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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

direct statement of the aim 9
an establishment be given by the
Prison Department: at present 2
establishment may have a Wi
primary aim, either of training
custody; and the individual perso®
ality, ideals and attitudes of 3%
Governor, and of his staff, all°
that this primary aim be interpret®
in different ways during his per*
of control, and thus when a ¢
Governor is posted, so he practic®®
his own theories. This in itself ?an
only militate against any establis’”
ment trying to work towards .arl)"
structured programme of trainio®’
however, wherever an establish”
ment has both a defined 2°
acceptable aim, with a structt®
designed to cope with the proble® :
thrown up, then progress towar
an effective training program”
seems to be made. This suggestio®
of an imposed policy may be 5¢¢
as a curb on the individual; ho\:;'
ever, what is hereunder suggest®””
gives more than adequate scop®
any Governor and his staff .
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mgzierf'omard in a constructive
eItnilg difficult to find any clear
hors ston of the role of the Gover-
196 ;tutor_y Rules, Prison Rules
riS(;n tanding Orders, and the
parg; Act 1?52 each refer to
tUcular duties and obligations

iMpac
Posed upon a GQGovernor, but

n
ig:h;'eref can an adequate defini-
ogical tound, expressed in direct
efini erms. Perhaps the nearest
semi.ogvn- from an official —or
e G Icial-—source of the role of
b Overnor is to be read in
Regg:tdlx 2 of the Wynn-Parry
overr Wwhere it states that: “the
hing ?hol' is respon‘sxble for every-
" at goes on in his establish-
°°'0r’dinl'te: security, leadership,
°Peratioa fon, developmept, co-
¢ res n ?Vl'tl_'l other bodies, and
of by D]?nmbﬂxty for the proper use
is d ;ic_n-lone.ys and property.”
he Goe Nition, if accept.?ble. places
geria] Vernor far more in a mana-
role than as head of treat-
Programmes—as is perhaps
€d by Hugh Klare in his
earlierAZatomy of I"rison, in an
in dica ecd apter of which Klar? l_las
Probe clearly the existing
Wevms of the_ Governor, from
tfeatmer the point of running a
°Wevem programme only. It is,
K| CI, Interesting to note that
aPpoimhas recently suggested the
ant nflent of management con-
ose is or Governors, Dr. ‘Gord.on
ons n his paper “Administrative
®Quences of Penal Objec-

€nvisy

9

tives” (Sociological Review, Mono-
graph 9) looks at the inherent
difficulties of the role of the
Governor. He suggests that the
Govemor 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 cogent
point that “the illness is treated
as a whole throughout the whole



10 PRISON SLERVICE JOURNAL

organisation rather than in parts
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 isa 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 of 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 Fc
most effective means of achieviné
these stated objectives. Over th¢
past years new establishments havé
been opened to cops with th°
growing prison population, n¢%
techniques have been introduced
to train those committed to !
care of the Prison Departme“t'
and a variety of new grades of St2"
to cope with these new technique®
while at first glance, and pefhapg
in theory, this increasing flow °
changes could have had the 1008
term effect of increasing
effectiveness of training methods:
it must be clearly acknowledg?
that, for reasons which must
explored, and where necess3”y
exploded, these methods of trea®
ment have not achieved the €¥
pected results,

It would appear that while thes®
techniques have been added to the
armoury of the prison staff,
structure of the penal establish:
ment has not been adapted 3"
modified to cope with the Pr¢®
sures and needs of the increasiné
training demands. The Royal Navy
has in the past quickly realis
that in order to maintain an e’
cient superstructure, it is necessary
to chip off —and not increase
the old layers of pusser’s 8/
before adding a new coat, or elsg
the ship will have a mark®
tendency to be either sluggish ™
control, or even to capsize. ThiS
analogy can often be applied ¥
the management structure of mamsl
penal establishments. 1t appe
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tgsg aglfental that the staff struc-
mugt b the *penal establishment
that lhee critically examined, so
Mine 1 }:e Is opportunity to deter-
Rramme at no part of the pro-
Becom, may be allowed to
r&ncee tan added layer of encum-
Organ; O an alr'eady overloaded
orits callsanon' _without  previous
Servic _2ppraisal. The Prison
aste Zl is alr.eady—albei.t making
tragigjo. 1Y in true Civil Service
neeg ‘f‘m—becommg aware of this
eOrgaOF Such re-examination and
unctiOl'llzatnon, where  structure,
consig N and role are now being
which °red, the consequences of
tion may well lead to a redefini-

