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Partnership for Safer Communities 

A Shared Responsibility 

Future Search 





Dear Future Search Participants: 
 
The conversation we had at the Future Search Conference 
this winter was highly anticipated and productive.  It was 
greatly enhanced by the contributions made by everyone in-
volved.  Because we in corrections have so many stake-
holders, it becomes a complex process to engage everyone.  
Yet, as I shared the Walt Disney quote at the conference, “If 
you can dream it, you can achieve it.”  Thus, I want to thank 
all the stakeholders who participated in giving us a better un-
derstanding of corrections and sharing the many stories from 
each of your perspectives and experiences.  With this infor-
mation we will create a shared vision and better informed 
strategic planning. 

 
During the conference we listened to everyone’s voice.  We also asked for everyone to con-
tinue this dialogue within your organizations and other entities external to your organiza-
tions, including the Department of Correction. Our work was not completed with the end of 
the conference.  The conference was an example of true collaboration, which we need to 
continue.  Please review what has been provided in this conference summary to move our 
mission forward.  This is a dynamic process we have just begun, that necessitates the com-
mitment from each of us to improve corrections and prison reentry. 
 
The Department of Correction has begun our work to integrate the discussion and common 
ground visions articulated at the Future Search conference as we develop our multi-year stra-
tegic plan.  We continue to reach out to and stand poised to listen to our stakeholders as we 
plan our future.  To be successful we need to allow others to challenge us, to push an effec-
tive reentry process, and to create a healing environment in corrections.  Effective reentry 
results in enhanced public safety. 
 
In looking forward to the work ahead of us, I anticipate ongoing collaboration as we struggle 
to improve the processes that will help us realize our shared vision. 
 
Sincerely, 
 
 
 
Harold W. Clarke 
Commissioner 
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What is a Future Search Conference? 
By Sandra Janoff, Ph.D. and Marvin Weisbord  
 

 
Future search is a unique planning method used world-wide by hundreds of communities and 
organizations. The method enables large diverse groups to (1) validate a common mission, (2) 
take responsibility for action, and (3) develop commitment to implementation. The method is 
especially useful in uncertain, fast-changing situations when it is important that everyone have 
the same large picture in order to act responsibly.  Because it is largely culture free, future 
search is used in North and South America, Asia, Africa, Australia, Europe, and India to create 
umbrellas for social, technological and economic planning. 
 

A future search may involve 60 to 70 people and sometimes 100 or more. People work in small groups as 
"stakeholders" (shared perspectives), and in mixed groups that are a cross-section of the whole. Every person has a 
chance to speak and listen. This makes possible a shared picture based on the experience of all those present. The 
meeting also is managed so that the entire group can be in dialogue when necessary. The minimum length is four 
sessions of half a day each, spread across three days to allow for "soak time." One intensive planning meeting often 
sets the stage for projects that continue with high involvement for years. 
 

How Future Search Works  
 
Future search follows tested principles derived from six decades of research and experimentation with what it takes 
to enable people to act cooperatively without having to defend or sell their own agendas or give up cherished val-
ues. The first principle involves "getting the whole system in the room"--meaning people with authority, resources, 
expertise, information and need. The second involves putting the focal issue in global perspective, helping each 
person to see a bigger picture than usual. The third requires seeking common ground and desirable futures, while 
treating problems and conflicts as information, not action items. The fourth asks people to manage their own small 
groups and take responsibility for acting on what they learn. Future search features working sessions among a wide 
range of parties who together have what is needed for principled action if they choose to take it 

The Meeting Agenda  

There are five sessions labeled Past, Present, Future, Common Ground, and Action. Each involves creating a data 
base, sharing understandings in small groups, reports to the whole, and large group dialogues. Sessions are cumu-
lative and the product is an action plan and follow-up structure. People begin with a history of the situation that 
brought them together. They then build a map of world trends affecting their issue. Each stakeholder group tells 
what it is doing now about key trends and what its members want to do in the future. Small groups then devise 
preferred future scenarios. People identify their common ground, key themes that appear in every scenario. The 
final session is given over to action plans, an implementation strategy and accountability. 

Changing Assumptions  

Many future search participants come with justifiable skepticism based on past experiences in unproductive meet-
ings. In future search they often will set aside stereotypes and untested assumptions as they discover what can be 
accomplished in this new setting, Most future search participants, given access to information, resources, and peo-
ple in authority who usually are not available all at once, will create effective action plans none of them thought 
were possible.  

 
Future Search Network, 

4700 Wissahickon Avenue, Suite 126, Philadelphia, PA 19144-4248 
215-951-0328, 800~951-6333 ,fax 214-849-7360, fsn@futuresearch.net, www.futuresearch.net 
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Planning Process 
 

The Massachusetts DOC has had the good fortune to have the leadership of Commissioner Harold W. 
Clarke since he came to the Commonwealth in November 2007.  Commissioner Clarke brought with 
him over 30 years of correctional experience, 15 years of which he served as the Director of Nebraska’s 
Department of Correctional Services and then three years as Secretary of Washington State’s Depart-
ment of Corrections.  Massachusetts has not only benefited from his leadership, experience and training, 
but also the lessons learned from various initiatives he undertook prior to coming here.  Included 
among them was utilizing Future Search conferences (formerly “Vision Search” ) to facilitate a shared 
vision for corrections by including correctional officials and their external stakeholders in the process.  
In that vein, Commissioner Clarke worked with Dr. Janoff and her Future Search colleagues to convene 
two conferences in Nebraska and then one in Washington. 
 
