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STAFF TRAINING is not a new thing
to Canadian penal institutions.
Sometimes, in conferences such as
this, people have talked about staff
training as though it were a new
discovery, whose properties were
so valuable that any ‘“have not”
wardens were to be pitied—if not
thoroughly distrusted,

And so, in recent years
increasing numbers of penal
administrators have announced
their adoption of staff training,
together with classification, group
counselling and other assorted
insignia of penal enlightenment, In
the interests of historical accuracy
however, let us acknowledge that
there has always been staff training
in our prisons,

of this’

It might consist simply 0

The new recruit is assigne
tier housing an assortment
prison-wise inmates, given 2
of keys and told *you’re on ¥°
own, Mac.” This is his orientatlonc'
From then on he learns the cult®
of the institution, including
unofficial rules for survival, If "
other officers and from well-insti* ¢
tionalised inmates. Ordinarily:
most knowledgeable authorities .
the inmates. This might be des’
cribed as a “sink-or-sW! "
approach, and for years it has €0 1
stituted what many Ca“ad“;s
prison officers have relied upo?
training for their daily work. ne
My purpose in recalling e
venerable character of staff #2
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Ing in our penal institutions is to
Make as vivid as possible the fact
ttha_t the personnel of every insti-
Uion js jinvolved in staff
Yaining whether the institution
ad wants it or not. This is
frlmply not a matter of choice.
herefore the subject of this paper
May be thought redundant for
%ome prisons (i.e., the training of
Personne] may seem to involve no
Problems), The model of inexorable
isttaﬁ training, in which nature takes
.S course, may appear to suit the
Wstitutional requirements perfectly
;’}'el_L Limited expectations require
rrmted effort, and although the
®ults may be unimpressive the
Ploblems also are slight—or at
€ast they may seem so.

But prison officials to-day are
5 Sthaps less able to settle for
s{nall_ ad hoc expectations such as
i Ply holding ' prisoners under
Ccure and trouble-free conditions
untij} they are officially released.

¢ final product of our institutions
Q:s' become too often a more
~“Tlous menace to the wider com-
:’:Umty than when he was first
‘ti:tenC?d. Periodically the institu-
exn dtself  suffers ﬁrst-hangl
o Perience of the inmate’s deteri-
Tation before he is released. Some-
Mes legislators have perceived
t Possible connection between

®Ir own institution creations and
wﬁ degeneration of their inmates,
% OS¢ subsequent careers are SO
emy in both economic and social
nrms- It is when there is uneasi-
S or downright dissatisfaction

Aboyt what prisons accomplish

that authorities become faced with
problems including those con-
cerned with the training of
personnel,

In my view the important
questions involved in staff train-
ing are essentially administrative
rather than simply technical or
professional. Usually the problems
calling for technical solutions may
be resolved with relative simplicity
once the critical administrative
judgments have been made.

Amongst the several questions
which may be posed, there is one
which I believe requires the highest
priority. It is this. What is the
purpose of the activity in which
these officers are engaged? What
kind of result is required, and
what means are consistent with
its attainment?

There may be some who will
regard these as academic problems
—as aspects of questions whose
answer has already been given and
placed beyond debate. If this is
true, what Js that answer? In
Canadian penal affairs there are
palpable differences in the objec-
tives not only of various juris-
dictions and agencies: but even
within single organizations there
may exist quite conflicting goals.
Until the institution’s authorized
objectives have been expressed in
clear, unequivocal terms no one
can decide with certainty what its
staff training curriculum should
include. .

This is clearly a top level admin-
istrative task for the obvious
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reason that it is here that the
necessary authority resides. The
choices which are made reflect
policy judgments. Any institution
head or director of a correctional
system who develops goals for his
organization, without official sanc-
tion of the responsible minister,
puts himself in a most vulnerable,
if not irresponsible, position. He
may enjoy commendation for his
stated intentions and perhaps for
some early triumphs, only to have
his efforts unsupported and even
condemned at the first sign of
‘crisis. It is a proper cabinet or
ministerial duty to decide what
the objectives are to be.

