monopoly nor does it absolve line staff of all
responsibility in this essential area. Effective communications
is a two-way process and management cannot address problems of
which they are unaware. The key to the staff management

,55Exercise Understanding, p. 29
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communications might well be "communicate unto others as you
would have them communicate unto you."

A number of observations that have been made by respondents begin
at the beginning, namely recruitment and the "principal
entrance." It is desirable, when recruiting, to assess the
communications skills of the applicants.

As soon as new recruits

are inducted into the Service, they must be made aware of and be
held accountable for the methods that they employ in all forms of
communications.

Each individual staff member must understand

that "communications" encompasses the whole "package" demeanour, deportment, dress, as well as written and verbal
communications. This responsibility commences on the first day
of employment and continues through each working day and even in
off duty activities.

The staff selection process, appropriate

training and thoughtful performance appraisals will also enhance
the general quality of communications.

Appropriately planned

careers rather than haphazard acting assignments, will not only
enhance the general quality of communications but will also
eliminate the blockages that are inevitably associated with
interminable acting assignments.

Observations made during our work indicates that sins of
communications may often be the sins of omission rather than
commission.

There appears to exist at least an expressed

willingness to enhance the process but resources and results fall
84

short of the target, leaving created expectations unsatisfied. A
caring employer must, by any description,

be one who is capable

of both listening and hearing. In order to demonstrate that

I
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hearing has taken place,

some response must be made.

It is not always necessary to develop elaborate new mechanisms
since we may need only to rework existing forums, publications or
meetings which can be revised, refocused or made less structured.

I

The entire area of meetings, conferences and workshops should be
reviewed to determine purpose, scheduling, content and

I
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contingencies for those unable to participate, i.e., pre-shift
briefings.

The concern expressed was not that everyone had to

attend all forums but rather that the Service should be sensitive
to the desires of staff to at least have the capability of
accessing relevant information.

It was also acknowledged,

however, that regardless of how much effort was exerted by
management, the level of success would still be directly related
to the amount of interest one demonstrated in one's career.

I
A recommendation that would address a number of the foregoing
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I

observations would be the establishment of regional
communications committees composed of representatives from the
various installations and offices.

These committees would be

invaluable in assisting with the organization of Speaker's
Bureaus, exhibits, articles and the basic but essential feedback

I

on the health of communications in their respective areas.
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A number of suggestions, in the larger sense of communications,
were put forward to help the staff help themselves and the
Service to achieve personal and corporate goals. It was
suggested that:
- all staff receive formal orientation;
- less militaristic dress be adopted;

- a form of accreditation be adopted to ensure accountability,
promote understanding and provide recognition;
- a strategic plan be developed to inform staff about the Mission
document;
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- the visibility of managers and supervisors be increased;
- the content of national training curricula be examined to
ensure that they are current and appropriate; and
- the "suggestion box" system be carefully evaluated.

The Correctional Service of Canada has in its employ a qualified
and experienced cadre of professional people. A representative
specialist on security, education, social work, psychology and
forensic medicine, to mention .a few, could be identified in
almost any region. It is, therefore, recommended that the
Service promote and encourage their attendance as speakers at
professional conferences and also encourage staff to publish
articles in both professional publications and in-house organs.
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A number of very specific observations were put forward by
respondents in relation to policy, program and organizational
change and development.

The observations, although basic and

apparently understood by almost everyone, often appeared to be
ignored. Essentially, an adequate amount of time should be
allotted for consultation prior to a.proposed change; impact
studies and pilot projects should also be considered where
appropriate.

The development, adoption or even updating in any

given situation will necessitate both inter and intra-divisional
training or familiarization.

An evaluation component should

always be included where any change or development is
implemented.

The relationship between management and staff organizations has
been the subject of both support and criticism. The quality of
communications seems to be subject to wide swings depending on
the players, the subject of consultation or other topics
concurrently under discussion in different forums, i.e., contract
negotiations. It is essential that information be freely
exchanged in the spirit of problem solving to the limit that
confidentiality or related considerations allow.

The guiding

rule should be to encourage the maximum amount of input into
problem solving rather than restricting the flow of vital
communications in the interests of territorial protection.
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There is a consensus that a positive union-management
relationship must exist if corporate goals are to be realized but
it also was accepted that the separate and often concurrently
competing goals of the respective parties tended to undermine the
communications process. In keeping with the maxim that
"communications is a management responsibility," it was
recommended that both management and staff organizations
recognize and accept that there are times when neither the
Service, the staff nor any of the other CSC audiences are well
served solely through the consultation process. The Correctional
Service of Canada must, therefore, ensure that at those times
when consultation is likely to suffer, i.e., collective
bargaining, other methods of communications are in place and
functioning.

A high value was placed on the development of a career service
based on extensive experience which would invariably produce
greater empathy amongst the management cadre.

However, in lieu

of real experience, a familiarization tour of duty would enhance
understanding and facilitate the communications process.

There were a number of comments and suggestions concerning the
Service's image.

While it was universally accepted that it was

desirable . to improve the image of the Service, the proposed means

were often neither precise nor specific. It was evident that
everyone wanted to be perceived at least correctly if not in a
88

more favorable manner, but the assigned responsibility for

correcting the situation varied with the respondent.

The image

of the Service and its members certainly transmits a clear signal

that cannot be positively coloured through high-powered public
relations alone.

It was held in some quarters at least, that a positive image
would not be achieved until the internal health of the
organization had improved. Organizational health would evolve
from management's demonstrated pride in employees and recognition
of their worth which would be reciprocated by a justifiable pride
in the Service by the staff.

It was, of course, recommended that

the Service take the first step and the employees will respond

appropriately and in kind.

The constant theme that the Service did not communicate well

internally certainly had one exception - the smaller units.
Understandably, within smaller units, the leadership is not far
removed from all members of the working team which should
encourage communications. The observation, however, tended to

transcend the bounds of the organization of the Service in that
local communications between CSC and its community were generally

working quite well.

It was felt that the further one got from

local transmissions, the more likely it was that the message

became confused.

The observation, therefore, is that where
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possible, the local unit should communicate directly with its
clientele and community.

The problems identified with communications by the small units
appeared to be twofold: (1) the messages received through
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internal channels to local units were not understandable or
understood; and (2) the messages conveyed to the outside from
different levels in the organization were inconsistent. The
observation was to ensure that the message content was
comprehensible and the practice should be to honour established
channels.

The likelihood of confused messages increased

dramatically as end-run methods of transmission were accepted or
encouraged.

It is xecommended that all job titles be reviewed to ensure that
the title conveys a"description" of the work performed. The
titles might be consistent with titles utilized in other
Correctional Services to assist in conveying a single image as
might be the case with police forces.

OFFENDERS

The raison d'être of the Correctional Service of Canada is to
deal with sentenced offenders, be they incarcerated or on
conditional release.

I

It is axiomatic that in order to relate to

offenders, it is also necessary to be able to communicate clearly
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and precisely with them.

The findings of this Task Force and the

information contained in the Braithwaite report to the National
Parole Board suggest that there is considerable room for
improvement despite the energy and resources that are directed to
this end.

The vast majority of communications with offenders occurs at the
line level on a one to one basis.

The skills of the staff

involved and the efficacy of the programs will determine the
success of the communication. The policy supporting the program
must also be clearly understood by the staff or the "message"
will be unclear and confusing.

