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Inside Management

G. S. DOWELL

N HIS ARTICLE entitled “Managing
RISOVern” in the July issue of the
authON SERVICE JOURNAL, the
Or appears to have presup-
Posed that an acute ailment afllicts
esfabl?'cal administration of penal
e ishments and to have made
< Inaccurate diagnosis to justify
fsupposed remedy. It would be
Mortunate if the article were
Owed to create the impression
i::it the condition described is
Cate"dspread and cannot be eradi-
su except by such  drastic
unfgery as is prescribed. It is
Ortunate also that an article
pri;Ch evolves into an essay on
not}?'n management should do
inomg to add to the dearth of
on Imation on, or contribute
eards a better appreciation of,
offic Iole of the administration
Iter In a penal _establishment.
Tect'lell be my aim, therefore, to
o wl ¥ the omission and to show
and” with adequat? consultation
Unctﬁ proper realisation of the
long of the various members
the team, the present structure
objecr; effective in furthering the
the ctlves.of the department and
€Stablishment in particular.
YOut Is unsatisfactory to refer, as
o T previous contributor has
e, to the existence of a struggle

betwzen governors and administra-
tion officers without giving the
reader any indication of its nature
except by its inclusion in the
context of a discussion which
implies that self-contained depart-
ments are to be found engaging
in activities against the common
interest. It is most certainly un-
reasonable to. suggest that the
participants would engage in such
a struggle in such a way as to
allow their own interests to impede
the declared object of the Service,
“to encourage and assist convicted
prisoners to lead a good and useful
life”. T believe that most governors
would reject the idea of a ‘‘strug-
gle” or even peaceful co-existence,
and would indeed acknowledge
that they receive the full support
and co-operation of their admini-
stration officers. There may be
occasions of differences of opinion
as to methods or the extent of the
governor’s authority, but obviously
the administration officer must co-
operate in carrying out the
governor’s directions, even though
the matter may be one which
directly affects the work or reflects
the efficiency of his (the admini-
stration officer’s) department.

We do, in fact, refer to the
administration officer’s department
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for there are many functions,
principally concerned with cash
and stores accounting, where the
administration officer presently
exercises authority on behalf of
the governor. It is this situation
which gives rise to such contro-
versy as has arisen, but, for the
purposes of examination and to
bz charitable, we should concede
that those who advocate delega-
tion of authority in certain matters
in direct line from the administra-
tive and executive hierarchy at
headquarters to the executive
grades at outstations do so, first
and foremost, in what they con-
sider to be the interests of effici-
ency.

In considering the structural
patterns of Civil Service organisa-
tions, it is usual to regard the
general Civil Service classes as
line, and the professional or speci-
alist grades as staff. The line and
staff concept of management is
clearly in operation above out-
station level, at which point,
however, the pattern is broken
by the introduction of a functional
system, which may be perfectly
proper from the custodial and
treatment aspects but which (it
has been suggested) should not
necessarily be perpetuated in
regard to the whole range of
administrative functions.

Proposals like this are merely
variations on the theme that a
revision of the structure is neces-
sary to enable governors to con-
centrate their attention on matters
affecting their prime responsibility

for the custody and treatment of

offenders. It in no way follo%:
that assistant governors shou
take over the purely manﬁg‘”";i
functions relinquished, for surey
they will better assist their gover”
nors, and incidentally fit them
selves for their ultimate tasks
taking charge of specific cultura
or recreational activities for
whole establishment and/or
supervising the life of a wing ‘1)
house where they may effective
use their qualifications and trainin5
in developing treatment techniqu®
and engage in the type of cont&
work for which they are recruit® g
without  concerning themsel‘./el1
with administrative detail, Whi¢
may properly be left to the St
cmployed for this express purPOSil'
It would have been useful 2™
illuminating if the Royal CO™
mission on the Penal System .
survived to pronounce on tth"
matters after assessing the over2
situation in establishmentS,
there are certainly variatio?
within the existing frameworé
and, while there may be ?'oml
establishments  where  section?
interests appear to predommaw'
there are others where the t€2
spirit produces a harmonious 4
effective working relationship-
T would not, therefore, prest
to draw any conclusion 25
whether a drastic reshaping !
necessary or whether the requis!
overall increase in efficiency Ca_
be achieved by minor modi ,Ca_
tions or by the universal applicd
tion of techniques which are 8