Tn case these observations may
be misunderstood, I hasten to
explain that I do not subscribe to
the notion that every official below
the cabinet minister level should
regard his position as a sinecure
whose tenure depends upon his
freedom from ideas. On the
contrary, it ought to be taken for
granted that the executive officers
of a penal system will be persons
capable of creative thought as well
as of action. Among other things
they should be responsible for
making the political head—i.e., the
policy-making  authority—aware
of the critical issues to be weighed;
for bringing to his attention the
important concepts and ideas and
developments which are pertinent
to the work of the department. A
director of corrections and his
institution heads have no authority
to decide the objectives of the
department or of its institutions,

They do have the proper task of
assisting the political head to b
intelligently aware of the bESt
possible choices and of thelf
probable outcome.

I do hope that, in defining goals
for Canadian penal organization®
the policy makers and theV
advisers will soon replace t°
vague platitudes about rehabili?’
tion with firm statements of s0¢2
policy. An older policy position h?
the virtue of clarity—*‘make thi
offender suffer.” It seems appare?
that one can no longer open!y
champion a penal system WhoS
main object is the humiliation 8"
the brutalizing of convicted perso? '
But it is not so clear just W
objectives and methods aré: "
fact, prescribed. Under the sol
called new dispensations in pev?
practice, much of what has bec”
considered futile and irrational 1
the past has been continued und®
a change of name and ration? e
Under the circumstances it is #°
surprising that prison officers &
confused about their roles. .

Scarcely any system seems W’t
ling to commit itself to a distin®
position, even experimentd™):
Instead we adopt a nebl{l?un
“middle of the road” positi®
which seems to say, in effect, wr
can’t condone obvious neglect oe
brutality and we can’t take fhn
chance of fostering self-directi®
in inmates”,

Whether this situation .ﬂows
from the absence of a phllos";
phical frame of reference, from ! '
reluctance of cabinet ministers
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enlarge the opportunities or to take
uch,aﬂCes on behalf of politically
n’é"nportant people, or whether
D-elected officials are equally
Unwilling to advocate such a choice
gor a combination of them—the
. Sult is an unclear formulation of
T8anizational purpose.

One corollary is that the mem-
°rs of the organization are given
Clear perception of their
Unctions, If this is the case it
®Comes futile for anyone to
£r°POSe the content or method of
0 System of staff training. The
m08t° admirable content com-
CO“nlCated with the greatest
admpetence will almost assuredly
o staff frustration rather than
: Cieney, until the goals are estab-
Shed with authority, and training
Cone: goals are conspicuously
NSistent, That is to say, more
oom than good can result from
cOrammg” in a vacuum—from
tent not clearly related to
Purpose, :

r;rhd introduction of a purposeful
: Sramme of staff training gives
%€ 0 a’ number of problemiatic
i'gphca'tions. There are implica-
& NS for personnel practices, for
cample,

ly
i

Consider some possible recruit-
°at issues, There are some penal
um{mstrations whose minimum
:_lﬁcations for personnel are not
Drocclﬁcd. This deficiency, in tum,
de n?qu from an absence of ]o_b
o Ition, In other words, there is
s Statement of what the job con-
§ of nor what qualities make

for a good officer. No wonder
recruitment may become a casual
affair which makes a continuous
contribution to the poor morale
and the high turnover it is
expected to remedy.

If every officer is expected to
participate in an education for his
work, he must have the capacity
and background to come to grips
with the factual and the conceptual
material of his courses. Otherwise
everyone involved is wasting time,
effort and money, This considera-
tion affects not only the minimum
qualifications for admission to the
service, but it may well require
changes in recruitment procedures,
What needs to be done in order to
screen out doubtful candidates and,
positively, to secure an adequate
supply of persons with better than
just minimum equipment? Minis-
terial  recommendations  and
membership in approved organiza-
tions' may have to be dropped as
criteria and methods of selection.
" Promotion is a function of
fecruitment; it involves the filling
of key or senior positions. Some
services observe rather stereotyped
lines of advancement. The merit of
these patterns will need to' be
reviewed in the light of admin-
istrative expectations of staff
training, What, if any, loss results
if you abandon the idea that
senior positions serve as proper
rewards—and incentives—for loyal
and long service?