Once it was determined that hosting a Future Search conference for corrections in Massachusetts was a 
worthwhile investment, Commissioner Clarke reached out to Parole Board Chair Mark Conrad and 
Hampden County Sheriff Michael Ashe to co-chair the conference.  A planning committee was identi-
fied after a meeting with each of these agencies and the Executive Office of Public Safety and Security.  
The planning committee consisted of representation from each of the following agencies: 
 

Executive Office of Public Safety and Security 

Department of Correction 

Parole Board 

Hampden County Sheriff 

Norfolk County Sheriff 

Suffolk County Sheriff 

Executive Office of Health and Human Services 

Executive Office of Workforce and Labor Development 

 
The planning committee assisted in identifying the “stakeholder” categories and potential names/
organizations that could represent each area identified.   The planning process was hindered by the eco-
nomic crisis that occurred in 2008, initially delaying the conference from the original target date of 
Spring to Fall 2008, at which time it was put on hold.  By winter of 2008-2009, the serious reverberations 
the economic downturn was having on budgets and operations in the public sector made a compelling 
argument for having a Future Search conference -- to validate a common mission through the involve-
ment of multiple perspectives and stakeholders.  One of the most important aspects of successfully navi-
gating economic challenges is for everyone to work together in a coordinated, efficient and effective 
manner.  In early January 2009, it was determined to hold the conference on February 23-25, 2009.  Invi-
tation letters were sent out later that month with the following attachment: 
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Corrections: Future Search Conference 
 

”Partnerships for Safer Communities – a Shared Responsibility” 
 

This will be like no conference ever held in Massachusetts.  First, participants include a cross-section of 
stakeholders—Department of Correction, Sheriffs, Parole, Probation, Police, Health and Human Services, 
Housing, Employment, Policymakers, Academia, Inmate Advocates, former Inmates and families, and 
many more – all with a stake in optimizing opportunities for safer living. Second, the conference is en-
tirely interactive, no speakers, no papers. You will have a chance for purposeful dialogue, exploring 
every facet of the existing system and proposing critical specifications for the future. Third, you will 
have a chance to formulate next step action proposals for your particular area in light of the big picture 
developed by all. 
 
This method places responsibility for choosing which issues to focus on and what ought to be done 
about them squarely with the participants. The action agenda is common ground and future focus; past 
problems and conflicts are treated as information only.  The conference requires five segments over the 
course of three days; evenings are free. This intense, interactive format offers a chance for significant 
planning breakthroughs. There are five phases: (1) an exploration of the history of corrections in the 

context of global events over the last 30 years, 2) an examina-
tion of trends in society affecting corrections in Massachu-
setts, with an inquiry into what all parties are doing now, and 
what they want to do next, (3) the creation of desired future 
scenarios, (4) a confirmation of common ground, and (5) ac-
tion steps toward a desired system. Outputs will include (a) a 
shared vision of future system requirements that all stake-
holders can use to shape their work (b) voluntary collabora-
tive action plans, and (c) immediate utilization of conference 
outputs to influence groups now working on the issues. 
 

You have been identified as someone key not just to the mission of corrections in Massachusetts, but 
someone who will take responsibility for implementation of the action plan resulting from the confer-
ence.  In order to do this effectively a commitment to attending all three days is needed.  The Future Search 
conference will follow the following schedule: 

Monday, February 23, 2009 

               11:00am registration 

 11:30am - 12:30pm lunch 

 12:30pm – 5:30pm conference sessions 

Tuesday, February 24, 2009 

 9:00am – 6:00pm  

Wednesday, February 25, 2009 

9:30am – 3:30pm 
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Conference Participants 
 

In keeping with the format of the Future Conference framework, participants were organized by the 
“stakeholder” categories established during the planning process.  Clearly, each category is not distinct 
unto itself and, not coincidentally, many individuals represented multiple perspectives relevant to is-
sues in corrections.  When an invitation was declined, alternative invitations were extended to ensure 
cross-representation of the various stakeholder groups identified, mindful of the limitation of size 
needed for an effective conference.  Thus, not everyone invited was able to participate.  Ideally, each 
participant should have attended all three days of the conference.  However, due to schedule con-
straints, some participants were only able to attend a portion of the conference.  Some sent colleagues to 
attend in their absence.  The participant list represents all who attended any portion of the three day 
conference: 
 
Department of Correction   Title/Representation     

Harold Clarke     Commissioner       

Michelle Farrell     Executive Assistant to Commissioner   

Jim Bender     Deputy Commissioner     

Ron Duval     Deputy Commissioner      

Veronica Madden    Deputy Commissioner      

Rhiana Kohl     Exec Director-Strategic Planning & Research  

Terre Marshall      Assistant Deputy Commissioner    

John O’Malley     Director of Legislative Affairs    

Sheila Dupre     Deputy Director-Staff Development   

Diane Wiffin     Director of Public Affairs 

Laurel McKinnon Donnelly   Vice President SEIU (CPO) 

Steve Kenneway    President of MCOFU     

Tom Dickhaut     Superintendent, SBCC     

Mike Thompson    Superintendent, PCC   

Lynn Bissonnette    Superintendent, MCI-Framingham 

David Bloom     Correction Officer I 

Luisa Borges     Correction Officer I 

Audrey Bowersox    Correction Officer I 

Bryan Johnson     Correctional Program Officer D 

Joseph Murphy     Correctional Program Officer (A/B) 

James Proctor      Correction Officer I 

Eric Stancombe     Training Instructor 

Daniel McGuire     CPO C 
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Conference Participants continued 
Sheriffs    

Ernest Hebert, Jr.    Barnstable County, Asst. Deputy. Supt. Jail Operations 
Maurice Pratt     Essex County, Superintendent    
Michael J. Ashe, Jr.    Hampden County Sheriff 
Jay Ashe     Hampden County, Superintendent   
Martha Lyman     Hampden County, Research Director  
John Kivlan     Norfolk County, Special Sheriff    
Gerry Walsh     Suffolk County, Deputy Superintendent  
James F. Walsh     Executive Director, MA Sheriffs Assn   
 
 
Public Safety/Criminal Justice 

Mary Beth Heffernan    Undersecretary, EOPSS     
Mark Conrad      Chair, Parole Board    
Don Giancioppo    Executive Director, Parole    
Dianne Fasano     Regional Supervisor, Probation   
Jack Quinn     General Counsel, Ofc of Community Corrections  
Paul Heithaus     Community Info & Educ Div of Attorney General 
Frank Carney Chief of Staff, Trial Court    
Paul Joyce     Superintendent, Boston Police Department 
  
   
Ex-Offenders/Advocates  

Leslie Walker     Executive Director, MA Correctional Legal Svcs.        
Jim Dupre     Inmate Advocate          
Mark Connors     Inmate Advocate         
Patrick Parker-Roach    Prison volunteer     
Anthony Benedetti Attorney, CPCS 
Nancy Bennette Deputy Chief Counsel, CPCS    
Dorothy LaPlante    DOC Victim Advisory Board Member 
Rory Mann     Inmate Advocate 
Barbara Dougan FAMM, MA Project Director 
Jason Poudrier     Inmate Advocate 