mé
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f fesent found within the Service
Prog C most effective. Before
na Veedmg to elapox:ate the a]?er-
at the" however, it is appropriate
aboy S point to say a little more
tion t the work of the administra-
it officer’s department. In short,
USiS to conduct the day-to-day
as ,f‘Pess of the establishment, or,
Soci enal Practice in a Changing
it ““{Ly briefly but cogently puts
a;1 q ¢ steward and his executive
by Clerlgal staff help everybody
€nsuring the smooth working
xume prison mapagegnent”. ’I“hjs,
leriny’ broadly implies adminis-
memg to the needs of all depart-
achi S, Tg illustrate how this is
1eved in detail would result in
Catalogue of executive and
lng'Cal duties, varied and interes-
Stang enough by Civil Service
Ndards to the civil servants
inc% perform them but of only
'ental interest to those for
Sut(i’)im the service is provided.
th eyce It to say, therefore, that
fallly are generally recognised as
cate 8 within the following broad
N gor'les: pay, cash accounting,
iSé‘iStlr_lt’—s and stores, staff and
the l:i!m_‘. Wherefrom the role of
arig Ministration officer emerges
ang f:lSIy as that of accountant
sup ].nance officer, purchasing and
dp 1es officer, personnel officer
Secretary.
th t Somparison is to be made with
Wil Ospital Service, similarities
role Crtainly be found between the
in of the administration officer
of % penal establishment and that
3 hospital secretary, who is

Clep

responsible (to the group secretary)
for the day-to-day management of
an individual hospital or a sub-
group of hospitals. Hospital
administration, however, is recog-
nised as a profession in its own
right, its members represented by
a professional association, the
Institute of Hospital Administra-
tors.

Administration officers are offi-
cially appointed from members of
the executive grades in the Home
Office and, in practice, officers are
selected with considerable experi-
ence in the type of work which
they will supervise. In this respect,
perhaps, the post may be regarded
as specialised, but we must beware
of using the term, “specialist™, as
it would be equally logical to argue
that, in the usual Civil Service
sense, of all the staff employed in
penal establishments the executive
and clerical grades are the only
non-specialists.

The inescapable fact is, of
course, that all are civil servants
who, in performing their particular
tasks, operate within the circum-
scribed limits of rules, orders and
procedural instructions. That this
may at times lead to frustration or
temporary setbacks is understand-
able, but regulations are necessary
in any government department to
secure uniformity or for other
good reasons, not least of which
are to safeguard against the intro-
duction of ill-considered schemes
and to prevent the indiscriminate
use of public money. It is in this
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connection that the three watch-
words of the administrator: policy,
precedent and finance, are to be
observed, but they need not stifle
initiative or enterprise altogether,
for, in the first place, an efficient
administrative machine provides
for the flow of inspiration in an
upward direction and, in the
sccond place, there is a wide area
of discretion left to local manage-
ment decision.

It is, of course, a mis-use of
resources to fail to allow the
expression of expert opinion where
this is available. No governor, I
think, would make up his mind on
a works matter, for instance, with-
out consulting his senior works
officer; on a medical matter, his
senior medical officer; or on a
finance matter, his administration
officer. This may be done by dis-
cussion with the individual con-
cerned, by internal memorandum
or—and this seems to be the cur-
rent trend—he may raise the
matter at a meeting of heads of
sections, who, on their part, may
wish to bring up for discussion
other matters perhaps falling out-
side their normal routine or when
the interests of other parties are
affected. Differences of opinion, of
interpretation, or of emphasis do
indeed arise at local level and it
is often advantageous to have these
aired in a group or committee
atmosphere rather than by conduc-
ting a series of separate interviews
with staff concerned. There evolves
from such meetings, without any
radical change in the structure or

drastic role reappraisal, a manasc‘"
ment system the merits Of whi
are being increasingly recognise™

In many establishments this ha$
arisen from the logical develoP”
ment of the “knitting party” ‘f/h‘ﬁ
took place each morning, origind )rl
with perhaps only three or fo}l:e
participants, for example, t y
governor, the administration Ofﬁ,";
and the chief officer, but Wh'c._’
with the advent of so many Spwn
alist grades, has profitably b
extended to make the optimum ‘;)s
of consultation as warranted Y
the particular type of establis
ment.