Or think. of those positions
which have come into existence
within recent years. They include
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titles such as a variety of coun-
sellors and classification personnel.
The functions generally assigned
to these positions are essentially
professional in character. In fact,
it is such a rationale which is put
forward to secure better than
minimum salaries for these posi-
tions. For a variety of reasons these
positions are frequently filled by
persons without specific profes-
sional qualifications of any sort.
I am not expressing an evaluation
nor a judgment here; I simply
draw attention to the fact.

What effect should staff train-
ing have upon this situation? It is
expected to make up the difference
between the prevailing levels of
competence and those expected of
graduates of professional educa-
tion? (i.e., is it to be a bootleg
source of professional education?)
If this is not the purpose what is
to happen to these functions; will
they be performed only by profes-
sionally equipped practitioners, or
will an in-service trained officer be
regarded as a satisfactory alterna-
tive? I admit to being concerned
about this question since I believe
that the opportunity to explore
more than one promising method
has been scuttled by the discredit
of substitutes bearing the same
name but not the substance of the
real thing, In this connection it is
worth repeating that the most
critical decision to be made has to
do with organization objectives.
If the goal is simply to keep up
appearances, while at the same

time keeping the system pretty
well the same as before, it WOU!
be a mistake to depart from wha
exists already. This way on¢ 2
least keeps the system safe fOf
mediocrity.

What is at issue here, briefly
are the requisites for a profes
sionalised service, Does it enhan¢®
the professional status of priso?
officers if, in their institutions
educational, social work, psych?
logical and related services do not
need as high a standard
professional proficiency as 3%
other organization would expect’
Can the staff training activity %
equip the officer with a body ©
knowledge, mastery of methodS
and an ethical frame of referenc®
so uniquely and appropriat
suited to his tasks that he can f¢¢
secure in his own distinctiVe
professional competence?

A further question begs tO be
asked at this point; namely, cat
penal or correctional objectives pe
framed with sufficient objectivity
and consensus that they may
reflected in professional Ofﬁce;
education approaching univers?
application?

Aside from these aspects s
personnel administration theré '
the inescapable question abo!
salary levels and the effect of st
training upon them. This
perhaps, a self-answering questio®
but it must be anticipated from t )
outset, If the educational expe’}
ence is believed to have any me”
in making the personnel MO
knowledgeable and effective in !

ol
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gerfo.rmance. will this necessitate
Major upgrading of salary scales?

tioAsxde from its possible implica-
b ;‘S for personnel management, a
arog"amme of staff training will
use other questions directly
mearmg upon matters of internal
4nagement and administration.
ngme of the problems may bz
an?f_ahzgd or mitigated in
o 'Clpation, but they will force a
s Cision sooner or later. A prison
2Ystem which claims to have been
Mune to these problems has
Most certainly been free from
¢ contagion of staff training.

iq Education engages people with
°as, and ideas have the power to
pregt behaviour in turn, It is
tae_clsely because ideas are con-
thzgllmls and dynamic in quality
" t they make persistent inroads
tipon previously existing institu-
Onal values and arrangements.

€ training content may stimulate
Way S of perceiving the offender

ich causes the officer to question
o his private behaviour and the
TPOrate institutional behaviour,
VIew of the declared purposes of
® institution, It may be a short
€p from this position to a lack of
Ympathy wth some of the things
®and his colleagues are expected
mado- On the other hand, there
Che be considerable resistance to
ingt’}ge.and to the idea underlying
itltunonal changes. At either
Dromme one is faced with the
loooPCCt of poor morale, at the

east. an .
Worst, d with sabotage, at the

§t
§

Prisons, on the whole, have
adhered to rather rigid hierarchical
models and have tended to require
unquestioning compliance rather
than an exchange of opinions
between senior and junior ranks.
Is it possible to engage people in
a genuinely educational enterprise:
—especially in matters relating to
human relationships—if they are
not free to explore and question
the ideas to which they are
exposed? Surely in this field we
cannot claim to possess such well-
established answers that the train-
ing content should be considered
indisputable, How safe is it to
engage in an activity which, by
its very nature, must undermine
the traditions of unquestioning
compliance? What limits to
dialogue and debate ought to be
imposed? Should classes be com-
prised of members of the same
rank in order to minimise this
problem; if so, are problems of
communication and interpretation
between ranks simply exaggerated
and made less soluble? And by no
means least of these dilemmas.
what effects are these reactions
among staff likely to have upon the
inmate population? And how
capable will the officers be in
keeping inmates under reasonable
control, while they themselves are
undergoing a degree of conflict
about their work?