of these factors.

be ::lle feOrma} staff structure of any
ticula Stablishment and in par-
at preseOf the local prison as it is
implicat?t’ has (_)ften been—and by
on, critically — described
reasgs;a-m111M{y. The historical
ciseq for this have been criti-
this ;tryet far too frequently has
ratl_lCture not bgen adequately

it hag lonally considered, so that
X Now bc?come almost a sacro-
owms.tltu_nox} which has created
i N institutionalising mystique.
ing Structure is now found want-
r‘ :nd the time is indeed ripe—
Wag hgs Over-ripe— for change: it
sion oped that the Royal Commis-
producn the_ Penal System rpight
Serviceebra(.hcal recommendations;
Made | (?dles have most certainly
Vice itszlflc'al suggestions; the ser-
ore Is becoming more and
AWare of the need to look

Sang

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 treatment
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 establishment, 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
staft need to be flexibly redefined so
that he, the Governor may more
effectively use his ability, talents
and experience, and those of his
staff. 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 prisof
governor to the Howard Leag®
Summer School in 1963 talked ©
the need of improved communic®”
tions, to the end of making OPY;
mum use of the total resources °
the organisation, where staff P’
ticipation should be at a maximu™
with each member making his %"
effective contribution. In a 13%f
paper on Leadership, the same
Governor spoke of this qua.htY;
that it should be a set of functio”
not vested in one man, but 0%
which should be carried out by th°
staff as a whole. It would, howeVe®:
seem that these points are MO
given in fact adequate—or ind¢® p
any—attention and it is pcrhaPh
owing to this factor that so muc d
dissatisfaction is often express®
in various devious ways by St
of all grades and functions.

That blockages and faults aPPCal_'
in the existing structure is “1
deniable, and it may be righty
argued that attempts should be
made to clear these before proc¢®’
ding further—perhaps arbitrarily~
to sweep aside that which is tod?
and erect a totally new structul™
Over the years departments with?
the ambit of the institution haY¥
“growed like Topsy” and have "
a truly Parkinsonian fashion acc
mulated power, and created !
own often secret and very privat
lines of communication WBIC
completely sidestep the Govemofl',
these departments are seen by thcls
members as the end, and not me3®
to any end, and accordingly 2° S
attempts by an outsider to tresp3s
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On ¢ .
5 hege Preserves are seen in the

land Light as did any Victorian
is bog ner, and a counter attack
WOrk: stultifying and stupid. The
pa;t Cpartment, the Clerical
e ment, the Farms and Gar-
epart Spartment, the Welfare
Medici?em' Education, Sport,
self e all. these are perhaps
Which Perpetuating departments
into g are not fully integrated
“Shmee Overall work of an estab-
ang nt, and much time, energy
ing g)a“l?nce is wasted in attempt-
With, thlve with, let alone work
! eg\l. Th% difficulty of re-

u ese by patience and
p:s;fta"dlng is one of time, and
een Ps too much time has already
ngwinwas-ted' This is perhaps
bodies-g Into a war of power
peacef:llco}d wars, or at the legst
trai _Co-existence are not a}ds
'einfo,-mng' only barriers which
ion acfl entrenchment, conserva-
Whichn dlshonfesty. The struggle
dmin; NOw exists between the
0vemstratxf>n Officers and the
i“UStrat?rs Is perhaps a classic
i evCIO“. of the situation which
-0ping, to the detriment of
establ;irsl?ary object of any penal
assigt ment—*“to eencourage and
2 goog Onvicted prisoners to lead
n and useful life”. What is
withinsutghgeStec_l then is that, even
¢ existing staff structure,
plan;etéempt be made through
Xamip and stated channels to
°r8anise both the structure and
a “conatlon and then work towz}rd
Qan ) ceptual framework™ which
OW the establishment to

