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Managing to Govern 

J.R.C.LEE, 

THIS PAPER originated in an attempt 
to define what is. or should be. the 
role of the Assistant Governor; in 
such an attempt however. it would 
seem essential to make the point 
that every Assistant Governor has 
in his back pocket the Governor's 
keys; that he is in fact in a direct 
line of succession on promotion to 
the office of the Governor. Thus 
any attempt to define the role of 
the Assistant Governor can only be 
made in the light of an overall 
assessment of the role of the Gov· 
ernor. Obviously to this. as yet 
unsolved. equation must also be 
added the question of the function 
of the establishment which the 
Governor rules. as this primary 
goal of the institution can have 
perhaps certain implications on 
the function of the Governor. 
There are in fact variations in the 
basic goal of prison which will 
vary from establishment to estab· 
lishment. as their functions differ. 

To work toward a role definition 
it may be necessary that a more 

d ' , of trect statement of the aull 
an establishment be given by the 
Prison Department: at present all 

'de establishment may have a WI 
primary aim. either of training or 
custody; and the individual persall
ality. ideals and attitudes of allY 
Governor. and of his staff. a1l0~ 
that this primary aim be interpre~~ 
in different ways during his perl 
of control. and thus when a new 

'ccs Governor is posted. so he pracU 
his own theories, This in itself call 
only militate against any establish
ment trying to work towards ~n~ 
structured programme of trainlog. 
however. wherever an establiShj 
ment has both a defined aO 

acceptable aim. with a structure 
designed to cope with the proble~S 
thrown up, then progress towar S 

an effective training prograroJ1le 
. n 

seems to be made. This suggestiO 
of an imposed policy may be seen 
as a curb on the individual; hOW' 
ever. what is hereunder Suggested. 
gives more than adequate scope to 
any Governor and his staff, to. , 
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mOve forward in a constructive 
manner 

It ... 
de .I~ dIfficult to find any clear 

fimhon of the role of the Gover
nOr' St 
1964 atutory Rules. Prison Rules 
p. • Standing Orders. and the 

nS?n Act 1952 each refer to 
rarhcular duties and obligations 
mposed upon a Governor but 
nowh • t' ere can an adequate defini-
l~o~ be found. expressed in direct 
de~c~l. terms. Perhaps the nearest 

nlhon from an official- or sem' 
th 1-~fficiaI--source of the role of 
A e GOvernor is to be read in 
l{ppendix 2 of the Wynn-Parry 
G eport. where it states that: "the 
th?vernor is responsible for every-

109 that goes on in his establish
ment· . 
cO-o ' . I.e: security. leadership. 

rdmahon. development co. oPe . • 
th rahon with other bodies. and ot responsibility for the proper use 
1'h.public moneys and property." 
th ISO definition. if acceptable. places 
gee. oVernor far more in a mana· 
m naJ role than as head of treat
ene~t programmes-as is perhaps 
b~~aged by Hugh Klare in his 
ea I' Anatomy of Prison. in an 
in~.ler chapter of which Klare has 

lea ted clearly the existing 
Prohl 
ho ems of the Governor. from 
trewever the point of running a 
ho atment programme only. It is. 
I<.tever• interesting to note that 
ap a~: has recently suggested the 
suit lntment of management con· 
l{ ants for Governors Dr. Gordon 
C Ose in his paper "Administrative 

Onsequences of Penal Objec-

live')" (Sociological Review. Mono
graph 9) looks at the inherent 
difficulties of the role of the 
Governor. He suggests that the 
Governor is "at one and the same 
time director of punishment or 
treatment. prison manager. staff 
manager. trade union negotiator. 
personnel officer. publicity officer 
and father of his flock" and the 
implication is very much that of 
jack of all trades. He considers 
further what are to be the impor
tant functions of the Governor and 
states that "whatever happens to 
the Governor he is likely to remain 
primarily interested in whatever 
his version may be of treatment of 
offenders" . 