The society or the culture within which the offender lives and
survives has its own channels of communication which are often
dependable but the messages may be inaccurate.

The grapevine may

never entirely be replaced but its destructive capacity can be
neutralized by sound principles and methods of communications.

A prime method, but certainly not the only method, of dealing
with institutionalized offenders is the Inmate Committee
structure. An Inmate Committee that truly represents the inmate
population, should function without fear of reprisal when engaged
in legitiMate activities. However, it has been noted that
Committees may pursue individual or group interests that are not
necessarily priorities of the general or specific populations,
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therefore, other channels for inmate communications must be
established.

One offender respondent suggested that the Service consider
bulletins and general assemblies to ensure that essential
information istransmitted without the risk of editing or
editorial comment by groups with vested interests.
Administrators will certainly observe that the general assembly
has certain inherent risks and limitations but for a specific
reason, in a particular setting, assemblies could be employed
effectively.

Unit meetings probably offer the most reliable and regular form
of general communication available with the inmate population.
It is,. however, essential that the staff be correctly informed
and briefed on all policies, procedures or other transmissions
that are required for effective institutional operations. Poorly
understood or incorrectly communicated messages to different
groups within the population will serve to heighten rather than

I
I

relieve tension.

In a more general form of communications, the Service should
continue to support and encourage a dialogue with the public. An
active relationship with the host community will generally assist

I

in dispelling some of the stereotypes that may be held by a
poorly informed public. In addition to the public gaining access
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to the institution, it is recommended that the Service actively
pursue programs which allow eligible inmates to participate in
recreational, religious, charitable and work opportunities in the
community.

The Service should also explore the possibility of developing an

inmate speaker's bureau.

It is recommended that caution and

consultation be the guiding principles in the selection of
speakers, topics and audiences.

The Service must pursue a policy of providing media access to

inmates.

The uncensored access policy, by its very existence,

communicates a positive message to all interested parties. The
media generally will be able to develop channels of access where

they feel they have a lead regardless of Service policy.

As they

have shown little interest in pursuing costly and time consuming

stories that have little substance after the initiator of the
story has been interviewed, we gain credibility by providing easy
initial access. The media access decision has been a win-win

policy.

"Working partners" are discussed separately in another section of
this Task Force report.

However, it is recommended that the

Service rèview, with individual "working partners" and with

concerned inmates, means presently in place for communicating
with offenders.

This review should include consideration of
93

communications with the family, friends or other parties
interested in the welfare of the offender.

The relationship that

is established with any individual concerned with an offender not
only affects the offender's existence but can adversely reflect
upon the image of the Service. A lack of civility to a visitor
or a less than courteous response to a telephone enquiry
contributes to the negative stereotype that exists in the
folklore surrounding corrections.

The following observations more specifically identify measures to
clarify and confirm internal communications with inmates in
institutions:

(a) The Correctional Supervisor/Unit Manager on shift should
attend the Inmate Committee meetings and then brief the

operational staff.

(b) The Inmate Committee should then meet with the inmate unit
representative who would communicate via the unit meetings
to the unit inmates.

(c) Staff should attend the unit meeting with the inmate and
unit representative.
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That portion of the Braithwaite report to the National Parole
Board focusing on offenders should be read in conjunction with
this section as the initiatives may relate directly to CSC,
particularly in relation to the activities of the community arm
of the Correctional Service of Canada

THE MEDIA

Within the Correctional Service of Canada, the media is still too
often regarded as the enemy. Correctional Service staff perceive
the media as troublesome, threatening, manipulative, devious,
opinionated, inaccurate and interested only in the sensational
and provocative side of corrections. This perception is equalled
only by the media which views the Service as evasive,
unresponsive, misleading, contradictory, stalling, passing the
buck and, basically, in hiding. While the media may not be
without its faults, it is nonetheless a vital means for
communicating with the general public. The media has many more
cannon in its communication arsenal. The Service cannot hope to
prevail in any public opinion controversy. As indicated in the
report, Exercise Understanding, by Harry Boyle et. al. (1978),
"Like it or not, the Service must adapt to the media - the
reverse is not about to happen." The Service will have to
understand and accept how the media works, and to develop a
continual constructive relationship, if it is to regain
credibility.
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Generally speaking, the media's perception of the Correctional
Service and how the Service manages its relations with them, is
not much different from how they regard all government
information shops.

As one senior news editor put it:

"most of

them deal in gobbledy gook; their objective seems to be
disinformation and most administrators use their media relations
staff to get reporters off their backs and cool them off. Most
are flacks, they recite, they don't inform."

Some editors were

outraged at recent events where they were given little if any
cooperation and strongly condemned the "brush off" they were
given when chasing a story.

While most reports, editors and senior newsmen see the need for
media relations staff and designated spokespersons, they are all
too often viewed as being uninformed or illinformed, protective
flacks who do not seem to realize that their mandate is to
respond. There is recognition that the Service has a real need
for good media relations staff who are reliable contacts, who are
known to and know the media and can provide basic information
relative to the Correctional Service.

Nevertheless, virtually

all the media prefer direct contact with the line manager,
whether the Warden, District Director, Deputy Commissioner or the
Commissioner.
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Bad News Travels Fast

The media is a highly competitive industry with access to vast,
sophisticated distribution networks involving television, radio
and print services. It moves fast. Very fast. Events can be
reported so swiftly and relayed across the country so quickly,
even staff who are affected by the event may not be fully aware
of developments.

This places significant pressure on the

Service's response capability.

A media call at the height of a

major incident which is making national coverage, cannot be
brought forward until some future date when the Service is in "a
better position to respond." At the same time, the Service has
to avoid hasty responses which are misleading, erroneous,
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inadvertant contradictions or perceived as misinformation.

While

the er-ror may be transmitted swiftly, any subsequent correction
may require considerable time to emerge.

To anticipate this reality and to avoid pitfalls, it is
imperative that the Service have a well developed plan for
responding to day-to-day media inquiries as well as detailed
contingency plans for handling crises. Thismeas that
communications staff must be well informed on current issues and
development within the Correctional Service of Canada. While
that may seem obvious, communications has too often been called

I
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on at the last minute to placate a seemingly hostile'media,
presumably with smooth and soothing words.
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"What we don't tell them, won't hurt us"

Staff and management of the Service who have been "burned" by the
media have a tendency to believe it is better to avoid the media

altogether.

This is the view that "no matter what we say to the

media, we will be misquoted and the story will come out wrong."
The fact of the matter is that the Correctional Service is

usually only one source available to the media.

There are and

there will continue to be many others.

In the Correctional Service of Canada, alternative sources can be

inmates, staff members, private agency staff, inmates' families
and friends, staff from other correctional jurisdictions,
consultants, university professors, and many others.

Media

reports conveyed in this manner can generate suspicion and leave

damaging impressions through carefully crafted speculation. When
a Correctional Service spokesperson is invited to give an
official response to a news story, but declines, the story will

still be printed and the report will still be aired, but without
the benefit of an official response.

Wardens and Directors of Parole should perceive the media as
neither friends nor enemies but as professionals doing their job.
Our job is to cooperate but ensure the Service has an opportunity

to explain its position.

Negative news cannot be stôpped.

may be defused or partially deflected. It can be placed in
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perspective.

But even this cannot be done if the Service hides

its head in the sand.

Many reporters already feel that the Service is evasive and
defensive.