SQlVing

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, It 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 minutiz 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 must 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 in-
formation the problems of his
responsibility. It would, therefore,
seem cogent to suggest that the
Governor needs to be advised and
that his advisers need to be well
informed of all areas involved in
decision making; obviously it now
seems logical to suggest that his
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 -carry out the
required functions of the Governor
and thus allowing the Governor
maximum freedom.

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

inter-related, the training of al
staff to fulfil what is to be thef
role, a requirement to supply full
knowledge of factors which m&)
be relevant and evaluable through
local research, and thirdly th
necessity to allow for the free fl0 ;
of all vital information an
goods. It has already been SUE’
gested in this Paper that Assistant
Governors should be department?
managers, reporting to and ! f
ceiving decisions from the ch®
executive and working (0 !"S
specifications as imposed on hirt
by the department, This structu®
has many implications; the trac"
tional role of the Assistant GOV
ernor is destroyed as eithel
borstal housemaster or prison W\
Assistant Governor; this in its (U
raiscs the question of training
such roles as will be discuss®
later. As one role is changeds §
will others; the Administrati®]
Officer, Tutor Organiser, Industr’?
Manager, Farm Manager, all the®
roles will vary at local level, and !
may be that a similar reorganisatt
at central level will be need 3
match the pattern in the fiel »
However, wherever this were t,
happen, it would inevitably, 1Y
gest, lead to effective and;-ob'if"’t've
leadership, towards improved s
morale and towards more eﬁectl":
training for prisoners, as al“fayn
the primary objective of the pris®
administration.

The point has already been {“adg
that the structure is now deSlg“;’1
to try to carry out the policy ‘,’f 10
department; it is now requisit®
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¢
léﬁ?éate on this suggested modi-
L OR to the existing situation.
hold CVemOr with his deputy
and g eﬁrems of responsibility,
pfimare hnal authority for the
ese rY. am, and can, in fact, use
is beuemS_morc effectively, as he
Volveg er mform;d and less in-
Wou] d‘h e Assistant Governors
0Vem001d' as delegates of the
© Timi L au;horxty to act within
le us{ts defined, in an executive
effec‘tiy ‘i‘g staff as they think most
o aney after due consideration
mafcri'y] re‘levant and available
Woul, ddt; The Governor’s policy
o de made known, analysed
sponsib,l‘?l)artmental excc_utive re-
With { Uity, and then action taken
¢ Governor’s final sanction.

v

Shoil ]15 f)unher suggested that there
of the e a rt;gular weekly meeting
er establishment board (Gov-
ASSis{amepmy Governor and all
1y be Governors), so that all
of { e~ aware of the involvement
any dep?}}‘_ts of the whole and that
Action ;mons requiring executive
thep b oM the Governor would
lingg oe Made. But from this body
Set up b Communication would be
to .P 0¥ the designated task force
eitherawe- clear to all concerned
in geng Ith a particular action, or
the fal the what, and why, and
action erefore of the executive
tive gops ¥ the time in fact execu-
tion ‘:-;'On is taken, full consulta-
the ¢ U have taken place through

in. cod back system already built

T . .
wit},l,-l,e1 tll)llace of specialists already

€ 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 confusex
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
effective 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
drops, or by needless struggles
with entrenched empires, so that
they can slowly build up the in-
sight into 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
so that where applicable, they can
introduce them or support their
growth within the institutional
structured programme. But far
more should they be concerned
with management principles and
practice, institutional relationships,
the psychological aspects 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 th
structure of the establishment
Indeed without training even it 10%
seems feasible to maintain that th®
suggestions made in this Papef
could without much difficulty b
put into practice, and that a theory
and practice of prison administf?”
tion would slowly evolve, 2 practic®
where personality mattered €%
than ability, where instead ©
abstraction and fog, there IS

clarity and definity of purpos%
where the talents of each st
member are used and not abuse®