Parallels are occasionally drawn 
between the structure and some
times the function of a large. 
long-stay hospital. and those of a 
prison; Geoffrey Hutton in an 
article "Who Runs a Hospital" 
(New Society. 27-64) discusses the 
problems of hospital management. 
and it is in his concluding para
graph that the problem is stated. 
and theoretically answered. "What 
is needed is not an ideal system of 
management. but an arrangement 
which allows for flexibility and 
variety according to particular 
needs. an assessment of ideas of 
a conceptual framework which 
enables these needs to be con
sidered and analysed." Mr. Hutton 
had previously made the cpgent 
point that "the illness is treated 
as a whole throughout the whole 
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organisation rather than in part!> 
by different services". It is perhaps 
from this basis that any analysis 
and suggested "conceptual frame
work" for treatment should start. 

In any consideration of insti
tutional organization it is of value 
to look outside to see what lessons 
if any may be learned from indus
try; Lord Brown in his book 
Exploration in Management has 
made this direct statement. based 
on work done at Glacier Metal. 
that "effective organization is a 
function of the work to be done. 
and the resources and techniques 
available to do it. Thus changes in 
the method of production bring 
about changes in the number of 
work roles. in the distribution of 
work between roles and in their 
relationships to one another; 
failure to make explicit acknow
ledgment of this relationship 
between work and organization 
gives rise to non-valid assumptions. 
e.g. that optimum organization is 
a function of the personalities in
volved. that it is a matter connected 
with the personal style and arbi
trary decisions of the chief 
executive. that there are choices 
between centralised and de-cen
tralised types or' organizations. etc. 
Our observations lead us to accept 
that optimum organization must be 
derived from an analysis of the 
work to be done. and the tech
niques and resources available." 

In recent years there has been 
an increase of informed discussion 
within and without the Prison 
Service, about the need to ex
amine and define more directly 

and rationally the objectives of 
any penal establishment. and ~he 
most effective means of achieving 
these stated objectives. Over the 
past years new establishments have 
been opened to cope with the 
growing prison population. new 
techniques have been introduced 
to train those committed to the 
care of the Prison Department. 
and a variety of new grades o~ sta~ 
to cope with these new techmques. 
while at first glance, and perhap~ 
in theory. this increasing floW 0 

changes could have had the IO~g 
term effect of increasing t e 
effectiveness of training methodd it must be clearly acknowledge 
that. for reasons which must b; 
explored. and where necessat 
exploded. these methods of treat
ment have not achieved the e"
pected results. 

It would appear that while theSe 
techniques have been added to t~e 
armoury of the prison staff •. t ~ 
structure of the penal estabhsb

d ment has not been adapted an 
modified to cope with the p~es
sures and needs of the increaSing 
training demands. The Royal ~av~ 
has in the past quickly reahstfi 
that in order to maintain an e -
cient superstructure. it is necessary 
to chip off - and not increase ""
the old layers of pusser's greY 
before adding a new coat. or elsd the ship will have a mark~ 
tendency to be either sluggish ~.~ 
control. or even to capsize. l' I 

analogy can often be applied to 
the management structure of J1lan~ 
penal establishments. It appear 
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funda 
tu mental that the staff struc-
Ill~~t o~ the .. penal establishment 
that e ~nhcally examined. so 
Ill' there IS opportunity to detergr: that no part of the pro-

b me may be allowed to 
ecome bra an added layer of encum-

Or nc~ t? an already overloaded 
crIT~nlfatlOn. without previous 
Se I~ appraisal. The Prison 
harvlce is already-albeit making 
tra~~ . slowly in true Civil Service 
n Ihon-becoming aware of this 

reed for such re-examination and 
eorgan' . fun l' IzatlOn, where structure, 

Co c .Ion and role are now being 
wh~sldered. the consequences of 
tio Ich may well lead to a redefini-
~ of these factors. 