Rightly or wrongly, they feel they must attack the

Service to arrive at "The Truth." It is impossible for the
Service to improve its relations with the media, if, during its
most critical moments, the official response is "no comment." If
the Service has hade a mistake, ADMIT IT. We are not perfect and
we function in a very imperfect environment. How we respond in
difficult situations will add immeasurably to our credibility
when the Service wants the media's attention in promoting a more
positive story.

It will take time. One reporter observed that

"it is necessary to take a long range view. By being open, you
develop goodwill and trust which will serve the organization well
in the future."

The Public's Right to Know

Nearly all reports and news editors consulted in the course of
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this study, expressed enthusiasm for doing "positive" articles or
success stories about Corrections.

One news editor expressed

great interest in pursuing a story on "A day in the life of an
inmate," and would be prepared to send a camera crew and a
reporter to an institution for a full day's filming for such a
feature.

Other news editors and television producers were eager
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to update their library with stock footage of institutions.

All

would like to know more about the Service and what goes on
behind the walls.

The challenge for the Service is to learn more

about the media's interests and provide opportunities for human
interest stories and positive feature articles on various aspects
of CSC operations.

One reporter noted that the story itself is

neither positive or negative, "most so-called negative stories
arise directly out of operational developments. There is no such
thing as a good or a bad story, only whether or not a story
represents the truth."

The media itself will become more demanding. They will have
little patience or sympathy for arbitrary recourse to privacy
considerations or secrecy to ensure the security of the
institution. Most major media outlets are fully aware of the
Privacy Act and the Access to Information Act.

They are also

very familiar with the Charter of Rights and will quickly
challenge an arbitrary decision of the Service which denies them
access. Senior news editors and reporters generally feel that
the rights of free speech, free association and access to
information should prevail.

One senior news editor indicated

that he would even resort to "guerilla" tactics, (i.e.,
infiltration), in order to obtain information.

Although this may

have been *bravado, it does underline the media's strong belief in
the public's right to know and is indicative of the competitive
nature of the industry. Newspapers depend on circulation.
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Television and radio count on ratings. Editors push reporters
for exclusives or to uncover any new angle to a story.

The

stories will be printed and aired with or without the Service's
response. Such is the reality of the media in today's world.

An Assertive Approach

The new Government Communications Policy urges departments and
agencies to "take an assertive approach to communications,
particularly with respect to media relations." This means being
assertive in establishing a constructive working relationship and
a mutual understanding. It means seeking out opportunities which
will promote a more balanced perception of what Corrections is
all about.

It may also mean providing the media with "witnesses"

who can attest to the Service's positive endeavors. 'This
includes offenders (both inmates and parolees), opinion makers,
representatives of voluntary agencies, Citizens' Advisory
Committee members and outside experts. This is not to suggest
that critics will suddenly become advocates for specific
initiatives.

That would be unrealistic if not naive.

But a

better understanding of the Service's objectives or intentions
and an appreciation of the Service's capabilities or limitations
may generate significant long-term support and mutual commitment.
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With the advent of the Mission Document, the Service will be
providing the media and other observers with a means to
continually assess performance.

A yardstick for both acrimony

and accolades, the Mission Document will create both critics and
supporters. The critics will quickly identify themselves.

The

Service should identify the supporters and enlist them to

"testify" in the court of public opinion.

Media relation staff as well as line managers should also make
more time to meet personally with reporters and news editors.

Many media people claimed they do not know or have never
personally met senior managers of the Service.

They expressed a

desire to meet more frequently, on an informal basis, with senior
personnel in the regions. Such meetings can be an effective

means of enhancing the media's understanding of the Service and
The Service's understanding of the media.

The Commissioner and senior staff should schedule meetings with
the editorial boards of major newspapers as well as television
and radio networks to promote understanding of CSC and its
mission. As well, the Service should establish a media advisory

committee to assist the Communications Branch and the
Commissioner in developing and determining media relations
policies and practices.

Media officials will be supportive and

cooperative if the Service recognizes their legitimate need for
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information and does not resort to stall tactics simply to avoid
embarrassment.

Media Relations in a Crisis

In the field of Corrections, crises seem almost inevitable,
whether in the community or in the institution. When an incident
occurs, the media will learn of it no matter how much the Service
may try to control information. When one media outlet learns of
it, others will quickly follow. The flock to the scene of an
incident in large numbers if it appears the incident is
particularly serious and likely to last some time. The media
publish and report everything they learn about the incident from
whatever sources are available.

A serious incident involving a

life an death situation captures the headlines and stays there
until it is resolved. Persistent reporting on the aftermath and
how the Service is dealing with the situation follows.
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Different media on the scene make different demands to meet their
needs.

Radio is the fastest medium and demands regular updates.

Print reporters, not able to compete with the speed of electronic
media, search out greater background material. They also search
for an exclusive.

Television news personnel want visuals to

support their reports and try to get as close to the incident as
possible.

All report what they hear, what they see,'what they
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remotely connected to the incident.

This puts tremendous pressure on the Service and the Solicitor
General because news reports prompt aggressive questions in the
House of Commons.

Unless there is an adequate and responsive

system by the Service to manage the media and respond to this
crisis, the demands for something to report can lead to the
dissemination of rumours and speculation. There must be a
carefully worked-out plan for managing situations. It must
involve a coordinated effort by communications staff at National
Headquarters, Regional Headquarters and the institutions or
District Offices.

It will require communications staff that have

a good understanding of how the media works, a thorough
familiarity with the Service and a sensitivity for the needs of
the Minister.

Although the public has a right to know, the

Minister has a right to know FIRST.

When a serious incident occurs, or a critic of the Service issues
a condemning statement which gains public attention, the kneejerk reaction has been to demand that communications staff be
more "positive." This is unrealistic. No one or no thing can
make a tragic incident go away or look good. Trying to create a
diversionary tactic or releasing "good news" during or after a
serious incident will not make the Service look bettér. No
matter how many positive stories are written about the Service,
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they will not overshadow the death of a staff member, an inmate
or a private citizen.

Being proactive or assertive in media

relations is an important element in a solid communications
program.

It is not a panacea.

Most vital to the success of building a credible communications
program is fostering an attitude of openness, responsiveness and
sensitivity.

A serious and tragic incident very quickly places

the Service in the headlines.
can be intense.
seeks.

The spotlight of public scrutiny

It is not the sort of attention the Service

But how the Service responds to that sort of attention

and public scrutiny will ultimately have major impact upon the
public's confidence in how the Service manages its operations.
It will also significantly influence the credibility of the
Service in the eyes of the media.

The media should not be seen to be working against us - nor is it
realistic to assume they should work for us. However, we can
aspire to having them work with us in a more professional
relationship based on mutual understanding and respect.
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WORKING PARTNERS

"Working partners" can be defined as those individuals and
organizations with whom the Correctional Service of Canada has an
inter-relationship and that provide assistance and support to the
Service in carrying out its mission. To do so, working partners
must understand the Correctional Service, contribute to the
development of Correctional service initiatives and,
subsequently, support these initiatives.

On the other hand, the

Service needs to develop better understanding, sensitivity and
cooperation with working partners, must be more conscious of
their needs and must consider them and their needs, in both
actions and utterances.

One of-the major findings of our consultation was that the
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Correctional Service should focus on five basic publics: staff,
working partners, the media and the general public, and
offenders.

Next to staff, working partners should be given the

utmost consideration in implementing a revitalized communications
program.