  
Policy/Academia 

Patricia Jehlen Legislator      
Kay Khan Legislator 
Lauren Sacco-Plautsky Legislator Aide      
Mary Jo Larsen     Academic, Heller School/Brandeis University  
Jo-Ann Della Giustina    Academic, Bridgewater State College   
Mike Fair Corrections Consultant     
Tom Clark     Special Counsel, EOPSS     
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Conference Participants continued 
 
Service Providers  

Marilyn Chase     Assistant Secretary, EOHHS    

Debra Pinals, M.D    Asst. Commissioner of Forensic MH Svcs, DMH  

Steve Wheeler     President MHM      

RJ McGrail     Director of Special Projects, EOWLD  

Lyn Levy     Executive Director, SPAN, Inc.    

Joyce Murphy  Vice Chancellor and Chief Operating Officer, Umass 
Medical      
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Conference Agenda 
 
Conference Managers: Sandra Janoff and Eric Collier 
_______________________________________________________ 

MONDAY, FEBRUARY 23, 2009 

11:00 am – 11:30 pm Registration 
11:30 pm – 12:30 pm Lunch 
12:30 pm – 5:30 pm Welcome and Overview 
Focus on the Past: Highlights and Milestones 
Focus on the Present: External / Internal Realities 

_______________________________________________________ 

TUESDAY, FEBRUARY 24, 2009 

9:00 am – 12:30 pm Focus on the Present continues 

What we are doing now, What we want to do 

  12:30 pm – 1:30 pm Lunch 

1:30 pm – 6:00 pm Focus on the Future: Preferred Scenarios 

Discover Common Ground: What we want 
_______________________________________________________ 

WEDNESDAY, FEBRUARY 25, 2009 

9:30 am – 12:30 pm Confirm Common Ground 

Next Steps and Commitments 

  12:30 pm – 1:30 pm Lunch 

1:30 pm – 3:00 pm Next Steps continues 

3:00 pm – 3:30 pm Meeting Closes 
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Sessions begin and end on time. There will be morning & afternoon breaks. 
 
Conference Summary 

 
Opening Remarks 
 
DOC Commissioner Clarke opened the conference on behalf of the Executive Office of Public Safety and 
Security (EOPSS), Parole Board (“Parole”) and Massachusetts Sheriffs Association (MSA).  EOPSS Un-
dersecretary Mary Elizabeth Heffernan, Parole Chair Mark Conrad, and Hampden County Superinten-
dent Jay Ashe also welcomed the group and acknowledged the importance and significance of coming 
together for the common purpose of exploring the philosophies of corrections and practical solutions to 
the issues at hand.  Commissioner Clarke said, as key stakeholders to corrections, they were invited to 
be there because each one had something to contribute.  He shared his prior experiences with Future 
Search, highlighting how the conference is “dialogue” at its best with the desired outcome of a better 
understanding of and direction for corrections in Massachusetts.  The conference was an opportunity for 
everyone to learn how each organization interacts with corrections, providing for a sharing of stories 
from diverse perspectives including ex-offenders and advocates.  Participants could talk about the cur-
rent state of corrections and “where we want to be,” in a “shared vision for the future.” 
 
Future Search Principles and Overview 
 
The Future Search co-facilitators, Dr. Sandra Janoff and Eric Collier, were introduced as having experi-
ence coordinating Future Search conferences both nationally and internationally.  Dr. Janoff kicked off 
the process by outlining the core principles of Future Search, that distinguish the conference from other 
typical participative meetings.  The framework for Future Search includes: 1) having the whole system 
in the room; 2) the need to explore things globally before acting on any one part; 3) self-management 
and responsibility for action; and 4) focusing on the future and common ground as opposed to past con-
flicts. 
 
The success of Future Search is largely based on their research and application of what works in facili-
tating an effective meeting.  As such, to begin the conference, they reviewed key elements for a 
“working agreement” and ground rules for the roles of the workshop managers and participants.  They 
reviewed the agenda, conditions needed for a successful conference (i.e. “all ideas are valid,” “strict time 
frames,” and “listening to all points of view”), and “leadership roles for self-management” of the 
smaller group discussions (i.e. timekeeper, discussion leader, recorder, and reporter). 
 
Focus on the Past 
 
The concept behind exploring the past was based on the need to understand “where we’ve been” in the 
broadest possible context of corrections, in order to determine implications for the work that needs to be 
done.  Participants were asked to reflect back 30 years (1979 – present/2009) and fill in three timelines 
based on 1) Personal: key experiences that have shaped each of our lives; 2) 
Global: world events that have shaped society; and 3) Corrections: critical 
events and milestones.  The results established a framework for a shared con-
versation resulting in insight about the implications the “stories” told on the 
work that is now done, particularly related to corrections. 
 
Personal: There were a variety of ages among participants and the many 
and similar life milestones, such as births, deaths, and illnesses (including drug addiction and sobriety).  
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The overarching theme was that of commitment to corrections.  Some of the implications of the themes 
spoke to the need to be sensitive to stressors and a flexible approach to the future.  Even the frequent 
mention of the Red Sox as a key experience that shaped their lives represented a sense of community, 
even with the “wins and losses,” a way that people with differences are united.   
 
Global: A summary of world events revealed the perception of the late 1970’s as a time when the 
world was more stable and economies were good.  During the ensuing 30 years, the group felt that due 
to globalization, the middle class was disappearing.  While technology enables us to access enormous 
amounts of information, it has also created greater gaps between the “haves” and “have nots.”  We have 
seen an economic recession, HIV and AIDS, the rise of drug cartels and the impact on crime, the econ-
omy and even foreign policy.  The implication was a need to keep ourselves educated and current tech-
nologically, stay informed, and adapt to change. 
 
Corrections: Much of the highs and lows of the economy had direct impact on corrections, especially 
factoring in waves of rises and falls in the inmate population.  Earlier in the time-line (late 1970s) there 
was a sense of a community focus in corrections.  The first pre-release facility for women opened (MCI-
Lancaster), but now the courts seem to look at females more as criminals than 30 years ago.  The 1980s 
saw substantial funding cuts for mental health and substance abuse.  The incident involving Willie Hor-
ton eliminated furloughs and impacted treatment of first degree “Lifers” right up until current practice.   
 