Pen ~e formal staff structure of any 
tic ~ establishment and in par
at u ar of the local prison as it is 
illl p~ese~t. has often been-and by 
as P Icalion. critically - described 
re para-military. The historical 
cis~~ons for this have been criti
this • Yet far too frequently has 
and str~cture not been adequately 
it h rationally considered, so that 
san~s .no~ b~come almost a sacro
its lU~htutron which has created 
l'h?Wn lUstitutionalising mystique. 
in IS structure is now found want
~;h and the time is indeed ripe
w aps over-ripe- for change: it 
Si~s hoped that the Royal Commis
pro~ on the Penal System might 
serv.Uce radical recommendations; 
rnad

lce b~dies have most certainly 
vice \radlcal suggestions; the ser
more 1 self is becoming more and 

aWare of the need to look 

again at the concepts of training 
prisoners and at its own techniques 
in management and in organisation; 
the Prison Officers' Association is 
now showing a keen and vital con
cern in the changing role of the 
Prison Officer; the Government is 
producing White Papers of signifi
cance and the Advisory Council 
for the Treatment of Offenders is 
producing a variety of reports 
dealing with many differing aspects 
of penal training and treatm~nt 
and indeed on some of these re
commendations action has already 
been taken. There is indeed a 
climate abroad which is healthy 
and highly indicative of a need for 
change and of a willingness to cope 
with change. 

It would. therefore, seem oppor
tune to suggest here that in the 
formal structure of any penal 
institution there is room for a total 
reappraisal of staff roles and func
tions within the framework of 
whatever is conceived as the 
function of that establishment. 
Obviously the key man in this 
must be the Governor with the 
support and leadership of the 
Prison Department. As has been 
stated in evidence to the Royal 
Commission on the Penal System, 
the essential function of the 
Governor is that of general man
ager of. and co-ordinator within. 
the establishment. It is paramount 
that on the Governor rests the final 
responsibility for the effective 
running of his establishmen~. and 
only a precursory glance at Stand
ing Orders and Statutory Rules 
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support this contention: there will 
be no suggestion in this paper that 
the Governor should be expected 
to divest himself of this respon
sibility. It is. however. felt that 
within the existing framework the 
roles of the Governor and of his 
staff need to be flexibly redefined so 
that he. the Governor may more 
effectively use his ability. talents 
and experience. and those of his 
!ltaff. The Governor has vested 
in him under Prison Rule 98 and 
Borstal Rule 79 power of delega
tion which he may use with the 
direction of the Secretary of State. 
It is interesting to note at this time 
that other establishments aiming at 
a long term treatment programme 
are either re-examining or indeed 
exploring new and radical avenues; 
one need only mention the Belmont 
and Claybury hospitals. or read 
the various professional and 
relevant journals to become very 
much aware of the critical analysis 
and practical and documented ex
periments which are being carried 
out now. Indeed. Dr. Martin's ac
count of the work at Claybury 
could so easily be translated into 
prison terms. Within the work of 
the Prison Department. whilst there 
are variously new techniques being 
introduced into some training 
establishments as at Grendon. 
Blundeston. Huntercombe and 
Wellingborough. no critical and 
documented analysis has been 
carried out into the stresses which 
these changes are giving to the staff 
structure and the overall organ
isation of the establishments. 

A paper presented by a prison 
governor to the Howard League 
Summer School in 1963 talked of 
the need of improved communi~' 
tions. to the end of making opu, 
mum use of the total resources of 
the organisation. where staff par· 
ticipation should be at a maximum. 
with each member making his own 
effective contribution. In a later 
paper on Leadership. the sa~e 
Governor spoke of this quahty, . ns 
that it should be a set of funcllO 

not vested in one man. but one 
which should be carried out by the 
staff as a whole. It would. hoWeVer; 
seem that these points are nOd 
given in fact adequate-or indee s 
any-attention and it is perhaPh 
owing to this factor that SO mue d 
dissatisfaction is often expresse If 
in various devious ways by sta 
of all grades and functions. 