Working partners have a close and vital relationship

with the Correctional Service of Canada. They include the
Minister and Minister's staff, Members of the House and Senate,
the Standing Committee on Justice and the Solicitor General, the
Privy Council, the Treasury Board, other departments and
ministries, (e.g., Supply and Service, the Ministry Secretariat
and other agencies within the Ministry, especially the National
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Parole Board), non-governmental organizations with an interest
in, or providing direct service to, the criminal justice system
and emerging groups focused on specific issues or endeavors of
concern to the Correctional Service or which the Service embraces
such as the Federation of Canadian Municipalities, environmental
groups, women's organizations and ethnic groups. It also
includes groups that have developed as a result of a concern or
crisis and are seeking to better understand and work with the
Service - for example, the Eglinton and Yonge Ratepayers
Association.

Regardless of their origin and role, all working partners are
deserving of greater attention and consideration in developing
and implementing policies and programs. "Positioning" or
defining and establishing central ideas and ideals of the
Correctional Service of Canada is essential to an effective
communications program.

Positioning is the development of

perceptions that spring to mind when key individuals or groups
think of the Service.

The Mission Document expresses the role, principles, core values
and strategic objectives of the organization.

In more succinct

terms, the basic minimal image that should be generated by the
words, "Correctional Service of Canada" might well be:
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The Correctional Service of Canada is carrying out an
essential duty on behalf of all Canadians; that duty
involves "actively encouraging and assisting offenders
to become law-abiding citizens while exercising
reasonable, safe, secure and humane control;" this duty
is discharged in a responsible, fair and humane
manner; and the Correctional Service of Canada can
benefit from and welcomes the suggestions, support and
participation of responsible citizens and
organizations.

This theme should be emphasized, communicated to working
partners, reinforced and reflected in practice and, ultimately,
incorporated in their perception of the Service.
achievement is an essential objective.

Such an

After all, of those

organizations closest to us, working with us, do not understand
us, how can we hope to effect more cohesive and productive
relationships and how can we ever hope to achieve broader public
understanding and support?

The consultation process identified concerns regarding
relationships and communications with working partners. Lack of
information, misinformation and even confusion exist within the
ranks of working partners. Working partners should be given a
greater focus in a revitalized communications program.
Management commitment to such a program must be reflected in the
provision of adequate resources to a more assertive
communications program.
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The Service has, in many instances, failed to understand and act
upon the needs of working partners. When discussions have
occurred, the process has been labeled "consultation" when really
it involved purely the dissemination of information.
Communications strategies have given the impression that they
were last-minute after thoughts. Indeed, communication
strategies and consultation with non-governmental organizations
active in criminal justice have been characterized more by
courtesy then by content and have not really incorporated two-way
communication and full and effective consultation.

Too often, the Correctional Service has not done its homework and
enters into the consultation process without a proper
appreciation of the philosophy, role and organization of the
agency-or agencies with whom it wishes to consult. For example,
there is an assumption by too many Correctional Service
representatives that all aftercare agencies share common goals or
that the representative of one John Howard Society reflects the
views of all John Howard Societies.

Finally, working partners, like all publics, have grown more
sophisticated and issues have become much more complex. Unless
there are tangible results from increased communications and
consultation, working partners are in danger of not just becoming
confused by cynical.
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Communications is the articulation of organizational values and
how these values are reflected in daily operations.

As such,

communications is ninety percent reflection and ten percent
expression or articulation. Communications is not public
relations "packaging" or creative writing.

In this instance, it

is a dialogue with working partners, hopefully for mutual benefit
and should be capable of measurement through improvements in
practice.

Major Challenge to the Correctional Service of Canada

Because of a conscious decision, organizational inability or a
corporate "drift" to loosen a commitment to being "open and
accountable," the Correctional Service of Canada has to make up
for lost time

-

as well as face new challenges.

Whether or not

current perceptions held by working partners are reality-based is
relatively unproductive conjecture.

What must be addressed are

expressed and implied negative facets of the Correctional
Service's reputation; a reputation that may or may not be
realistic, deserved or justifiable from the Correctional Service
perspective.

Nevertheless, it remains part of the current

reality.

Amongst Members of Parliament, the Standing Committee on Justice
and the Solicitor General, central agencies and some other
government departments, there is a feeling that the Service
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"bears watching." In recent months, significant, even
extraordinary, efforts have been made to re-establish trust and
confidence but reputations are not easily changed. Commitments
to government policy must be carried out and good intentions
consistently reflected in daily operations.

Meeting the

requirements of the Government Communications Policy offers a
specific significant challenge.

Closer working relationships and a truly cooperative spirit must
continue to be engendered within the Ministry itself. Regional
and local operations must build into their daily operations a
-sensitivity to the public environment and its political
ramifications in a manner that will enhance the quality of
operations.

With expanded programs in the community, greater

attent-ion than ever must be given to non-governmental
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organizations concerned with criminal justice policy and/or
directly involved in the provision of service. Concerns and
sensitivities of other community groups must also be addressed
and their support enlisted. Contacts with these groups should
precede critical incidents that arouse them to action or
advocacy.

Increasingly, the community is becoming the crucible

in which both the offender and the credibility of the
Correctional Service is tested. Significant crisis situations of
greatest concern to the public are those that occur in the
community rather than the corridors and cellblocks of our
institutions.

The Report of the Task Force on Crises in the
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Community will make a major contribution in this area and the
recommendations of that report should be considered
simultaneously with the recommendations of this Task Force on
Communications.

A much closer coordinated communications endeavour is required of
the Correctional Service and its closest working partner, the
National Parole Board.

Working partners, especially many of the

time honored organizations involved and concerned with
Correctional programs would welcome a single source of
communications for both organizations.

This would be especially

desirable during community crises situations but would have
considerable benefits in more routine operations. Indeed, the
needs of the National Parole Board and the Service are so close
and so common that the creation of a single, merged communication
unit should receive priority consideration not only for the
provision of more effective, efficient services but to reduce the
incidence of different divisive messages.

In relation to controversial or crisis situations, the
development of understanding by working partners greatly
increases the capability and likelihood that they can speak with
knowledge and experience on the issues and help restore or
maintain Confidence in the Service.
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Silent, Cynical or Supportive

Working partners should not perceive themselves as being taken
for granted, manipulated or being dealt with in a condescending
manner.

Their support is vital and they deserve greater

attention and concern.

If such consideration is not forthcoming, neither will their
support be evident when it is most crucially needed. At best,
they will be silent; at worst, they will be cynical and critical.
Improvements can be realized by the Service taking the time to
better understand the roles and needs of working partners;
convert stated philosophy into practice and to build on a
symbiotic relationship.

A revitalized communications program should establish a sensitive
dialogue with working partners, that is "open, continuous,
relevant, understandable and reliable." By improving
understanding, the Correctional Service can provide opportunities
to working partners to influence policy and participate in
ensuing programs.

By being much more assertive in communications with working
partners, the Service should concurrently be more sensitive to
potential concerns and positive opportunities presented for

1

I
I

improvements in relationships.

To enhance these endeavors, a
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concerted and imaginative effort should be made to develop a
network to better inform the Service's working partners of
proposed new initiatives, policies and programs in order to
enhance both the communications and consultative processes.

In relation to the National Parole Board, consideration should be
given to a shared communication unit at both the Regional and
National Headquarters levels.

An extensive imaginative effort

should be mounted to create a comprehensive catalogue of common
working partners an to develop effective communications
initiatives specifically suited to each working partner while
retaining the Mission Document principles, core values and
strategic objectives as the basic cornerstone of all initiatives.