The key administrative officers,
it will be noted, must cope with
problems of implementation. That
is, they have the job of making the
theoretical and conceptual content
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of training come to life in the
behaviour of the organization. But
although senior officers will have
to make decisions about regula-
tions, procedures and methods
.governing the work of the institu-
tion, it is the front line officer who,
in the final analysis, decides what
is technologically correct behaviour
for him. There is nothing new
about this, of course, but the
effectiveness of the training pro-
gramme will rest in considerable
measure upon the wisdom with
which these questions, bearing
upon the application of learning
to practice, are answered.

Another array of questions are
possible around the consideration
of priorities. Choices will have to
be made in this respect whether
the administrator adopts a hap-
hazard “play it by ear” approach
or one arising out of methodical
planning.

Any worthwhile educational
programme for personnel will cost
money and other resources, It will
compete with other demands for
these resources. Where do the
requirements for staff education
rank in relation to other require-
ments? This question is far from
academic and the answer may well
determine just how far training can
succeed. :

Assuming that all personnel are
required to take part in training,
‘there is bound to be some drain
on the man hours available for the
-supervision of inmates. The argu-
ment may arise that officers can't

be spared from the cell block of ‘hel
farm; the hobby or recreation
activities will be short staff
any staff are withdrawn. What 3%
the feasible answers? I
Here are considerations od
security which cannot be dismiss
lightly. There are other matters
issue also. If you reduce or cut o
some of the inmate programmes: !
you increase lock-up time so 85
free some staff time it may lea¥
inmates with less than they “E’w
have in the way of constructi’®
occupation,  Should  inmd
services and morale be sacriﬁc‘sf
for staff training? In the face 0
possible deterioration in inmd
behaviour and welfare it may s¢€”
both humane and expedient
postpone staff training. I WO“de;
how many hopeful training P]*‘“r
are put off indefinitely, from ¥¢?
to year, under the illusion th
typical prison conditions 4"
demands will somehow go %%/
by themselves eventually. .
A further mattér for prionity
decisions will be "that of
utilization of - ‘supervisory 2 ;
professional ‘personnel. I am ng
aware of any Canadian prison 1!
enough qualified educators, o
workers, medical practitioners 2"
psychologists to accomplish ¥ I
they believe is professiond’y
possible: Yet I am reasonably s
that these 'are among the pcopte
who would be expected to devO
substantial time and effort t0 a':)_
staff training activity. The autr
matic result would be a furth®
dilution of professional services

le
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MMates. What kinds of service
reductions would be most feasible?
. ; It possible, in good conscience,
t heglect deliberately what appear

O be the most clamouring and
pparent inmate needs? On the
Other hand, how far can one
fgment of the staff hope to
e;CCeed in its work, if its best

Orts  are not understood
and sustained by all other col-
tiagues ... if employees group

Cmselves into competing forces
Whose lack of -intelligent mutual
Understanding cancels out every-
One’s efforts?

The priority questions raised so
At are facets of one problem; that
15, What sacrifices in inmate super-
Vision and services ought to be
Made in favour of training
Personnel? There may be other

Inds of competing demands.

On? of the most troublesome
Shronic complaints in our prisons
clas to do with overcrowding. A
ey related difficulty is the
ant opportunity to segregate
irOSSIY different types of offenders
l‘lnon_g facilities having different
Sencnons and resources, Con-
. Quently legislatures across the
ountry have need under pressure
O enlarge existing institutions and
aol Cstablish new ones. In spite of
.- that has been said on the sub-
2 t in the past, the idea still

PDears to prevail in some quarters
seat Canada is short of maximum
.~CUrity institutions, Capital pro-
18cts of this kind are tremendously
XPensive, but they are only the

Wi payment on new acquisi-

tions for which governments will
continue to pay additional sub-
stantial operating costs yearly.
Then, with the inflexibiltiy of
Parkinson’s Law, the new prisons
soon become filled to capacity
leaving the old ones just as full as
before. And we know very well
that the majority of those who
are committed once become com-
mitted again. Should new facilities
be established, with the designs of
the past and the kind of staff
which find comfort in such designs,
or should expansion receive a
lower priority than the training of
present personnel. Or can we
afford to sacrifice either at the
expense of the other?