That blockages and faults appear 
in the existing structure is UfO 
deniable. and it may be right y 
argued that attempts should be 
made to clear these before procee' 
ding further-perhaps arbitrarilY~ 
to sweep aside that which is toda 
and erect a totally new structur.e. 
Over the years departments within 
the ambit of the institution ha~e 
"growed like Topsy" and have J~ 
a truly Parkinsonian fashion aCC~t 
mulated power. and created thel 

own often secret and very priv~t~ 
lines of communication whlc . 
completely sidestep the Gove1'l10~; 
these departments are seen by thel s 
members as the end. and not mean

y 
to any end. and accordingly an s 
attempts by an outsider to trespas 
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on th 
sarn el~e preserves are seen in the 
lande Ight as did any Victorian 
is ~wner, and a counter attack 
Woc th stultifying and stupid. The 
De ks Department. the Clerical 
d partrnent. the Farms and Gar
n:n!! Department. the Welfare 
\.",partrnent, Education Sport lVledi . •• 
self clOe ... all these are perhaps 
wh' h perpetuating departments 
int IC are not fully integrated 
!ish the overall work of an estab
and rnen~. and much time. energy 
ing iatI7nce is wasted in attempt
With a hhve With. let alone work 
801/ t em. The difficulty of re
Und 109 these by patience and 
perhrstanding is one of time, and 
bee aps too much time has already 
gro~' Wa~ted. This is perhaps 
bad' 109 Into a war of power 
Pea les; cold wars. or at the least 
to Ctef?l co-existence are not aids ra . 
reinf mmg, only barriers which 
liOn Orce entrenchment. conserva
whi hnd dishonesty. The struggle 
A.d~' . now exists between the 
G IOlstration Officers and the 

oVernors . . 
iJlust. IS perhaps a claSSIC 
is deration. of the situation which 
the V~lopmg, to the detriment of 
esta~~lmary object of any penal 
assist Ishment_"to encourage and 
a go Jonvicted prisoners to lead 
now a and useful life". What is 
With' SUggested then is that. even 
an 10 the existing staff structure, 
Plan attempt be made through 
el(a~;d and stated channels to 
orga l.ne both the structure and 
a " nlsation and then work toward 
t:an Co~Ceptual framework" which 

a low the establishment to 

move forward. As has already 
been stated. the Governor is the 
man at present responsible to the 
department for the effective work 
of that place; obviously the empha
sis may move between "active 
deterrence" and "active treatment" 
(as Dr. Rose suggests); but within 
these terms of reference the Gov
ernor and his staff operate. It 
seems desirable. therefore. that 
initially the policy of an establish
ment is defined by the Department 
in clear yet general terms, thus 
allowing scope for the establish
ment to work out details. 

Within this general statement 
of policy. there is one primary area 
of concern, training of prisoners, 
which in its turn is closely related 
to and dependent for its effective
ness on the three areas of staff 
training. communication and 
administration. and research and 
evaluation. J t would appear that 
within the orbit of these four areas 
or task forces each and every aspect 
of the work of the establishment 
is contained, and these areas are 
without doubt the concern of the 
Governor. Now no Governor can 
be expected to be fully aware of 
the minutire of the daily work of 
his establishment. and it seems a 
total waste of his time and energy. 
and of his ability. if he cannot be 
permitted to hold and use the 
"boundary role" which is now 
accepted as the most effective place 
for the manager or chief executive. 
At present the Governor holds a 
central position. as at the hub of 
the spokes of a cart wheel. where 
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he is encompassed by his estab
lishment; however, it seems self
evident that if the establishment 
is to grow and move, the Gover
nor mUl>t be the master and not 
the mastered. The Governor needs 
to be removed from the centre. so 
that with a more objective view 
he can from the periphery see the 
main long term issues. and accor
dingly with a positive use of his 
staff resources work towards 
a positive objective. He can 
clearly only operate effectively 
with adequate knowledge and 
briefing. so that he is fully aware 
of the implications of any policy 
decision, so that he can from the 
fringe explore with rational i~
formation the problems of his 
responsibility. It would. therefore. 
seem cogent to suggest that the 
Governor needs to be ad vised and 
that his advisers need to be well 
informed of all areas involved in 
decision making; obviously it now 
seems logical to suggest that hi5 
advisers be those who one day will 
sit in his seat. his Assistant Gov
ernors. the Governors of the 
future. This perhaps radical sug
gestion seems to reject the role 
of the Deputy Governor; but it is 
considered that this man become 
very much the shadow Governor. 
empowered to, "C~gy out the 
required functions of the Governor 
and thus allowing the Governor 
maximum freedom. 