Working partners, where appropriate, should be given the
opportunity to contribute to the annual Strategic Communication
Plan and the subsequent Operational Communications Plan including
their perception of its effectiveness.

Finally, in relation to crisis communication and especially
crises based in the community, the support and involvement of
working partners should be pursued and effective measures taken
to enhance their potential contribution.

This is especially important in relation to the judiciary and
police who enjoy the greatest credibility with Canadians and
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whose pronouncements can escalate a problem to a level of a
perceived crisis or, conversely, place a critical incident in its
proper perspective as an unfortunate, even tragic, departure from
the norm.

Above all, the Service must persistently and consistently work to
develop better mutual understanding with working partners and
this create a greater public perception of unit in relation to
correctional and criminal justice endeavors. By achieving
greater confidence and credibility from working partners, the
Service and its partners can significantly increase the support
and trust of all Canadians.

I
I
I
I
I
I
P

I

115

SECTION III
FUTURE: NEW TOMORROW/NEW PERSPECTIVES

THE COST OF SILENCE

The unstated but predominant approach to communications in the

Correctional Service of Canada has been to keep the lowest
profile possible.

While not a secret service, the Correctional

Service has become almost a silent service. The operating maxim

seems to be "under normal circumstances," say nothing. Under
exceptional pressing circumstances, say the best and the least
possible.

If assertive action is not taken, what response will result?

What sounds will our relative silence provoke? There will be
sounds of continued confusion, dismay an outright antagonism.
Without a planned assertive approach, the Mission Document cannot
be implemented. Without effective interaction with our publics,
we will be unable to offer constructive sound advice to the
Solicitor General.

Without more effective working relationships

with other criminal justice agencies and with the media, we will
have only selfish, sporadic utterances to break our seemingly

sullen silence.

Staff understanding will suffer for lack of information and
morale will decline as a result of worsening public perception.
116

Pride in being a member of the Service is disappearing and
increasingly, staff will seek anonymity and dissociation from the
Service.

In an information vacuum, offenders will assume the worst, seek
alliances with critics and protagonists and make the latter's
dire predictions grim reality.

Correctional Service of Canada's relationships with direct
service non-governmental agencies will cast these organizations
in a parsimonious, often paranoid, contractual relationship in
which they feel they are passive recipients of pronounced policy
rather than informed participating planners of policy and
programs.

The media will assume that we have much to hide and will increase
investigative efforts. If incriminating evidence is not
discovered, the Correctional Service will be subjected to
speculation, suspicion and surmise.

This may very well result in a deterioration of public trust and
confidence leading to stiffer resistance to community-based
programs, cries for greater use of incarceration and resultant
overcrowded institutions, overworked staff and overwrought
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administrators and legislators.

Also, the pressures from an ill-

informed public may well produce ill-conceived policy decisions.

Let there be no doubt that at stake is the community as a
supporter and potential resource for correctional endeavors. our
Task Force, as well as the Task Force on Crisis in the Community,
is convinced of this imminent danger. Sound correctional
policies reflected in effective daily operations must form the
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basis for an assertive communications Program. Similarly, the
full benefit of effective operations must be reinforced by
sharing the positive results with the public. In this way,
assertive communications programs and sound correctional policies
and operations have a symbiotic relationship.

We can recognize

and build on this basic premise or we can ignore it and suffer
the consequence of an uninformed public pushing the system
towards more extensive use of incarceration. The result, in
economic and social cost, will far exceed the resources required
for a responsible and responsive communications program.

The existing siege mentality or reactive approach keeps the
Service on the defensive. We are unable to plan an adequate
response and must react in a hastily contrived fashion if,
indeed, we are able to respond at all. All too frequently, the
reaction is "No comment" or "Correctional Service representatives
were not available for comment."
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There is an option.

That option is to chart a course, based on

the Government Communications Policy and the Mission Document,
and provide leadership to an assertive program. The choice is to
offer responsible leadership or be pushed by public perception charter a course or be buffeted by the winds of controversy. We
may not be complete masters of our destiny.

No organization is -

but neither need we be completely at the mercy of outside
forces.

On any given issue, there are those in favour, in opposition or
in doubt.

An assertive dynamic communications program,

reflecting the Mission Document, will strengthen support, reduce
opposition and convince the doubtful. Such a venture will
challenge leadership, courage and commitment. It will require
closer-working relationships within the Ministry and with other
elements of the criminal justice system; federal, provincial,
municipal and voluntary sectors. It is a massive undertaking but
there is too much to be lost, by default, if the challenge is not
met.
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ORGANIZATIONAL CONSIDERATIONS

From a thorough review of the many studies and reports which have
been conducted in the area of communications, both government
wide and within the Correctional Service of Canada, as well as
from the extensive consultations which have been conducted by the
Task Force, a number of requirements emerge which have a bearing

on the organizational framework for Communications in the
Correctional Service:
-

the need to integrate all communications functions into a
cohesive Communications Branch;

- the need to fuse communications with the development, planning
and implementation of Correctional Service policy and programs;

- the need to develop a capability for continuous and systematic
monitoring of the public environment, and sensitive analysis of
the potential impact on the development and implementation of
emerging policies and programs;

- the need for the Director General, Communications, to be a full
member of the Senior Management Committee to ensure

communications is aware of and involved in the formulation of
new policies and programs as well as the decision-making
process of CSC;
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- the need to ensure more effective service to the public through
courteous, open, relevant, understandable and sensitive
response to Ministerial/Commissioner's correspondence and other
inquiries from the public for information about Correctional
Service operations;

- the need to recognize and address the concerns of Correctional
Service staff through effective internal communications and the
revitalization of the awards and honours program;

- the need to strengthen the communications requirements in the
region by allocating sufficient resources to mount regional
communication operations which are sensitive and responsive to
the unique needs of the regions;

- the need to improve the Service's capacity to respond
effectively, openly and professionally to the management of
communications in crisis situations, especially those that
occur in the community;

- the need to restore or reinforce both the Service's credibility
with the media and the confidence of designated Correctional
Service spokespersons responding to media inquiries;
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- the need for prompt, effective and sensitive response to the
Minister's office concerning high profile media inquiries,
special events planning, public statements and speeches;

- the need for basic clerical and technical support, augmented by
contract resources, to ensure the efficient and effective
delivery of communications programs and initiatives.

The Task Force, therefore, recommends consideration of the
attached organizational framework for an integrated and cohesive
Communications Branch capable of being responsive and responsible
and restoring public confidence.

should be considered by both the Correctional Service of Canada
and the National Parole Board as having the potential for sharing
resources and functions at both the national and regional levels
for both organizations.