At my own establishment ©
example, if I may be forgiven fos
quoting it, such a meeting take_
place daily under the o:haul'mf"';1
ship of the governor (med¥
superintendent in this case) a’bs
usually attracts 10 or more h¢?
of sections or their representat“'et_
and, because of the special tfeie
ment situation at Grendon and *
frequent need to discuss cases f’n
special interest, the chief officer 11]
charge of the hospital and usud ){
three or four of the wing princ]p_‘.l_
officers will also attend. Occd"!
onally any official visitors who mag
be in the establishment are 3%
invited, The morning meeting 4%
not displace the close liaison whi¢ n
is normally sustained betweer
governor, administration 0<%,
and chief officer, nor does it SuP!
sede any of the more usual avenu®
of consultation. Decisions may
deferred for further consultatio®
between interested parties,

t, for
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miltters
Unjf
gen,
o
a

referred to a fortnightly
Ormed staff meeting, monthly
®ral staff meeting or quarterly
nSulta'txve committee meeting if
pl(’)rroprxate. The proceedings are
uSOmal, attel}dance is not com-
the ¥, no minutes are taken and
rtmc}llnectmg does not preteqd to
ecisi unanimous or even rpa]onty
l'etainons' The governor, in faFt,
and ;the over-riding authority
Cours nal responsibility as, of
eXist‘e' he must do under the
Ing formal structure.

atlls Is perhaps a long way from
of peadvocates.of the management
of mna] establishments by boards
itis ;nlagement have in mind, but
e i fast a method o’f' employing
or din’a'nagemeng technique of co-
affecta(timg the views of individuals
at tel »and a means of ensuring

| he Whole picture is seen by
ide'nt?fo that each may readily
aSsumY his allotted place and
°Ut%ide no pretcntlox_ls to expertise
lho;i, ¢ his true assignment, even
8h he will inevitably acquire
ofzasflfe of appreciation of other
aSSistSSl‘onal techniques which may
Menty him to inform his own judg-
tising In an establishment prac-
l-nv()lg‘l_t'LOVt=,l methods of treatment
pam.c_mg 2 high degree of inmate
ti()nal]lPatlon .and in an excep-
cen Y permissive fegime. it has
the . NOUght essential to counter
Tesultant stresses on staff and
ﬁznisat}On by the maximum
in Or“ tation and dissemination of
Stammatlo-n that time and the
involng Situation allow, so that
Vement in the therapeutic

principle affects all grades, and we
have a situation where it becomes
as automatic to consider admini-
strative acts in relation to their
effects on treatment as treatment
proposals in the light of their
administrative consequences.
Although Grendon is an excep-
tional case, there will be other
establishments where similar con-
siderations apply in varying degrees
and some where it could be claimed
that effective management has
been achieved under the existing
structure similarly adapted. There
are, of course, disadvantages asso-
ciated with committee systems and,
in the result, the efficiency of any
system of lower or middle manage-
ment may be judged on the wisdom
of the decisions made within its
discretion and the constructiveness
and feasibility of its proposals.
One’s own view is apt to be
influenced by the methods and
attitudes adopted at one’s own
establishment, and it would not be
proper to impose my own conclu-
sions. 1If it is accepted, however,
that there is a need for change in
the local administration of penal
establishments and that the climate
is right for it, then it is necessary to
be aware of its present actualities
and potentialities. It would cer-
tainly seem to be a prerequisite
to any change, to dispel some
presently held misconceptions s
to role and function. It may then
be simply a matter of appreciating
how the present resources can be
properly applied to their full effect,
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