As has already been mentioned. 
there arc four main areas involved 
in penal administration; primarily 
the training and custody of pris
oners and secondarily. but closely 

inter-related. the training of a!; 
staff to fulfil what is to be tb~1 
role. a requirement to supply fu 
knowledge of factors which IIlab be relevant and evaluable throug 
local research. and thirdly tbe 
necessity to allow for the free flO~ 
of all vital information and 0 
goods. It has already been SUg; 
gested in this Paper that Assistall

1 Governors should be departrnellta 

managers. reporting to and ;.ei 
ceiving decisions from the c ~:s 
executive and working to .~ 
specifications as imposed on hire 
by the department. This structu" 
has many implications; the trad l

, 

tional role of the Assistant GO"a 
ernor is destroyed as either, 
borstal housemaster or prison wlllg 
Assistant Governor; this in its t~r~ 
raises the question of training °d 
such roles as will be discusse 
later. As one role is changed., s~ 
will others; the Administratl? 1 
Officer, Tutor Organiser. Industfla

e Manager. Farm Manager. all the~t 
roles will vary at local level, all~ 11 
may be that a similar reorganisedau~O 
at central level will be need td 
match the pattern in the fie t; 
However. wherever this were , 
happen. it would jnevitably • .'!,S~:e 
gest, lead to effective and:obJccU ff 
leadership. towards improved s~e 
morale and towards more effect! s 
training for prisoners as alwaY 

• • • '011 the primary objective of the pns 
administration. d 

The point has already been ~aed 
that the structure is now deslf~be 
to try to carry out the polic~ ~ to 
department: it is now reqUlslte 
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elaborat · . 
ticar e on this suggested modi-
l'h .. 10~ to the existing situation. 
hold, overn?r with his deputy 
and s t~he rems of responsibility. 
Pril11a e ~nal authority for the 
thes ry. aIm. and can. in fact. use 
is '~e rems . more effectively. as he 
VOlveJte~ mformed and less in
wOUld' fhe Assistant Governors 
cov hOld. as delegates of the 
th .. f,rn?r. authority to act within 
role Im~ts defined. in an executive 
efre~t~smg staff as they think most 
of Ively after due consideration 
mat a~y relevant and available 
wou~~la~ The Governor's policy 
as t e made known. analysed 
sPOn~ib~7partmental executive re
With th Ihty, and then action taken 

I
e Governor's final sanction. 

t is f h lIhotlld burt er suggested that there 
Of th e a regular weekly meeting 
erno e establishment board (Gov
I\ssi~t Deputy Governor and all 
rllav ~nt Governors), so that all 
of th e aware of the involvement 
~Iny ~ P~~ts of the whole and that 
acti eCISlons requiring executive 
the~~ from the Governor would 
line' e made. But from this body 
Set ~ of communication would be 
to ~ ~Y the designated task force 
eithe a ~ clear to all concerned 
in ger With a particular action. or 
the neral the what. and why, and 
act" Wherefore of the executive 
tiv~o~. ~y the time in fact execu
tion ~~Ion is taken, full consulta
the tl I have taken place through 
in. eed back system already built 

Wi~~e place of specialists already 
In the structure need obviously 

to be considered. and a clear state
ment of their role made; it seems 
that within the primary aim the 
specialists have a vital function. 
perhaps less as participators and 
more as "enablers". These func
tionaries have a particular skill 
which can be put at the disposal 
of the establishment. while at the 
present time many of their areas 
of responsibility clash or duplicate. 
or not infrequently are wholly in
compatible with the primary aim. 
The clerical department is seen 
as one of efficient administration. 
clearly administering to the needs 
of the establishment. its staff and 
inmates: the Administration Officer 
holds a staff position and clearly 
not a line function. The same 
could be said of the Senior Works 
Officer. whose area of respon
sibility is now somewhat confuse~ 
as he has at present some dealings 
with the industrial training of 
prisoners. The Tutor Organiser 
provides a service. dependent not 
on his whims. but on defined re
quirements decided by the trainers. 
All these and others of the 
specialist departments can only be 
elfective if their work is seen as a 
part of the whole. and not-as is 
usually seen today-as a separate 
unit operating in isolation. They 
are resource agencies to be tapped. 
which should not be allowed to 
wag the dog. By this way-with 
an effective and directly defined 
use of departments-it is envisaged 
that a more efficient and purpose
ful movement towards the primary 
goal would be reached. Indeed the 
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secondary task forces mentioned 
above are only enablers. By this 
clear statement of patterns of 
communication. of areas of re
sponsibility of executive action 
rational progress can be made. • 