Social and racial issues were discussed as a consistent theme noting four African Americans on the time-
line: Rodney King, OJ Simpson, Willie Horton, and President Obama  -- were noted as repeated names 
listed by participants as impacting milestones in corrections.  All in all, local, national and world events 
were understood to have a tremendous, but not always appropriate, impact on corrections policy and 
practice; learning from past experiences it was deemed necessary to avoid overreactions, to educate the 
public and our own staff better and to effectively communicate amongst ourselves and the public.  The 
current shift away from “breaking rocks,” rise in the prison population, focus on reentry, and the eco-
nomic meltdown, were addressed with the hope that we continue to focus on prevention and interven-
tion -- with partnerships being the key to change and success. 
 
General discussion of all three timelines (past, global and corrections):   
 

Connections made across the three timelines included: 

 An openness about the different opinions on how we con-
ducted business in the past 

 Realization that when we work alone we are weak, but 
when we work together we are strong 

 Partnerships, particularly in light of reentry and the tran-
sition out of prison are so important and also help us 
work beyond the “crisis of the day” 

 Change is important; people must adapt to change and 
help manage change.  Personal change can be quick, but global change comes slower, which can 
be difficult when looking at a new culture or administration 

 One of the slowest areas to change is corrections; changes in political leaders makes it difficult to 
maintain change 
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Implications from the timelines discussion: 

 Changes in family structures (i.e. single parent families, latch-key children, both parents working), 
laws having to do with drugs and crime, and criminal justice policies have a tremendous impact 
on society, health , and stressors on families and individuals 

 Need to work together to receive and share accurate information amongst ourselves and with the 
public 

 Must expect, react and affect change 

 Need to educate the public, explaining how important an effective reentry policy is for change 
and the reduction of recidivism 

 The key to all of this is communication 

 
Final comments from the timeline discussion: 
An observation was voiced that the media has conditioned us to note the negative things that have hap-
pened in corrections and not the positive ones.  Unlike the 1970s when change was perceived as 
“easier,” people today are more leery and less apt to make changes.  We have become a “throw away” 
society and we cannot look at incarceration as “throwing away” people.  We need to: 

 Get back to basics 

 Work on developing resiliency and sustainable change, avoiding the tendency to overreact to in-
dividual events, then walking away from good things that were started 

 Get around being “risk averse” before we (corrections) can make progress 

 Look at what does “work” and take more risks, such as options like meditation in prison 

 Look forward to what will be useful, particularly during a financial crunch – good correctional 
practices get overrun by budget woes 

 Make a commitment to what we want to do 
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Focus on the Present 
 
Mind-mapping was created by Tony Busan as a way to look at a three dimensional world in a two 
dimensional method.  The purpose of “mind-mapping” in the conference was to “create a social, eco-
nomic, and technological context for dialogue” reflecting everybody’s perceptions of key trends.  The 
key question being, “What are the external trends affecting corrections that we all need to be aware of?” 
with a trend implying a “direction of change” that can be increasing or decreasing in intensity. 
 
The visual creation and impact of a mind-map cannot be accurately described in text.  Please note the 
photo attached to get a better sense of the product created.  Some of the themes listed included, but 
were not limited to: 

Upon completion of the mind-map, words describing the groups’ reaction to the process and map itself, 
included: sad, overwhelmed, confused, challenged, opportunity, complex, not in control, and per-
plexed. Revisiting the “map of corrections” the following day, several of the trends that emerged for 
each of the stakeholder groups were 
reentry, violence, code of the street, 
mentally ill, increasing elderly and 
special needs populations, female 
offenders, changing technology, in-
creases in substance abuse, increas-
ing diversity in the workforce, and 
the lack of community resources 
revolving around reentry. 
 
 
 
 
 
 

 Diversity of skills needed by staff  Lack of succession planning 

 Changes in technology  Increases in volunteerism 

 Mental health and substance abuse 
needs 

 An increased need for accountability 

 Special populations in corrections: Gen-
der Identity Disorder (GID), elderly 

 Government mistrust 

 Emphasis on performance based con-
tracting 

 Female offender population 

 Medical expenses  Unemployment 

 Feelings of entitlement among both 
inmates and employees 

 Educational disparities 

 Workforce diversity  Risk aversion 

 Management by data  Increased transparency 

 Focus on reentry  Overcrowding  

 Language barriers  
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“Prouds” and “Sorries” 
Perhaps one of the more poignant aspects of the conference was the section devoted to “taking responsi-
bility for what we are doing and not doing” by identifying what each participant and stakeholder group 
perceived as something they are doing in relation to corrections for which they were “proud” or “sorry” 
about.  After members of each stakeholder group contributed their thoughts, each group was asked to 
highlight the top three: 
 

  PROUDS SORRIES 
Ex-offenders/Advocates Survived the system Unable to assure lawyers as-

signed treat clients respectfully 
  Engaging positively with the 

system to better represent in-
mates 

Unable to change mandatory 
minimum sentencing laws 

  Being free Contributing to the drug prob-
lem 

  Being clean (of substance abuse)   
Sheriffs Light years from warehousing in 

the county system; new para-
digm = good public safety 

Slow to change 

  Enlightened professional staff 
(middle management) and the 
quality of staff and training 

Unable to procure more fund-
ing for community partners 

  Integral part of the community Haven’t done enough for pre-
vention (education, treatment, 
youth outreach, and working 
with children) 

DOC 1 Moving the agency forward for 
the good of the agency, not self 

Being a correction officer 
should be viewed as a profes-
sion, but is viewed as “a job” 

  Progress, to date, in the DOC; 
resilient staff based on obstacles 
faced over the last 10 years 

Lack of opportunities for dia-
logue and communication with 
internal/external stakeholders 

  Participation to lend a voice to 
THIS process; collective force of 
the DOC to bring the message 
back 

Lack of consistent policy for 
direction 

DOC 2 Professionalized staff Communication with staff from 
top to bottom 

  The NEADS program Interactions: culture, lack of 
respect, courtesy 

  Reentry focus and philosophy Turf; lack of communication 
and collaboration throughout 
the entire criminal justice sys-
tem 
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Reactions to the “prouds” and “sorries” followed a few themes.  Pride was expressed regarding how 
much corrections staff have improved, reflecting the expectations of more professionalism towards in-
mates, visitors and staff.  The fact that ex-offenders were invited to be among the participants was de-

scribed as showing how much the DOC is changing, genu-
inely wanting input from “both sides” to their work and the 
positive direction they are trying to take.  A sense of account-
ability was associated with the “sorries”, expressing an open-
ness to change by not blaming others for the problems.  Many 
of the “sorries” described a reflection on staff’s commitment 
their work.   
 