This would add clarity to overall

Ministry communications and greatly enhance a coordinated
response.
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This organizational framework
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COMMUNICATIONS BRANCH
(Proposed Organizational Framework)
COMMISSIONER
^
Director General
Communications
Administrative Assistant
******************
* Media Advisory****
Board1
*
*
******************

Director
Media

Relations

Director
Creative
Services

-Media enquiries -Publications planning
-Media relations -Publishing policy and
standards
policy & guide-Research, writing,
lines
-Media relations
design and production
and printing of CSC
in crisis sitpublications
uations
-Media relations -Let's Talk/Entre Nous
-evaluation
advice and
-audio/visual planning
planning
-Public inquiries and production
-exhibit planning and
-Information
Seminars for
Media

coordination
-Liaison with CSC
sectors (eg. Health
Services, Human ReSources)
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Secretary

Director
Communications

Chief
Correspondence

Planning, Analysis
and Services
-Communications planning
-Environmental scanning
and analysis
-public opinion surveys
-special events planning
-conference planning
coordination and liaison
-Minister's and
Commisioner's speeches
-speaker's bureau
-special programs
-liaison with non-govern-

-Minister's &
Commissioner's
Correspondence
-Monitoring and
analysis of
correspondence

mental organizations
-International Relations
-Citizen Advisory Committees
-Awards and Honours
-Employee Initiatives
-Analysis of Political Scene

^ M on M M M s ^ ^ ^ ^ an on ^ No M an i an

1The Media Advisory Board members would be appointed by the Commissioner and would include
representatives of the following:
-

Privy Council Office
other government departments
journalism schools
private enterprise

- Canadian Public Relations Society or the International Association of Business
Communicators
- schools of business, political science or criminology
- labour
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COMMUNICATIONS BRANCH
(Proposed Organizational Framework -- Regional Headquarters)
Regional
Manager
Communications

Clerk

Communications
Officer

Communications
Developmental
Position

There is also a requirement for a designated communications liaison officer at each
institution and district parole office who would be given specific training in their
functions and responsibilities.
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APPENDIX A
TERMS OF REFERENCE

Purpose:

To develop a communications program for the Correctional Service
of Canada which:
- derives from the Government's Communications Policy;
- is based on and is consistent with the Service's Statement of
Values and Principles;
- is responsive and responsible;
- provides an accurate perception of the Correctional Service,
its role and contribution to the criminal justice system;
has the commitment of the Service;
- enhances the support of staff;
- fosters effective relationships with other elements of the
Ministry; and
- increases the awareness of the public.
-

Scope:

It is the intention of the task force to conduct a comprehensive
review of communications within the Correctional Service of
Canada, and to make recommendations designed to increase the
effectiveness and credibility of communications, both internally
and externally.
The task force will consider all aspects of communications as
they relate to both government objectives and the mandate of CSC
including role, organization, resources as well as a strategy and
proposals for implementation.
Background:

The Correctional Service has been the beneficiary of observations
included in a number of studies and even the development of
action plans, all designed to improve public understanding,
Service compliance with government communications policy and the
attainment of the Correctional Service's mandate.
Major reports and studies span nearly two decades and all
recommend a leadership and exemplary role for the Service in
promoting public understanding and support for its policies,
programs and initiatives.
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Appendix A

Methodology:
A steering committee and a working group will be established.
Members will be selected from CSC, other government agencies as
well as non-governmental organizations.
The working group will
conduct interviews, consult with various organizations and
individuals, analyze existing documents/data and present
proposals to the steering committee for consideration, guidance
and endorsement.
The role of CSC within the justice system and the perceived
impact that CSC has on both this system and the public suggests
that a wide sampling of opinion be sought concerning CSC's total
environment to identify ways and means of developing the
necessary support and confidence for CSC's mandate. Existing
studies are sufficiently relevant to eliminate the need for
revisiting certain areas.
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APPENDIX B

LIST OF ORGANIZATIONS AND INDIVIDUALS CONSULTED

Citizens' Advisory Committees:

Auger, Ron
Beavercreek Institution
Cocksedge, Trish
Dendy, Bill
Goulston, Philip
Mooney, Joan
Pelletier, Rene
Warkworth Institution

Millhaven Institution
Regional Representative, CAC
Millhaven CAC, Ontario Region
Chairman, Citizens' Advisory
Committee, Montreal
Citizens' Advisory Committee,
Prince Albert
Regional Chairperson, Atlantic Region
CAC Members

Elizabeth Fry Society:
Board of Directors
Charbonneau, Kay
Farrier, Audrey
Kohlmyer, Klaus
MacDonald, Mary

Elizabeth Fry Society of B.C.
Director, Edmonton
Director, Calgary
Director, Balaclara House
British Columbia

Federal Government:

Stewart, Heather
Fitzpatrick, Al

Canada Employment and Immigration,
Pacific
Canada Employment and Immigration,
Prairie

Inmates/Inmate Committees:
Ferndale Institution
Kent Institution
Matsqui Institution
William Head Institution

Inmate Committee
Inmate Committee
Inmate Committee
Chairman, Inmate Committee

John Howard Society:
McLatchie, James
New Brunswick
Sapers, Howard
Scott, Gordon
Stewart, Graham

Executive Director, Canada
Provincial Director
Director, Alberta
Executive Director, Calgary
Director of Reform, Kingston
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Appendix B

Judiciary:
Dubienski, Ian

Provincial Court Judge, Winnipeg

Media:
Bell, Cameron
Cennon, Jack
Deguise, Carl
Dettman, Richard
Garrett, George
MacLachlan, Don
MacNeil, Sheldon
Makin, Kirk
Nova Scotia
Rushton, Mark
Watson, Ed
Webster, Jack

News Editor, BCTV
CKBI TV, Prince Albert
Daily Herald Newspaper, Prince Albert
News Director, CFVR, Abbotsford
CKNW, Vancouver
Managing Editor, Vancouver Province
Managing Editor, The Whig Standard,
Kingston, Ontario
Reporter, Globe and Mail Newspaper
Halifax Media Representatives
Editor, AMS News, Abbotsford, B.C.
News Editor, CBC TV
CKNW, News Reporter

Ministry of Solicitor General:
Bambonye, Manasse
Bender, Arlie
Bishop, Rolly
Brideau, Marc
Brock, Roger
Brooks, Ron
Brown, Bob
Chupick, Sonya
Cross, Glen
Czmola, George
Dhillon, D.
Dill, Allan
Dion, Mario
Eyjolfsson, Helgi
Frappier, Michel
Gibbs, Willie

Psychologist, Montee St. Francois
Institution
Warden, William Head Institution
District Manager, Vancouver District
Office
Area Manager, Saint John, N.B.
Warden, Mission Institution
Area Manager, Fredericton, N.B.
A/District Manager, Victoria District
Office
Information Officer, RHQ, Pacific
A/Superintendent, Ferndale Institution
CX 04, Stoney Mountain Institution
Regional Director, Operations,
Prairie Region
Assistant Warden, Management Services,
Springhill Institution
Assistant Commissioner, Corporate
Policy and Planning, NHQ
Assistant Warden, Management Services
William Head Institution

Regional Headquarters, Quebec
Deputy Commissioner, Atlantic
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Appendix B

Hale, Mike
Jacks, Paul
Konrad, John
Lang, Brian
Leblanc, Don
Leblanc, Therese
Leger, Giselle
Lusk, Bob
MacDonald, David

Director, Communications, National
Parole Board, Ottawa
District Director, Abbotsford District
Office
Regional Coordinator, Ministry of
Solicitor General, B.C.
Area Manager, Prince George Parole
Chief, Administrative Services,
Atlantic Institution
Assistant Warden, Management Services,
Westmoreland Institution
Community Development Officer, Moncton
Parole Office
Warden, Mountain Institution

Unit Manager, Millhaven Institution
Special recognition for assistance
to Working Group in Ontario

Marshall, Brenda
McGregor, Doug
McVie, Fraser
Mills, Gerwyn
NHQ

A/Superintendent, Elbow Lake Inst.
Regional Director Operations, Pacific
Deputy Warden, William Head Inst.
A/Exec. Director, RPC, Pacific

Near, David

Special Assistant, Parole/Corrections,
Ministry of Solicitor General
Regional Director, National Parole
Board and Coordinator,
Intergovernmental Affairs,
Executive Secretariat Branch

New Brunswick

Nuttal, Chris

Oleniuk, Paul
Ontario Region
Perron, J. C.
Peterson, Ken
REMC

Roy, Andrew

12 interviews held - clerical, project
officers, managers

Assistant Deputy Solicitor General,
Corrections Branch,
Ministry Secretariat
Warden, Saskatchewan Institution
62 staff at various installations
Deputy Commissioner, Quebec Region
A/Warden, Kent Institution
Pacific, Prairie, Atlantic
Director, Media Relations, National
Headquarters

Royer, M.