The Assistant Governors each 
with their own areas designated 
and defined would have scope to 
use their talents. talents too often 
disseminated by the issuing of 
table-tennis balls and aniseed 
d~ops. or by needless struggles 
WIth entrenched empires. so that 
t?ey ~an slowly build up the in
SIght mto the problems of institu
tional management which will one 
day be their responsibility as Gov
ernors. For this greatly changed 
role. they will require training. 
and it would seem that the present 
emphasis both within and without 
the Service for basic training of 
some depth of social casework or 
group work techniques may be of 
little value. These men and women 
will obviously need to have a basic 
understanding of these techniques 
~o that where applicable. they can 
mtroduce them or support their 
growth within the institutional 
structured programme. But far 
m.ore should they be concerned 
WIth management principles and 
practice. institutional relationships. 
~he .psychol~gicalaspects of organ
Isations. WIth the function of re
search and development. For these 
are the areas within which they 
should be operating as Governors; 
treatment techniques and instruc
tion in these are the areas of speci
alists who should either be called 
in for a specific purpose. or who 

would be employed within tbe 
structure of the establishment. 
Indeed without training even it now 
seems feasible to maintain that the 
suggestions made in this paper 
could without much difficulty be 
put into practice, and that a theory 
and practice of prison administra' 
tion would slowly evolve. a practice 
where personality mattered less 
than ability. where instead of 
abs~raction and fog. there is a 
clarIty and definity of purpose, 
where the talents of each statT 
member are used and not abused. 

The original thesis of this paper 
was to suggest that Assista~t 
Gov~~nors should change theIr 
tradItional roles; it is noW neces' 
sary to elaborate on these new 
functions. It has been envisaged 
that an Assistant Governor would 
be assigned to each of the four 
task forces. leaving Principal 
Officers to carry out the tasks nOw 
performed by Assistant Governors. 
~hus. both severally and coIleC' 
ttvely. they would examine in the 
first instance the structure and the 
functioning of the establishment. 
An examination must clearly first 
be made of the implications of the 
stated aim of the establishment, 
which will need specific definitiO~i 
obviously arising from this wil 
emerge the need to establish the 
shortcomings of the existent stru~' 
ture with suggested solutions if1 
terms of staff training and coIll' 
munications, aided always bY 
evaluation and research. 

The inmate training task force 
will examine the training needS of 
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the est bI" 
sider' a Ishment's population, con-
niqU~g th~ many training tech
of all aV~llabIe, will take stock 
abilit avadable resources of staff 
futu/' and look forward for 
area e development. Once these 
work are clearly stated, then the 
fOrces Of. the three secondary task 
Will b wIll take obvious shape, and 
It W'U able to proceed accordingly. 
clea ~ be necessary to examine 
pria~ y the part---land the appro
de e part-which each existing 
rni~h~tment should play. Thus it 
fact th well seem apparent that in 
no e Works Department have 
pris~art to play in the training of 
effort ners, and accordingly their 
to W~ Could be totally committed 
Prim at they now see as their 
rna' ary fUnction, that of building 
arylOtenance, without any second
sirni! concern about prisoners. A 
kitch ar case may well be made for 
obVi~n staff and so the tensions 
Pow Usly possible in the existing 
woufJ Position in a prison kitchen 
clear d b~ . obviated. However. a 
a rar eCISIon could be made on 
Whichonal reassessment of the part 
COUld e~tant departments do, and 
the . WIth reintegration, play in 
~al i~rlmary task. Once this apprai
secon~omplete, the avenues for the 
definedary task forces are clearly 
Other ~nd each could serve the 
force' USIng either their own task 
olh resources, or those of the 
regi~n t~ree. or of other local or 
WOrk: a