 
 

DOC 3 Recognize weaknesses and abil-
ity to change 

Not effective communicators 
(listening, sharing amongst 
ourselves) 

  Professionalism of staff Lack of civic engagement 
  Majority of inmates follow rules, 

cooperate, positive institutional 
adjustment and want to engage 
in programs 

Not unified in our goals; lack 
of system-wide ownership of 
the reentry process 

CJ/Public Safety Innovation and talent in the 
room 

Lack of training and develop-
ment; “no bench” (who will do 
the work when we’re gone?) 

  More aware of the needs of of-
fenders, victims and public 
safety today versus in the past 

Poor communications from the 
top down (externally and inter-
nally) 

  Intervention/prevention as im-
portant as law enforcement; en-
gaging the community 

Better addressing of mental 
health needs; many offenders 
should not be in prison 

Policy/Academia We are in a position to make a 
difference 

We do not take enough initia-
tive to be part of the discussion; 
wait to be invited; we have not 
moved out of our own group 

  We are proud to give a voice to 
those inside the system through 
legislation, personal responses 
and media 

Not good at fundraising and 
grant writing 

  We put out high-quality, accu-
rate information to the public 

We are reactive to negativity in 
the media rather than being 
proactive with good stories 

Service Providers Building relationships across 
agencies to improve services/
collaborations 

Sorry we haven’t demonstrated 
value/public education 

  Proud of the work we do as pro-
viders 

Sorry we didn’t build more 
relationships 

  Proud of the trainings we do and 
the knowledge we share 

Sorry for not doing enough 
succession planning 
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Future Scenarios of Corrections in Massachusetts 

In order to move participants toward thinking of the future, they were tasked with imagining a correc-
tions system 20 years from the present (2029), that they could believe in and be willing to work toward.  
Each group was asked to create a “shared vision for corrections that meets all your 
aspirations.”  Upon completion of this venture, groups were directed to think back to 
the present (2009) and address the main roadblock(s) that need to be removed in or-
der to clear the way to the future vision. 
 
This assignment brought out the creative side of the groups with scenarios ranging 
from “corrections award ceremonies” to “governor’s reports” to “press conferences” 
to a marvelous skit based on a Wizard of Oz story concept.  

Common Ground Visions 

After completing the exercise to present scenarios of what corrections should be like 
in the future, participants broke out into three groups to identify the common themes (i.e. values, 
norms, structures, programs or procedures) that emerged across each of the scenarios.  The areas identi-
fied six overarching themes: 
 

 Coordinated and integrated partnerships across agencies 
 Reducing incarceration 
 Reentry 
 Public at large 
 Change in institutional culture 
 Family involvement 

 
Each participant then joined the group that interested them most from the six common ground areas.  
They were first asked to express the group’s common vision in each area and subsequently to translate 
the aspirations of those visions into action or “what is it that we can do to make this all real.”  The objec-
tive was to present vision statements that all conference participants would agree with, based on the 
prior discussions, as well as statements which could be readily understood by stakeholders who were 
not present at this future search conference.   
 
Coordinated and integrated partnerships across agencies 

Statement: All criminal justice agencies embrace shared responsibility of offenders to improve public 
safety.  Coordinated reentry planning for employment, housing and human services by all criminal jus-

tice agencies for a collaboration resulting in a seamless transition from prison into 
the community. Support this vision through an integration of technology and per-
sonal contacts to share information and develop effective plans.   
 
Action Steps:   
1. Integrate the technology among all the criminal justice agencies based on 

Homeland Security Regions with Council Teams consisting of: neighborhood/community col-
laboration, prevention, reentry and classification. 

2. Develop/implement an Executive Order creating an Interagency Council on Reentry with a de-
tailed list of membership among: criminal justice agencies, human service agencies, housing agen-
cies, employment/labor development, registry of motor vehicles, community providers, state fis-
cal agencies, education/training providers, and business leaders. 

3. Convene Interagency Council on Reentry, a multi-agency group directed to address policies, legis-
lation, funding/resources, coordination/consistency of best practices.  Mirror what the state is 
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doing with crime and homeland security issues (5 regions) using Labor and Workforce Develop-
ment regions. 

 
Reducing incarceration 

Statement: Corrections embraces alternatives to incarceration, resulting in enhanced public safety, 
while maintaining cost effective use of public funding.  Corrections is invested in models that address 
individual and public needs from, pre-arrest through sentencing and graduated release.  To achieve 
these visions, corrections has to take a leadership role in educating the legislature, judiciary and the 
public at large on the need for sentencing reform and increased community and family engagement. 
 
Action Steps:   

1. Get commitment from Commonwealth leadership (i.e. Governor, Legislature, Judiciary); success 
will be measured via letters of support and follow-up. 

2. Identify and solicit support of stakeholders, (“many of whom are in the room”), bring others into 
the conversation (Department of Children and Families, De-
partment of Youth Services, District Attorneys, Judiciary, De-
partment of Public Health and its Bureau of Substance Abuse 
Services, Neighborhood groups, Faith-based organizations, 
schools, Medicaid/Massachusetts Behavioral Health Partner-
ship.  Make attendance (representation of each stakeholder) 
mandatory. 

3. Assign tasks to the group.  Short term tasks: reviewing and pro-
posing sentence reform, changes to mandatory minimums and 
other aspects of existing laws. 

4. Survey what exists for diversion/alternatives to incarceration. 
5. Update information about what diversion programs are avail-

able in the commonwealth and alternatives to incarceration, 
including outcome measures – use updated report to educate 
the public and make recommendations for change. 