The original thesis of this Papéf
was to suggest that Assista?
Governors should change the"
traditional roles; it is now neces
sary to elaborate on these €Y
functions, It has been envisag® 1
that an Assistant Governor wOU!
be assigned to each of the f0U7
task forces, leaving Princip?
Officers to carry out the tasks 00
performed by Assistant GovemorZ;
Thus, both severally and 90116
tively, they would examine in ¢
first instance the structure and thf
functioning of the establishme™™
An examination must clearly
be made of the implications of thté
stated aim of the establishme?”
which will need specific deﬁnltlof’l'l
obviously arising from this W
emerge the need to establish thf
shortcomings of the existent st
ture with suggested solutions
terms of staff training and Cob
munications, aided always y
evaluation and research. .

The inmate training task fOfgf
will examine the training needs

.
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th .
sieﬁgbllshment’s population, con-
Nique 8 the many training tech-
als available, ‘will take stock
abilyy available resources of staff
future da“d look forward for
areas evelopment. Once these
Work are clearly stated, then the
fOFCes(x'ﬁhe three secondary task
Will b L take obvious shape, and
It wil able to proceed accordingly.
cleay] € necessary to examine
Dl‘iatey the part—and the appro-
depart Part—which each existing
Might ment should play. Thus it
facy thWell seem apparent that in
no parf Works Department have
Prisone 10 play in the training of
orts IS, and accordingly their
to v could be totally committed
pfimarat they. now see as their
Maing ¥ function, that of building
c<‘-nance, without any second-
Simila?ncem about prisoners. A
Case may well be made for

kiteh,

obyj o0 staff and so the tensions

POweO:SIy possible in the existing
woulg Position in a prison kitchen
clegy 4C Obviated. However, a
2 ratio €Cision could be made on
Which nal reassessment of the part
coulg ;X'tant departments do, and
e primlth reintegration, play in
sl s o ary task, Once this apprai-
Secong amplete, the avenues for the
defineg Ty task forces are clearly
Othe, . 20d each could serve the
foree’ L3INg either their own task
Othe, oSOUrCes, or those of the
’egional};ree’ or of other local or
Work oo, based specialists. The
eds ltht? secondary task forces
Ofgan; Carification, and as re-
Zation develops, so will

these functions bzcome 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 stafl.

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 play a 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.

Staff training task force: with
another Assistant Governor respon-
siblz, again with the Chief Officer,

this unit would operate, bearing !’
mind the defined needs of the sta"
and using the available skills ©
staff members and of outsi®®
agencies, such as local technic?
colleges or indeed the Staff Colleg®

tration task forces:
Assistant Governor would
Chief Officer and the Adminisif
tion Officer using either establish®’
bodies as the Prison Officer’
Association and the Consultati'®
Committee as well as the resoure®
of the clerical department, to 2
the flow of communication and ©0
improve where needed the f1°
of goods, '
Evaluation task force: with %
fourth Assistant Governor ICSPonc
sible for this force would be th
Chief Officer and a member of thf
local branch committee to un ck
take research projects and Wori_
study where required. They ob
ously would call on specialists
advise and assist in their work:
edeft
f the
json

It is envisaged under this I
nition of staff roles in any ©
larger establishments of the Pr
Department, opportunities © e
more professional and scieﬂt‘m ‘
approach to the weighty prob cbe
of prison management wou
provided within a framewor
concepts, which is flexible eno®sy
to allow maximum scope fof aly ;
staff to use themselves effecti’’
in a structure which allows
critical growth,
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