Departmental Relations Officer,
National Headquarters

Scissons,,Wayne

Regional Director, Planning & Resource
Management, Pacific
Assistant Commissioner, Administrative
and Policy Services
Regional Director, National Parole
Board, Pacific

Scott, Cliff
Simmons, Fraser
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Smith, Bob
Stevens, CX 08
Stonoski, John
Struthers, Wayne
Trono, A. M.
Tschierschwitz, S.

Young, Philip

Superintendent, Parrtown CCC
Editor, Staff Newspaper, Prince Albert
Penitentiary
Warden, Matsqui Institution
Area Manager, Halifax, N.S.
Deputy Commissioner, Pacific
Regional Director, Planning & Resource
Management, Prairie
NPB, Quebec

Native Organizations:
Chartrand, Al
Cunningham, Chester
Indian & Metis
Friendship Centre,
Prince Albert
White, Cliff

President, Native Clan Organization
Director, Native Counselling Services

AIMS

Other Community Groups/Facilities:
Dandenault, Bruno

Graham, Pat
Parrtown Community
Correctional Centre
Renpel, Milita
Salvation Army

President, Association of Community
Residential Centres, Quebec
Director, 7th Step Organization
Superintendent, Atlantic
Open Circle
Prince Albert

Police:
Beattie, Jim
Carter, C.
Chabley, Leroy
Madsen, Ed
Pennoyer, Roy
Quong, Paula
Vanderhoek, Ted

Superintendent, Calgary Police
Staff Sergeant, Innisfail, RCMP
Chief, Edmonton City Police
Deputy Chief, Calgary Police
RCMP Detachment, Drumheller
Victim's Assistance, New Westminster
City Police
Assistant Chief, Matsqui Police
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Political Representatives (federal/provincial/municipal):
Brewin, Gretchin
Brice, Susan
Chow, Harry
Doucette, Bill
Dunn, Michael D.
Les, John
Michaluk, Linda
Pickup, Carol
Pretty, Ella
Sweeney, Ron
Teichrob, Henry
Weremchuk, Sophie

Mayor, City of Victoria, B.C.
Mayor, Municipality of Oak Bay, B.C.
Mayor, Municipality of Colwood, B.C.
Mayor, Drumheller, Alberta
Mayor, District of Kent, B.C.
Mayor, District of Chilliwack, B.C.
Mayor, Municipality of North Saanich,
B.C.
Alderman, Municipality of Sannich,
B.C.
Director, Regional District of FraserCheam, B.C.
Alderman, District of Abbotsford, B.C.
Deputy Mayor, District of Matsqui,
B.C.
Mayor, Mission, B.C.

Private Industry:
Charbonneau, John
Fournier, Jean-Guy
Gordon, Peter
Laliberte, P.
MacDiarmid, Bruce
Stewart, Jack

Manager, Retail Fuel Oil, Branded
Sales Department, Texaco Canada Inc.
Director, Administrative Services,
IBM Canada, Bromont, Quebec
Manager, Associate Service, Honda of
Canada Manufacturing Inc.,
Alliston, Ontario
Human Relations, General Electric
Canada, Bromont, Quebec
Administrative Staff, Honda of Canada
Manufacturing Inc., Alliston, Ont.
General Sales manager, Rogers Cable TV
Vancouver, Regional Manager,
Communications, CSC

Provincial Correctional Departments:
Bruce, John
Crane, James L.
Davis, Jack
Foster, Bill

Assistant Director, P.E.I.
Director, Province of Nova Scotia
Assistant Deputy Minister, Department
of Solicitor General, Alberta
Correctional Services Division
Regional Director, Interior Region,
Ministry of Solicitor General, B.C.
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Kerr, Donald
King, Bob
Matthias, Hank

McNutt, Marvin
Robinson, Bernard
New Brunswick

Redding, Mike and
Stevenson, Lynn

1
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Director, Communications Branch,
Ministry of Correctional Services,
Ontario
Deputy Solicitor General, Alberta
Correctional Services Division
Director, Analysis and Program
Evaluation, Solicitor General, B.C.
Corrections

Director, Newfoundland
Former Commissioner of Corrections
Ministry of Solicitor General, B.C.
Correctional Services Branch staff
including Superintendents of various
installations, Regional Correctional
Administrators and Central Office
staff
B.C. Board of Parole, Canadian Assoc.
of Probation & Paroling Authorities

Unions:
Craig, Iris
Faulkner, Gilbert
Ferndale Institution
Giguere, Claude
Grenkow, Walter
Kent Institution
Rai, Lynn
Regional Labour
Management Committee
William Head Institution

President, PIPS
Vice-President, USGE, Quebec
USGE Representative
Local Vice-President, USGE, Laval
Regional Vice-President, USGE, Pacific
USGE President
President, PSAC
Atlantic, Pacific
USGE Local Executive

United States Facilities/Contacts:
Farkas, Gerry
Jones, Jim
Peters, Andrew T.

Federal Bureau of Prisons, U.S.
Chief, Bureau of Public Affairs
Federal Bureau of Prisons, U.S.
Superintendent, Watertown Correctional
Facility, Dry Hill, State of N.Y.,
Department of Corrections

133

Appendix B

Universities/Colleges/Training Facilities:
Payne, Stuart

Coordinator, Correctional Worker
Program, St. Lawrence College,
Kingston, Ontario

Victims Groups/Associations:
Gaudreau, Arlene
Halliday, Linda
Klassen, Inga
Rosenfeldt, Gary

President, Victims' Assoc., Quebec
North Vancouver Island Sexual Abuse
Victims Anonymous Society, Comox
Citizens United for Safety and Justice
Duncan, B.C.
Victims of Violence
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APPENDIX C
SYNOPSIS OF GOVERNMENT COMMUNICATIONS POLICY

Policy Principles:
The policy's objective is the effective management of government
communications lodged in principles that:
- the public needs reliable information to exercise citizenship
and that the government has a duty to provide it;

- a free flow of information to and from the public is essential
to responsive government;
- good communications is fundamental to the achievement of
government objectives;
- communications planning, co-ordination and execution are
integral to effective management.