6.  Expand the use of community corrections and graduated re        
lease programs.  Shift funding from current institutional struc-
tures to community prevention models.   Educate entities on 
why this mission enhances public safety. 

 
Reentry 

Statement: From day one, corrections specialize in a collaborative, needs-based reentry process.  This 
is done by providing diverse, habilitative opportunities and inviting transparency through community 
involvement. 
 
Action Steps:   

1. Assess the needs and risk factors to determine risk level and what types of programs offenders 
need to partake in – this process would be reviewed by a counselor.  Look at what programs are 
completed successfully and reassess what is needed next. Target uneducated inmates and make 
participation mandatory. 

2. Be able to identify and develop programs needed. 
3. Provide interactive reentry workshops/meetings in a manner where inmates are “involved” not 

“told what to do.”  If the inmate feels a part of it, s/he will want to do it. 

“In the last 
three days I 

have seen that 
people care, 

but didn’t be-
fore.  My state-
ment is that we 
can do this and 

stay focused, 
not just talk 

about it.” 
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4. Better collaboration is needed between prison administrators, probation, parole, families, and sup-
port groups to monitor inmates’ success post-release.  This collaboration also needs to involve ex-
inmates and include strategizing how to increase participation among inmates in the reentry proc-
ess, since inmates do not want to partake because it’s coming from a probation officer, parole offi-
cer or correction officer.  Even if the resources are there, inmates are not going to buy-in because 
they see it as another way for the DOC to keep tabs on them. Inmates need to see that it would 
benefit them and they would be more likely to see that if they are involved in the process. 

5. Establish Family Advisory Board. 
6. Implement an assessment tool to identify families at high risk; family assessment upon intake. 
7. Staff training on engaging families. 
8. Develop case management model. 
9.   Research outcomes. 

 
Public at large 

Statement: A public is aware, engaged and advocates for public 
safety, as a result of: transparency of criminal justice agencies, dis-
semination of information (i.e. agency plans, supporting data), fo-
rums and dialogues and outreach to the media, legislature, and community. 
 
Action Steps:   

1. Pro-actively send out information to target audiences rather than be reliant on them to seek it out.  
Utilize emails to reach people directly. 

2. Make website more user-friendly; easier to find things and navigate; better use of technology to 
get information out, in general. 

3. Create a collaborative (parole, probation, DOC, Sheriffs) quarterly newsletter 
4. Speakers bureau to get our message out so others know what corrections is doing and can make 

suggestions and listen.  Invite speakers in.   
5. Develop a “real” stakeholders list and contact information as a resource to assist conveying a mes-

sage quickly; often external stakeholders are more readily listened to than those working within 
corrections. 

6. Disseminate existing reports and newly created ones. 
 
Change in institutional culture 

Statement: In the interest of public safety, corrections proactively maintains a culture that is safe, 
healing, responsive, and respectful through ongoing dialogue with all stakeholders. Engage all stake-
holders in the co-creation of their future and mission of corrections in a safe and healthy manner. 
 
Action Steps:   

1. Establish standards of conduct that would support the type of culture we describe. 
2. Define roles so everyone in the organization knows what their role is in maintaining the type of 

culture; all staff have and understand key functions. 
3. Stakeholder dialogues; conduct sessions. 
4. Cultural assessments. 
5.  Establish cultural advisory council to advise the DOC on what direction to go to improve healing 
with help from stakeholders. 

Family involvement 

Statement: Public Safety is providing support, education and encouragement to offenders and their 
families in order to assist them to succeed both inside the system and as they reenter the community.  
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The criminal justice system is poised and obligated to provide early intervention assistance to the chil-
dren of the incarcerated, to breach the cycle of crime and community violence by working with offend-
ers and their families during incarceration through the reentry process.  Efforts in this direction need to 
include:  schools, treatment providers, mental health, medical, social services, and faith-based organiza-
tions. 
 
Action Steps:   

1. Identify who the family is by conducting family assessments.  Include non-relatives as “family,” 
could be friends, gang members, people they did time with, sponsors.  Reach out and work with 
others in the community (i.e. social services, ex-offenders, police, schools) using technology to 
truly identify “family” in an ongoing process. 

2. Train staff on how to engage families. 
3. Create a Family Advisory Board or several community-based family boards across the regions 

that are not limited to corrections and plays a role from point of arrest  and beyond the release. 
 

Definitional challenge of “Corrections” 
The discussion around articulating visions and action steps for the common ground areas, raised the 
question, “How do we define ourselves?” or who are “we” in terms of referencing “corrections” and the 
criminal justice system?  Corrections is beyond being incarcerated.  A subgroup of participants agreed to 
draft a workable definition.  With further discussion among the whole group the end result was:  
“Correction defines a process in addressing an offender from pre-arrest to his/her successful reentry into society.  It 
encompasses a broad range of entities including police, courts, probation, sheriffs, department of correction, parole, 
and community agencies.  Although these entities entail the entire breadth of the criminal justice system its focus 
is on the individual offender and his/her restoration as a law abiding member of the community.” 
 
Ex-Offender perspective 

One of the many invaluable experiences of the conference was the 
opportunity for ex-offenders to share their perspectives and for 
everyone else to listen.  In the midst of the conference, one of the 
ex-offenders was asked “What are we missing?  What do you 
mean about being human?”   He asked for time to think about it 
and toward the end of the third and final day, he stated that he did 
not want to answer the specific question, but instead opted to 
share a story “in hope that it will deepen your commitment to 
change.”   
 
He told of how he was only in pre-release for seven months (though you could be there for 18) before 
being released.  He did not know how to write a check.  He never had a driver’s license, nor a job.  He 
felt his environment was insensitive to helping him and he had to navigate the transition out of prison 
on his own.  He did not have parole or probation to help him.  He asked [the DOC] for help, but ex-
pressed that he didn’t get much.  Knowing now that the DOC is changing for the better, he thought the 
new policies weren’t being conveyed to the inmates so they weren’t able to benefit.  He stated that “in 
the last three days I have seen that people care,” but didn’t before.  “My statement is that we can do this 
and stay focused, not just talk about it.  There is an opportunity today and I say let’s stick to it.  I didn’t 
serve my time in a negative way and I made it through.  I’ve been out for ten months and to get where I 
got was a hard fight.  I thought that it was unfair and I fought, fought and did everything that I earned 
and I’m thankful to be here.” 
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This ex-offender was given a round of applause and thanked for his honesty and contributions to the 
dialogue.  It was also acknowledged that he had taken three days off from work without pay to attend 
the conference. 
 
