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Key Men

A. W. DRISCOLL

MY INTENTION within this article is
to examine the role of the prison
officer. This subject seems to be
very much a question of tradition
and perception. I do not intend to
write specifically about the training
of prison officers, but I will use
my experience in training prison
staff as a window through
which the subject may be viewed.
In doing this it may well be that
more questions will be asked than
answered. This is, I feel, the way
the subject should be approached.
The role definition of any occupa-
tion should never be a matter of
simple autocracy, or even of
partial consultation. The views of
every interested party should be
given a hearing.

I began by saying that the role
of the prison officer was a matter
of tradition and perception. If this
is so, then we are confronted with
the problem of what the role was,
and what it should be. Whilst both
of these elements are likely to pro-
vide fertile areas of discussion it
may be more fruitful to consider

the prison officer’s potential, and
the possibility of realising it in th
existing social climate,. It IS
important, in the first instance, 0
put the problem into perspective-
I don’t believe that the concept ©
a fuller role for the prison officef
is a new phenomenon. And

believe the origin of the concept
is multiple in the sense that cif
cumstances have combined 10
bring this matter to a head at this
moment in time, As a matter O
simple progress the needs of any
individual in society seem to tend
towards personal advancement.
However, it is important to ap”
preciate that the prison officer’s
needs are not purely material Of
self-centred. They are interested
in personal advancement, but they
are also deeply concerned that the
talents which are inherent in the
grade should be utilised more
fully, to the extent that their work
is performed more successfully.

believe that this wish is genuin®
and that it is necessary for thiS
belief to be accepted before th®
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officer’s role can be redefined.

of;: ,addition. to the prison

vancer S own interest in his ad-

oth ement', there seem to })e four

o T main avenues of impetus
ving them. 1 refer to:

L Society which requires that
Criminals should be prevented
ff9m committing  further
crime. In the penal sense the
ultimate in prevention implies

4 positive system of rehabili-
tation,

2. The prisoner, whose needs
are apparent to all in contact
Wwith them,

3. The penal system itself, which
at the present time is preoccu-
Pled with its own short-
Comings.

4 A strong reaction against
What  sociologists, in their
Study of conflict groups, have
described as ““Contrast Con.
Ception”, By improving his
Stat}ls and becoming more
pgsﬁive in his relationship
With  prisoners, the prison
officer undoubtedly hopes to
r§duce the distance between
himselt and his charges; and
by such means to ease the
ten§ions and conflicts under
Which both groups labour.

sp{‘:i‘;mng the many motives in-

tow g the officer grade itself
ards a redefinition of its role,

facltBt‘.licve there is one primary
or, T refer specifically to job

satisfaction! In working with
officers at the refresher courses in
Wakefield, one quickly becomes
aware of their frustrations and
confusion. What are they supposed
to be doing?

Perhaps this problem of role
performance is created by the
officer’s inability to reconcile what
appears to be an innate contra-
diction in goals. Is he to be a
discipline officer, concerned mainly
with matters of security and con-
trol? Or is he an individual to be
involved mainly with rehabilitative
work in a client centred com-
munity? It is important to em-
phasize here that the officer is not
alone in his dilemma. No resolu-
tion of this problem is yet ap-
parent. As yet our prison system is
advancing upon a rather uncertain
course, because of necessity it em-
braces a series of compromises.
On the one hand prisons are ex-
pected to punish; but they are also
expected to rehabilitate. They are
required to discipline the unruly,
and at the same time make such
people more responsible. The
problem of large case loads tend to
make the machine impersonal, yet
it demands that its relationships be
more personal. Traditionally, most
regimes are autocratic, but within
this framework individual initiative
is supposed to be nurtured. The
paradox of imprisonment mounts
under analysis because as yet we
have no body of theory which can
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clarify the fuzzy, nebulous, and as
yet unresolved purpose of im-
prisonment.