f 
y based specialists. The 

need ° the secondary task forces 
orga~i cl,arification. and as re-

lahon develops. so will 

these functions b~come modified 
where relevant. The staff training 
task force will assess what needs 
exist and provide further training 
where necessary; in assessing needs 
it will clearly be aided by the 
evaluation task force and the com
munication task force will ensure 
that the blockages of both attitude 
and of organization are where 
possible cleared and throughout 
maintain an effective flow of infor
mation to all members of the staff 
team, 

Gradually it is envisaged that as 
a result of this constant questioning 
and examination which must pre
cede executive action. functions of 
departments already operating and 
roles of staff already in post. will 
come under the microscope; this 
is not to suggest, however. that one 
set of functions will arbitrarily re
place the present. but there will 
be a sensation of growth on clearly 
established lines. which are com
prehensible to, and supported by. 
and for all staff members. The 
Governor would thus have a con
stant team of advisers examining 
his responsibility. enabling him to 
govern more effectively; he would 
thus be far better placed to make 
the necessary executive action from 
a position of authority and not, as 
now so often. from one of ex
pediency. He could thus make 
more effective use of his authority 
from the talents of his staff. 

The stages of evolution need 
careful planning; each Governor 
has already his consultative com
mittee which could be used in the 
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initial stages to explain and ex
pound the broad principles invol
ved; the local branch committee of 
the Prison Officers' Association 
could equally so playa vital part 
in this and should be involved 
from its inception. While general 
staff meetings may be cumbersome. 
they can serve an opportunity to 
disseminate information and at a 
later stage progress reports from 
task forces. 

At this stage it is necessary that 
the composition of the task forces 
be defined and their membership 
stated within certain clear limits. 

The inmate training task force: 
as the basic training unit will geo
graphically be the house or wing 
with the Principal Officer in charge. 
it is self evident that members of 
this task force should include those 
Principal Officers with the Assistant 
Governor responsible for this 
force. and the Chief Officer whose 
experience and knowledge could 
then be tapped. This task force 
would have as resource agents 
the Tutor Organiser. the Works 
Officer. the Physical Education 
Officer or specialist (where one is 
carried). the Medical Officer. the 
Welfare Officer. and the Farm/ 
Garden/Industrial Manager; these 
heads of staff departments would 
then act as enablers of the general 
training programme under the 
direction of this task force. 

StaU training task force: with 
another Assistant Governor respon
sib!:::. again with the Chief Officer. 

thi!. unit would operate. bearing: 
mind the defined needs of the sta i 
and using the available skillS '%e 
staff members and of out~1 1 
agencies. such as local techOlca 

colleges or indeed the Staff College. 
• '5' 

Communication and adml~l d 
tration task forces: with a thlr 
Assistant Governor would be the 
Chief Officer and the Administrad 
lion Officer using either establishe • 
bodies as the Prison Officers 
Association and the ConsultatiVe 
Committee as well as the resoufC~: 
of the clerical department. to al 
the flow of communication and ~ 
improve where needed the flO 
of goods. 

. h a 
Evaluation task force: WIt 

on' fourth Assistant Governor resP he 
sible for this force would be t h 
Chief Officer and a member of t e 
local branch committee to unde~ 
take research proJ'ects and Waf. 

bVI' study where required. They 0 0 

ously would call on specialists t 
advise and assist in their work. 

It is envisaged under this red~; I 

nition of staff roles in any of. 011 
larger establishments of the prls a 
Department. opportunities of 'fic 
more professional and scienU tJl 
approach to the weighty problebtl 
of prison management would f 
provided within a framework °h 
concepts. which is flexible enollg

tl 
to allow maximum scope fO~ ~y 
staff to use themselves ef[ectl"fot 
in a structure which alloWS 
critical growth. 
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