Competitive interests may exist
at other than institutional levels,
One argument that can almost
certainly be guaranteed is the one
which pleads for “more emphasis
on prevention.” Its rationale is
that if child welfare services were
“beefed up” fewer people would
become offenders; if more pro-
bation officers were appointed
fewer people would go to prison;
if educational and employment
opportunities  were  enlarged
prisons could be contracted. These
arguments have a certain obvious
appeal to logic which may be
more apparent than real.

Do we, in fact, know whether
there is any correlation between
these community resources and
the problems associated with
institutionalised men and women?
Is the additional investment in
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community personnel able to
neutralize the effect of the father
who returns home after a typical
prison experience?  Moreover,
must we always view these enter-
prises as mutually exclusive? Why
should it be a question of either

.. .or? I am inclined to think
that the seduction of the “preven-
tion is better” argument has
clouded more than one issue and
has prevented nothing quite so
much as action.

The resolution of these ques-
tions of priority calls for a high
degree of administrative perspec-
tive, To visualize the potential
result of training prison staff
requires a capacity for long-range
planning, and for perceiving the
relationship between means and
ends.

Let us assume that most of the
foregoing questions have been
examined and that there remains
no doubt about necessity for a
thorough programme of staff
training.

What are the most appropriate
sources of instruction? This might
easily be treated as a simple
technical or methodological ques-
tion to be resolved by arranging
for the most accessible and con-
venient educational sources.

It seems to me, however, that
within this question are a number
of closely related problems which
have crucial significance for the
outcome of the training activity.
Perhaps the crux of the problem
is made more precise by putting
the question in another form; how
can we deal with content bias?

The question calls for decisions
at several important points.

outline of curriculum has 10 bg
determined. By whom? -Whe
should expand the outline with {8

detailed meat of separate courses
Who should communicate
material to the officer train€®’
And who will evaluate how sat¥
factorily each officer has “t
equipped by his education? Af
each of these levels some degree qs
bias is virtually inevitable; it
just as well to recognise this at th .
outset. In other words, whate"et
judgments are made will {eﬁclc
valuable judgments and not simP
technical ones. One poss!
conscious judgment may be
promote a definite bias; or it B2
be to subject biases to as criti®
an examination as possible.

Since the latter sounds MO¥
liberal and respectable the aPProo
priate course of action may sec}nt
be the securing of educatio®?
services from sources outside .
organization. This might invol*’
arranging for people like psyc™
trists, lawyers, university, prof65§°rr
and others to prepare and deli¥®
lectures on subjects which {
consider important or which b2V’
been suggested to them, Or univéf
sity departments of extension m“e
be asked to arrange for one of mor
series of evening courses in Wi
several professional schools an
academic  departments
participate,

Several features of this arrané’
ment seem attractive. It solves'm
one stroke, those troubles®



PRISON SERVICE JOURNAL 11

Juestions about the disposition of
Institutional personnel performing
t'ey technical or professional func-
0ns. It places the burden of
20“1'36 preparation and instruction
1 someone else. The organization
Way enhance its public image by
Ing associated with persons of
SUch prestige, whose statements
U be presumed to be as advanced
. as scientifically correct as
gOSSIbl.e. Best of all, if the staff
T® going to take issue and argue
c; anyone’s point of view, it is
ben}fort}ng to think that they will
t In dispute with people outside
® hierarchy, From the instructor’s
Point of view there is the satisfac-
c:" of being able to give full
B Pression to his ideas without
Aving to take responsibility for
a‘}ttl‘ng them into practical effect
ithin the prison.
1t But this points to a dilemma.
Or't € training programme is goal-
nelented; if it is conceived as the
Oﬁciessary means of equipping
in Cers to produce result§ s.peciﬁ'ed
amp°1}Cy. can the administrative
5 ority be free of responsibility
I the content of instruction from
.~8lnning to end? If the instruction
S intended to reflect itself in
Practice how can it be the product
ace People who are in no way
HOOUntable for policy fulfilment?
B W are officers to cope with the
~OSsible conflict between course
Plications and the working in-
Tuctions of their superior
cers?
nsider this issue from another
Wifﬁil;:cti_vc. A profession carries
It an ethical obligation