Could it be that as a result of
all this the prison officer  has lost
the one vital ingredient which
makes any job worthwhile? I refer
specifically to his expertise. In the
past the officer was an expert. He
was an expert in security,
and adept at control. These two
aims had a priority which over-
ruled all others. The officer could
bz trained to pursue these twin
goals effectively. And, what is
more, the measure of his effective-
ness could be given expression, If
people didn’t escape, then the
prison officer was fulfilling his
task as a security agent, If distur-
bances within establishments were
kept at a minimum the officers
were effectively maintaining good
order. These responsibilities re-
main, but the security/treatment
dichotomy has introduced new
considerations which tend to in-
hibit his attainment of the tradi-
. tional goal; but without providing
the sense of achievement to be
obtained by the successful pursuit
of a different objective. Today the
prison officer feels that his role has
lost meaning, and in no area
can he be regarded as being truly
effective. This creates a situation
ready made for discontent and
conflict. Regrettably, one discovers
on the development and refresher
courses that, in post, officers quickly
become confused because their

aspirations are not realised. This
confusion shifts to disillusionment,
and sometimes leads to apathy
and regression. Continued failure
to realise satisfaction which comés
from the achievement of goals:
may result in the dissipation of
the desire of the officers to extend
their effectiveness, and as a cof”
sequence may result in theif
concentrating their efforts in areas
of least confusion—and I refef
particularly to their traditional
custodial function.

One of the other drives 10
develop the role of the prisot
officer which I mentioned is als0
motivated by needs separate from»
although obviously identified with
those of the officer. Successiv®
administrations have sought 0
redirect the Prison Service towards
a policy of positive rehabilitation:
At first it was felt that this (:Ol{1
be done by legislation and organis®
ational changes. Gradually it Wa$
appreciated that such processes
would only facilitate change, but
would not, by themselves, achiev®
the desired end. The next phasc
in our development was an infi
tration into other disciplines an
the poaching of their techniques:
and planting them into the pen?
field in the search for a treatment
orientation which would satisfy th®
nceds of the inmate, of society aP
of ourselves. But still our efforts
have been largely unrewarded.
far we have succeeded in 0Bl
liberalising, and humanising, som¢
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?Ifstti}tlgﬁwom features of our penal

ese Hons. Development  along
aspirat'nes has raised the officer’s
ive o lons but has not been effec-
ther Nough to enable him to fulfil

COnOS‘:;nff this emerges the one
truth h and ,mcontrover.tx_ble
Wilhiﬁ e ofﬁcer's. k.cy position
as aly any rehabilitative process
it hag ays been acknowledged, but
ver hever been .fully realised.
tance g;ld over again the impor-
Stresgeq the officer’s role has been
ery a‘?nd unachieved. I am
Advan NXious lest the cause of
becom eement for the prison officer
s“OWbals] yet another emotional
of goug | Careering down the hill
i Intention, growing in size,
ecays §plmters and disintegrates
. oe 1t lacks real substance. Ths

ang poment of the officer’s role,
up IS training, must be based
‘-’iationrea?sn.l’ Upon a true appre-
asic OL his talents, and of ths
d té’fgblems associated with his
tha ay tzilsks. It seems to me
evell ¢ Prison Service having
Shouldped thus far empirically,
inherentgonm?ue to do s0; and
efini In this development is the
theoy t_On of roles. A scientific and
be cucal base to our work must
xpeﬁeeveloped by research and
now1eg°°' but the extension of
soul'ces '8¢ gleaned from these
shoy] lélcto areas of practical work
th°‘lght out'gradual and carefully
havened(?f the things we believe we
1Scovered at the training

school is,

that the officers we
recruit into the service are, by
and large, underachievers. Under-
achievers in thesense that they have
not fully realised their potential in
their previous walks of life. It is
surprisingly easy within the various
training syllabi to quicken their
enthusiasm, raise their morale, and
to offer them a level of aspiration
well beyond that which they first
anticipated, and which they are
currently experiencing. There can
be no doubt that the officer is eager
to contribute more. But the prob-
lem for him is how? Where? And
in what manner? In this connection
there have been a variety of sugges-
tions which may be summed up
under the all-embracing heading of
“Social Worker”. Although I must
confess that in relation to his
specific role in a penal organisation
I am at a loss to understand what
this term means. However, for
the sake of developing my argu-
ment, perhaps I can put forward
a hypothesis for the training of
prison officers as social workers,
based upon the Younghusband
report of 1959. This report classi-
fies social workers into three cate-
gories. The first two categories
classifications imply an expertise
and training requirements beyond
the level which could be expected
within the bulk of officers at pre-
sent recruited into the prison
service, and the staff employed
to train them. I believe that
recognition of this (as far as the
officers were concerned) was impli-
cit within the P.O.A. memorandum
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of 1963. Consequently we are left
with a third category which seems
to offer the most viable prospect of
development for the officer’s emer-
gence as a *‘social worker”’,

Here the Younghusband report
suggested that people could be
trained as “welfare assistants”
who would be a type of general
purpose officer. It suggested that
their training should embrace:

1. An understanding of common
human needs and stresses.

2. Developing interviewing skills
at elementary level.

3. Demonstrating the work of
the department, and other
relevant social services, and
the importance of team work.

4. Training such workers to
detect early signs of stress or
other problems beyond their
capacity to handle unaided.

In terms of training the prison
officer the objects postulated by the
Younghusband’s recommendations
appear to be perfectly reasonable.
However, if we were to do this, 1
wonder if the officer’s -efforts
with regard to prisoners would be
more successful than they have
previously been? I personally
believe that this would not be
enough, and that the prison officer
in company with all other grades
engaged upon work in the prison
scene must develop a profes-
sionalism of his own, and one
which is centred around his
involvement with people in custody.