Communications Functions:
The communications function ensures the public receives
information about government programs and policies and that
citizen's concerns are taken into account in their development.
The function includes:

- communications research and analysis that monitors and analyzes
the public environment and evaluates communications programs
and proj ects ;
- communications advice to Ministers and management on policy,
programs and public issues;
- communications planning in the development of corporate and
program communications plans that are responsive to public
concerns and integrate governmental, ministerial and
departmental objectives;

- the management of communications to apply the principles and
practices of good management to the co-ordination of research
and analysis, planning and advice as well as to communications
programs and activities.
Assertive Approach:
The policy calls for assertive communications, especially in
advice and other support to Ministers, deputies and program
managers.. Assertiveness in media relations is underlined.
Internal Communications:

Principles in the policy apply to internal communications, which
the Manion review now is looking at.
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Policy Requirements:
In implementing this policy, departments and agencies are
required to:
- integrate communications into corporate management;
- make sure that communications and program managers and policy
advisors carry out their shared roles and responsibilities in
communications management and implementation;
- ensure an appropriate distribution of communications resources
between headquarters and the regions;
- prepare a strategic communications plan in conjunction with the
Multi-Year Operational Plan (MYOP), integrating governmental,
ministerial and departmental priorities;
- prepare an operational communications plan;
- assign accountability for the approval of all communications
projects;
- assess the public environment in which they operate;
- monitor and evaluate public communications; and
- consult PCO if a communications undertaking has government-wide
implications.
Roles and Responsibilities:
Ministers are the primary spokesmen for the government. They
define their staffs' roles and responsibilities in
communications, establish liaison procedures and set out
communications priorities and objectives.
Deputy Ministers assign a communications head, strike balances
among communications, policy and program, and integrate
communications into departmental planning. They ensure a
headquarters-regional balance in communications resources,
designate departmental spokesmen, ensure training and development
and liaison and co-operation with other institutions.
The communications staff provides support to an institution in
achieving corporate objectives, developing policies and programs,
in assessing major issues and determining the institution's
response.
Policy advisors and program managers participate in
communications planning and execution, are accountable for
communicatipns in their policies and programs and strive for
effective media relations.
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The roles and responsibilities of the central agencies as well as
compliance mechanisms are set out in the communications policy
and need not be included in this summary.

Policy Application:
The policy requires prompt, courteous and efficient service to
the public that ensures information is readily available, that
constitutional and official-languages rights are taken into
account, that commitments are honored, and that there are
complaints and quality-monitoring mechanisms.
The policy calls for the integration of communications into the
corporate planning cycle with strategic communications planning
the first stage. The second stage is the development of
operational plans that translate strategies into communications
activities.
Monitoring and evaluation are required.
Deputy heads ensure that accountability is assigned for approving
communications projects to make sure they are consistent with
government-wide and departmental.strategy and conform with
government communications policy.
Cabinet concurrence is
required for all advertising plans.
PCO may issue instructions on corporate government communications
and designate lead agencies and assign responsibilities.
Departments should consult the PCO Communications Secretariat if
an issue has government-wide communications implications or
requires co-ordination.

Departments monitor the public environment as a means of
anticipating issues and listening to the public. Such scanning
is crucial to responsive communications.
The policy calls for full response to public enquiries unless
information is exempt under the Access to Information Act or the
Privacy Act or too costly with no mechanism for payment. People
should be told when information can be provided without a formal
access request.
Media enquiries normally are directed to spokesmen designated to
speak in their areas of responsibility. Such spokesmen may only
discuss matters of fact or already-approved government policy.
Off-the-record background briefings or interviews require prior
ministerial approval.
Speculation and questions on proposed
policy should be referred to the Minister.
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Content and Presentation:
Information from government should be clear, objective, simple,
and understandable. It should take int account officiallanguages requirements, eliminate sexual stereotyping, and
demonstrate fair and representative depiction of all peoples.
Communications with multicultural communities must be taken into
account.
The Federal Identity Program is underlined in the policy as a
major means of ensuring government visibility so that the federal
government can be accessible and answerable.
Public events are all occasions attended by Ministers and senior
officials to publicize significant federal initiatives or
contributions. Such events are a further underlining of federal
presence in the province and regions of Canada.
General:
The policy also describes planning cycles, requirements in
procurement, including common services, the relationship between
Supply and Services Canada and departments, procurement from nonDSS sources and performance standards. It sets out compliance
criteria that include PCO and Treasury Board monitoring.
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APPENDIX D
GENERAL RECOMMENDATIONS FROM THE REPORT, "MISSION UNDERSTANDING
A COMMUNICATIONS STRATEGY FOR THE NATIONAL PAROLE BOARD

While a number of specific initiatives designed to enhance
communications with selected key publics are needed, the
following recommendations apply in relation to all communications
efforts.

1

1.

Strategy - A comprehensive communications strategy should be
endorsed that is consistent with governmental policy, the
Parole Act, the Mission Document and the strategic corporate
objectives.

2.

Responsibility - The communications unit should have primary
responsibility and control over the delivery of
communication activities. The communications services
should comply with Government Policy on Communications; be
aware of all communication activities that relate to the
Board; and exercise functional initiative and leadership in
relationship to these activities.

3.

Accountability - Coupled with leadership comes
accountability and there should be a full-time permanent
administrator/coordinator at the national level with
regional counterparts to implement the approved
communications strategy.

4.

Regional spokespersons
with appropriate print
should receive regular
operational statistics
developments.

5.

Guidelines - Guidelines should be developed by
communications services to assist Board, staff and
volunteers in the implementation and continuing development
of a sound communications program.

6.

Training and Development - All staff and Board Members
involved in the communications program should receive, as
quickly as possible, training offered in the Communications
Orientation Program. Subsequent training should be based on
evaluated need.

7.

Evaluation - A continuing evaluation process, fôr reviewing
the effectiveness of communication activities, meeting the
requirements of the Privy Council, and using feedback from
the target publics, should be initiated as soon as possible.

should be designated and provided
and audio-visual material. They
revised, timely updates on
and new policy and program
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8.

Annual Planning and Assessment - As part of the required
communications planning process, there should be an annual
planning exercise, with the full participation of regions,
that flows from the evaluation process but also articulates
goals for the coming year and defines the resources required
to pursue these goals.

9.

Resources - Specific resource requirements should be
specified, once the Board endorses a set of initiatives, and
these should be included in the Communications Plan and
related to the MYOP.

10.

Issue Identification - The functions of environmental
scanning and public opinion/media analysis, along with
regional input, should be coordinated by an Issues Group.
(Possibly composed of the Executive Committee augmented by
representatives of the scanning and communications
functions.)

11.

Theme - In all facets of the communications program,
emphasis must be placed on the successful contribution the
Board makes to an effective criminal justice system with its
demonstrated concern for:
risk to the public; restitution
to the victim and society; and return of the offender to
society as a law-abiding citizen.

12.

Commitment - In its communications, the Board must arduously
pursue, with courage that will be tested and commitment that
will be challenged, the demanding reality of being
responsive and responsible.

13.

Cooperation - The National Parole Board should consider
closer working relationships with other communication
elements of the Ministry - especially the Correctional
Service of Canada, including: (A) a pilot project in the
Pacific Region of a single communications unit serving at
least the Correctional Service of Canada and the National
Parole Board; (B) a process to enable Citizen Advisory
Councils to make proposals and recommendations to the Board;
and (C) a shared Communications Training Program to ensure
greater mutual understanding.

14.

Coordination - The National Parole Board.should play a major
role in revitalizing the Ministerial Communications
Committee to comply with government policy, to better use
resources and to coordinate activity. To enhance the
concept of a meeting of peers, the position of Chairperson
•might be rotated.
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15.

Consultation - The National Parole Board should consider,
along with other communication elements of the Ministry, a
Communications/Media Advisory Council with representation
from Privy Council, other government departments, private
enterprise, the media and university schools of journalism,
criminology and administration.
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