concerning the use to which it is
put. Many eminent physicists have
expressed remorse that their find-
ings have become a potential
source of human annihilation. Is
there a professional obligation to
avoid the communication of tech-
nical, “how to do it” information
unless there is significant participa-
tion in determining the use to
which it is to be put? Lest this be
considered extreme it is well to
recall that the brain washing tech-
niques of totalitarian authorities
are instances of applied behaviour-
ial sciences.

On the other hand, there is the
distinct probability that institu-
tional authorities, if they provide
for their own staff training, will
make it the formal means of
rationalizing and confirming pre-
vailing institutional standards. It is
likely to become a mechanism for
making organization men, they
“adjust” comfortably to existing
conditions, learn to use accept-
able clichés, and become less rather
than more capable of question-
ing current assumptions and of
examining problems with appro-
priate perspective. This is possibly
the kind of bias which is most
prevalent at present. How can it be
corrected? The problem seems to
bring us again to the matter of
organization purposes and objec-
tives. No matter what you and I
may think about the particular
bias of certain courses of instruction
presumably it reflects admini-
strative intentions and policy.

I began by referring to the
crucial policy questions whos¢
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answers will determine the charac-
ter and effect of any staff
education. It may now be more
apparent that almost all of the
succeeding problems can be under-
taken properly only when the
primary policy questions are
answered. There are some dangers
in attempting to work out ways
and means without first making
sure that the policy makers have
a policy about objectives. The
empire builders, inside and outside
the public service, should beware
lest they find that their prefabri-
cated castles have no legitimate
foundation on which they can rest.

It seems highly appropriate to
me that this conference should
be concerned simultaneously with

staff training and research in ‘,h?
field of Canadian penal ad
istration, It may be pertinent ¥
suggest that some of the S¥P
essential to promotion of a M8
quality career service in our priso®
might become more evident I *-
examination of salient admimstri‘c
tive processes were made ‘
subject of research. I almosf
hesitate to suggest this for feaf.oe
pointing out a further alternatl’
to direct action. But reseaf p
needs to be employed to facili!?
—not to avert—decision makin®

There is no intrinsic reason
public penal administration sho"”
not engage in solving its organizs
tional problems with as mY c
efficiency as other administratt’
enterprises do.

/
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Criminal on the Road

A STUDY OF SERIOUS MOTORING OFFENCES AND THOSE WHO COMMIT THEM ]
In British criminal courts the majority of all offenders appearing are cha;gw

with having committed a motoring offence. This, however is the first std
deal with them in specificially criminological terms. The approach from soci©
is adopted and maintained throughout the work, and the author make
examination of motoring offences in terms of the theory of di

108Y
an
al

ti
feren’ .

association, first enunciated by Sutherland. The study demonstrates tha
opular image of the serious motoring offender does not accord with fact, ins!
in particular demolishes the assumption that these offenders exhibit no ¢rt these
characteristics. Indeed, the evidence supports the opposite view: that g thet
people are in no way difterent from many other classes of offender, 28
their driving reflects their personalities—they drive as they live.

stted
The facts are derived from the police records of 653 people who qomm‘igws
serious motoring offences in an English Police District, and from interV
with a further 43 convicted offenders. The findings may, perhaps, make 1 toring
difficult in future for the public to condone the commission of
offences, many of which are shown to proceed from behaviour a
antisocial as more direct forms of violence.

This book is of the utmost concern not only to those who make or €

oré

mo
[} staf

nfore®

Kly

the law but also to every person who uses the roads in this motor age. cadin

The author: Lt-Col. T, C. Willett, is Warden of Windsor Hall
University. He was formerly Senior Lecturer in Sociology, the Roya

Academy, Sandhurst,

i mititas?
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