It seems to me that any develop-
ment of the prison officer’s role

must be considered in relation ©

the position of the inmates.
must first recognise that impriso®
ment in any form leads, ultimate!y’
to a defacement of the person f%
structure. For me a cruc?
dilemma which tends to blur
thinking the problem beyond thl:
fact. Before imprisonment tll;
majority of offenders, and ! .
various law-enforcing bodies afn
generally mutually uninhibited *
their hostility towards each oth"
When imprisoned, however
criminals are placed n °
obviously defensive and subof
dinate position. Of necessity th.c);
must refrain from direct cop™
expressions and divert these 2 5
tudes into more subtle, less ob"loue
avenues. As a consequence
prisoners’ hostility which 13
natural result of their situation 27
rejection by society, finds outlet 1_
criticism and castigation of the &7
ministration and all involved in !’
and there is a general conspird®
of intensified intrigue against
administration on the part of mOSr
prisoners. How can any Wofkel;
however skilled, establish a proP,
helping relationship when coﬂt
fronted with this intangible PV
very real force. There is little fﬁ?s
evidence that our attempts in ¥
direction have achieved much s%
cess so far.

n

And this is not alll How caf
the officer do this in the face %
philosophical ~ concepts ~ WhI"
themselves imply an innate contf?
diction of purpose? The P .
ciple of the indeterminate sente?
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-
aﬁlg(‘;?tat_hat many people anti-
epen (; fan in character must
Cision upon authority for de-
. $ relating to their future.
Iz:gblems of the short sentence
alten, t0 can eff?cnvely block any
theiy Pl to examine the nature of
difficulties, by submerging

em - r
e Selves into the anaesthetic of
Prison routine.

prgﬁm fundamental still are the
which MmS of the routine tasks
brieq Officers must perform. Very
feferyt' t0 underline my point, I
ang Se: the prol'nlems of stripping

ece, tehing prisoners. At present
ateg ¢ Sity, b}:t one which exagger-
i“matee conflict between officer and
is ano{h he reception of prisoners

at ¢ €r area, which makes the
ity: horgets for prisoners’ hostil-

& hel ‘Ilgh tf'xe_staff are, in fact,
"°lltinep CSs victims of a necessary
e"amp]' ne could go on citing
"°l1tinees qf philosophy and basic
rea] br.(‘;/f}lcb effectively block any
stafp al ging _of the gap between
Quen prisoners and conse-

Uy teng
to help them? to negate our efforts

In “Onclusion, T ask would it not
trate t:)el' at this stage to concen-
un derstn helping the officer to
thes, d?ﬂd the nature of some of
hip . Hiculties first, and to teach
Thig i° do what he has to do well.
ing R 1tself is an enormous train-
belie ‘i:‘o‘blem, but one which I

IS a priority which should

cfore all others. Surely,

(:om e
befor . .
tushing into a hasty

&

7

marriage with different techniques,
we must first harness the talent
which is present within the officer
grade to an aspirational level which
he can achieve. I believe he should
be helped to understand the nature
of the environment in which he has
to operate, and so, help him to
work more effectively, Treatment
is only possible where there is
communication, and in order to
achieve this, many of the obstacles
which stand between the officer and
his charges must first be removed.
I have mentioned some of the
obvious blockages; research would
undoubtedly reveal many more.

All other grades in the service
must realise that inevitably our
destiny is linked with the officers.
No matter how much expertise
other people in the Prison Service
may bring to their tasks, it must
be really recognised that the major
emphasis of staff/inmate contact
will always remain in the hands of
the officer. That anything else we
do can only be a brief momentary
insertion, which can be dissipated
in seconds by a lack of empathy
displayed by the officer grade.
I am quite certain that they have
the ability. to develop their role
considerably; but we have a
responsibility to help them to set
a level of development which is
realistic. Realistic in terms of
their own talents and abilities, in
terms of the restrictions of the
organisation, of the environment,
and the nature of their duties.
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