Closing discussion 

As a concluding task, the whole group was asked to think of the values that are important that “you 
want to see embedded in what you do.”  Responses included: respect, professionalism, patience, restora-
tive principles (healing, wholeness, repair the harm that was done), open-minded change, transparency, 
honesty, collaboration, integrity, compassion, credibility, building partnerships, equality, responsibility, 
stick-to-fitness, accountability, creativity, trust and loyalty to vision. 
 
DOC Commissioner Clarke noted how important it was to have the types of conversations experienced 
over the course of the conference and thanked everyone for their contributions, adding that it was long 
overdue and necessary to move our mission forward.  He said “If you can dream it, you can achieve it,” 
and “We want to develop a shared vision.”  Parole Board Chair Conrad added, “During difficult times, 
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great things can happen.  This is truly an historic time for us.”  The group representing the Sheriffs said, 
“the conference sends a strong message” – “It is stakeholders from across the board saying this is what 
we want.”  Future Search facilitator, Sandra Janoff, concluded by noting their goal at Future Search was 
to “enable systems to work” as a new system with a strong voice. 
 
Feedback and Follow-up 
 
The end of the conference and beyond: 
 
At the very end of the conference, the microphone was passed around for all to share, in just a few 
words, their experience of the Future Search Conference.  Many participants echoed the sentiments of 
“hopeful,” “inspired” and “educated/better informed/enlightened.”  Additionally, comments included:  
“felt included,” “thankful,” “committed,” “encouraged,” “humbled,” “focused,” “will share outside 
with others,” “curious,” “excited,” “would like to see more ex-offenders participate,” “shocked (and 
encouraged) to see we had former inmates involved,” “privileged,” “enthusiastic,” “look forward to the 
cooperation of everyone in the room,” “Appreciative of being invited/thankful for being accepted (ex-
offender)—it felt warm and I have faith this will work,” “honored,” “this was an historic occasion; I’m 
happy you have opened the doors, but we need to keep on pushing forward,” and “Interested enough 
to stay around for another 20 years to see if we pull this off.” 
 
Following the conference numerous participants took the initiative to send in their comments via email 
and telephone.  Below are some of the emails received: 
***** 
Nice job on Future Search!  I'm getting a lot out of it and am glad I was included. 
****** 
I just wanted to say thank you for inviting DMH to the table for the Future Search conference that was 
held these last three days. It was a pleasure to meet you and to work with the array of professionals and 
stakeholders you brought together.  The conversation and dialogue were very inspiring. It was also re-
freshing to see the common themes that emerged, including the framework of respect and dialogue and 
the recognition of the need for mental health and substance abuse treatment as well as other services 
within the confines of correctional institutions and through creative community interventions as alterna-
tives to incarceration.  As I said, I will update my colleagues about this conference and will look forward 
to ongoing work across agencies. 
***** 
I wish I had been able to participate in more of the conference, but I was glad to be there for the time 
that I could.  It is very exciting to think that some of the things I have been saying for years other folks 
think are the key issues also, and hopefully with all the participants, we will be able to move some of 
these issues/ideas forward...finally.  Exciting times in Corrections these days!! 
***** 
I thought that conference was awesome. Your staff worked really hard nice job!!!!!  
***** 
Sorry I could not be present for the Wednesday session.  Since I trust there was a feedback session that I 
missed, I wanted to let you and your colleagues in Corrections know how much I appreciated the op-
portunity to join you on behalf of Secretary Bigby.  I was frankly surprised at the progressive thinking 
reflected in the vision shared by your colleagues and their enthusiasm for working more collaboratively 
to reduce the levels of incarceration, to engage family members in treatment and planning and focus on 
improvements in reentry, with emphasis on treatment, employment and housing.  I was also struck by 
the extent to which your visioning discussions and plans for the future highlighted opportunities consis-
tent with our own thinking/planning: the commitment to significantly reducing the number of men and 
women who are incarcerated, and of those incarcerated, reducing the number who are institutionalized; 
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the emphasis on the need for data sharing; and finally the recognition of the 
need to work cross organizationally, both within the corrections system and 
without, to achieve these goals. 
 
 I especially applaud you for including not only the usual partners in these 
discussions - corrections officials, sheriffs, police representatives, DA's etc,. 
and advocates - but also former inmates and victims.  Their voices were es-
pecially important. For future discussions, I would suggest that the voices of 
more direct service providers may be helpful, especially those providing 
reentry services. 
 
 I am confident that I speak on behalf of Secretary Bigby in expressing our willingness to continue to 
work with you to achieve your goals.  As I indicated during our discussions, the men and women in 
your care are often members of families we also serve.  Our ability to achieve our goals of family self 
sufficiency and healthy child development are often contingent on your ability to achieve your goals as 
well.  We look forward to continuing to work with you to realize the shared vision you 
have developed over the past two days. 
***** 
I just wanted to thank you again for putting together such a informative and educational conference. I’m 
looking forward to the next one. 
***** 
First, it was a pleasure to meet you at Holy Cross this week.  The Department is fortunate to have you 
on its team.  Secondly, you did an outstanding job putting the whole conference together.  I know how 
much work is required up front and behind the scenes to make a conference that large look effortless.  
You and the staff members did a marvelous job.  Please convey my thanks to all of them as well.  Job 
well done!  I am eager to see what kind of follow through occurs as a result of Future Search, but what-
ever happens in the future, the relationships that were formed there among all the disciplines and the 
personal bonding that occurred between the participants will pay dividends immediately. 
I hope that you were able to see the big picture from your vantage point and that you share my enthusi-
asm for the process and the outcome. 
***** 
[You] really pulled off an impressive meeting.  There are now many, many people who have bought 
into a worthwhile visit. One idea you might consider is to link your vision statement and action plan 
in the future to data on the 'current reality', as you called it. Publish side by side reports that provides 
statistics on the current overcrowding, mandatory sentences, #  of folks ineligible for good time or di-
version, etc. I'd be happy to help on that if you needed such help, but I suspect you have already done 
all that for various reports. Thank you thank you for all that you do and for including me. 
***** 
Thanks again for including FAMM this week. 
***** 
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Several individuals who were invited, but were unable to attend, wrote or called asking to be included 
in any follow-up forums, often referring to having heard such positive feedback about the conference 
that they regretted missing the opportunity and wanted to be sure not to miss anything more.  A brief 
summary of the Future Search conference was disseminated as a press release. 

A list of all participants and their contact information was disseminated to all participants via email in 
March 2009.  Each common ground area and those who participated in the sub-group designed to each 
area was also disseminated.  Each common ground topic “leader” was reminded of the commitment 
during the conference to engage group members (as well as anyone else from the conference who 
wanted to participate) in follow-up discussions, meetings and follow-through on the action plans.  A 
reminder will be provided with the distribution of this summary report of the conference. 

An article for the DOC newsletter was written and published in the  

Spring 2009 issue: 

 

Future of Corrections Outlined at Future Search Conference 
By Rhiana Kohl 
 
An ambitious plan for the future of corrections in Massachusetts was the outcome of a three day Future 
Search conference held recently.   With the theme “Partners for Safer Communities: A Shared Responsi-
bility,” a diverse group of key stakeholders joined forces to identify what was needed in Corrections 
going forward, with the ultimate goal of improved public safety.  Co-sponsored by the Department of 
Correction, the Massachusetts Parole Board and the Massachusetts Sheriffs, participants included an 
array of key stakeholders including the Executive Office of Public Safety and Security, legislators, repre-
sentatives from  health and human service agencies, community service providers, police, prison volun-
teers, advocates, defense counsel, probation, the trial court, academics, victims, correction officers, ex-
offenders and many others.  
 
Representatives from these diverse perspectives worked together to find six areas of common ground:  
1) Coordinated and integrated partnerships across agencies; 2) Improved public safety through sentenc-
ing reform and alternatives to incarceration; 3) Improving the process of prison reentry into the commu-
nity by providing diverse rehabilitative opportunities with community involvement; 4) Reaching out to 
the public at large to increase awareness, educate and engage advocates for public safety; 5) Change in-
stitutional culture in prisons and jails in the best interest of public safety proactively maintain a culture 
that is a safe and healing environment for all stakeholders; and 6) Family involvement, without whom 
offenders are less likely to succeed in and out of prison. 
 
“We are glad we were able to have this important dialogue with such a diverse group of stakeholders,” 
said DOC Commissioner Harold W. Clarke.  “The vision articulated by the Future Search Conference 
will serve as the foundation for the DOC’s strategic planning process.   We will continue to work with 
external and internal stakeholders in developing a comprehensive strategic plan and process by which 
input, feedback and data driven management will be conducted.” 
 
Chairman of the Massachusetts Parole Board Mark Conrad added, “The Future Search conference was a 
valuable resource for stakeholders involved in corrections and community supervision to utilize in de-
veloping new strategies to improve public safety in the Commonwealth.  Effective solutions to reentry 
issues require participation from the whole community, not a single agency, system or group. Recogniz-
ing that the current economic climate presents challenges to organizations in the public, private and 
non-profit sectors, it is more critical now than ever that we increase and enhance partnerships and col-
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laborative efforts to maximize efficiency, effectiveness and a common understanding of our shared ob-
jectives. The Future Search conference provided the necessary foundation and direction towards accom-
plishing this and emphasizing our collective commitment to serve, and I am confident the results will 
improve public safety.” 
 
Rep. Kay Kahn said, “As a state representative, having pushed for reform of the corrections system for 
many years, I was pleased to be invited by Governor Patrick and DOC Commissioner Harold Clarke to 
join stakeholders in creating a shared vision for Massachusetts that prepares inmates for release back 
into society. We are spending $1.2 billion annually on corrections. The conference ‘Partnership for Safer 
Communities: A Shared Responsibility’ provided an opportunity to think creatively across the criminal 
justice system about treatment of prisoners, prevention, and community corrections. The planning meet-
ing agenda was about public safety, fiscal responsibility and greater transparency.”    
  
Actions and Applications of the Future Search Conference to Practice: 
 
Reentry Task Force 
Bridging one of the common ground issues, “Coordinated and integrated partnerships across agencies” 
into immediate practice took place in relation to the state’s application for the Second Chance Act: Pris-
oner Reentry Initiative grant through the Bureau of Justice Administration within the U.S. Department 
of Justice.  Parallel to the grant proposal process, the Executive Office of Public Safety and Security 
(EOPSS) initiated the implementation of a Reentry Task Force analogous to what was discussed as the 
Interagency Council on Reentry.  Members of the Reentry Task Force will serve as a sub-committee of 
the Governor’s Anti-Crime Council, expanding upon what has already involved the DOC, Parole Board 
and Massachusetts Sheriffs Association strategic planning efforts.  The Task Force is charged with exam-
ining ways to pool resources and funding streams to lower recidivism for returning offenders, to collect 
and analyze data and best practices in offender reentry from agencies and organizations nationwide, 
and to continue to work towards the goal of reduced recidivism and ensure that the transition individu-
als make from prison or jail to the community is safe and successful. 
 
Mind Mapping 
The DOC’s Division of Staff Development and Training 
utilized the technique of mind mapping as a tool to re-
flect on exploring changes needed for in-service training.  
This was received well by those involved and anticipated 
to be employed elsewhere within the DOC. 
 
Next Steps… 
DOC Strategic Planning 
The purposes for having a Future Search Conference 
were multi-faceted, but one of the major goals was to 
utilize the vision set forth from the conference to develop 
a multi-year strategic plan for the Massachusetts Department of Correction (DOC).  A strategic planning 
committee has been formed among key leaders of the DOC working from the framework of the com-
mon ground areas identified at the Future Search conference.  Committee members will also conduct 
focus groups with a cross-section of staff throughout the DOC in the review of the Department’s vision 
and mission as well as development of goals and objectives for the strategic plan. 
 
External Stakeholder Common Ground Subgroup Meetings 
The DOC, with the support of the Future Search consultant, Dr. Janoff, will continue to encourage the 
common ground groups to meet and further the vision of what was discussed at the conference. 
 


