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The Problems of Change for Staff of 
Residential Institutions 

W. J. BOOTH 

CORRECTIONAL RESIDENTIAL estab­
lishments often seem to exist for 
more than one purpose at the 
present time. and public attitudes 
towards them are so ambivalent 
as to place the staffs in difficult 
and uncertain positions. Whether 
the institution is called a school. 
a borstal. a detention centre or even 
a prison. most staff would want 
to say that the primary purpose 
was in some sense a reformative 
onc. By this they would mean that 
they hoped that the effect of the 
institutional process on an indi­
vidual committed to it would be 
such as to make him more accep­
ting of social rules and himself 
more socially acceptable than he 
was on entry into the system. This 
seems fairly clear, but to push on 
from this is to enter the confusion 
of apparent mUltiplicity of purpose. 
To ask for a precise answer to 
some such question as: "What 
are you supposed to be doing with. 
or for. these individual youths?" 
is often to force the answerer into 
an account of his limited special­
ity. e.g.. "I am the teacher-the 
P.E. instructor-the gardener-the 
farm foreman". or into the un­
happiness of insecurity which 
follows from being unsure of what 

he is about. If one is asking ~h~ 
question in a borstal. a detentlo·s 
centre or a prison setting the~. Ih 
an additional set of answers w I~S 

XI -are different because of the ell d 
tence of what are often ca eo 
discipline grades who have :at 
speciality comparable. say. !O theY 
of a teacher. Because of thiS t Sc 
have no specific technology by U 

of which they can reassure the.md 
selves that their I'ob is being carn~d . be al 
out. Perhaps the same can s e 
of the a pproved school MUs-
master. hiS 

But if the questioner gets he 
answers from the specialists. . t 

POIIl 
may nevertheless want to Oil 
out that if there is a need coIl1~ Il 
to the inmates of the institutJo • 
it is not that of academiC e~uc:i 
tional attainment, or vocatJOll

de 
skill. nor are the inmates Il1\e 
similar by common urges to a~q~lhe 
whatever may be available In r­
institution. Usually. the on.1Y ~~at 
tainly shared experience IS the 
of having been committed to a'll. 
establishment by the process of ~hat 
It does not follow. therefore. 'es 
rectifying their special de~cienal c·t 
will have the primary SOCial e ~se 
which it is the. institution's pu~ of 
to produce. Almost all sta 
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Correctional residential institutions 
recognise this fact in one way or 
another. if only by complaints 
~.out their special contribution 
. mg nullified. or perhaps exces­

:lVely difficult to make. because of 
he circumstances. Equally. almost 

all staff would recognise their role 
~s being. at least in part. one of 
nfiuencing inmates The discipline st ff . 
tha of borstals and prisons and 
s e housemasters of approved 
aChools have to put this task first 
a nd are often at a loss. or not in 
h greelUent with each other, as to 
s ow this can be done. This. very 
a u~rficially. is the background 
gamst which one must examine 
iCha~ge in corrective residential 
a~StItUtions. One begins. as it were. 
th a higher level of uncertainty 
() an in comparable fields. before 
()~e So mUch as introduces concepts 

change. 
CIiANGE 

e 'the prospect of change threat­
a ns lUost. if not all. people. It is 
ff' pros~ct which implies many 
<!.lghtenmg possibilities such as the 
t~~U~tion of understood and accep­
th Situations. the loss of much 
evat 

appears to be valuable and 
labln the unhappiness of uncontrol­
ta : chaos. Fantasies about the 
Ii ~lfications of change seem to 
inn th closely with magical thinking. 
Se e sense that those people who 
w·~~ threatened. from within or 
c~ Out. by the possibility of 
of a~g~. tend to perform rituals 
fu l~Ing which seem to have the 
so~ct~o.n of preserving their per-

allhes against the dangers of 

flexibility and change. This is to 
take the fear of change to the 
neurotic level and to attempt to 
influence general events by adher­
ence to particular personal stability 
-in other words magical thinking. 
Implied by this approach, whether 
at a neurotic level or kept within 
more normal bounds. is the feeling 
that decay is the most likely effect 
of change. An analogy obviously 
derived from natural processes. 

On the other hand. a great deal 
is said about the values of change. 
Change represents healthy growth, 
or. at least. no healthy growth is 
possible without change. The notion 
of growth implies progress towards 
a better condition, one nearer 
perfection. and it would be pre­
sumptuous to claim at any point 
that perfection had already been 
reached. 

Being caught in such ambiva­
lences suggests a human feeling 
that continuous movement is only 
possible in one direction or another. 
that there is no alternative to 
progress or decay and that to 
unleash the forces of change neces­
sarily takes us in one way or the 
other. Since it may often seem to 
be impossible to ensure that the 
movement occurs in the desirable 
direction. the attractions of main­
taining the existing situation are 
obvious. In spite, however, of these 
attractions, and the probable fact 
that they appeal strongly to most 
of us. change takes place continu­
ally in most spheres of human 
life and activity. Not only in 
economic, industrial, scientific and 
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social theories and practices. but 
also in primary areas like the 
family and individual relationships. 
This emphasises one of the threat­
ening aspects of change. namely, 
that when it takes place in one area 
it is difficult. if not impossible, 
to prevent its effect spreading to 
others. For example. change in 
industrial organisation has pro­
duced change in family relation­
ships and there are many instances 
of this, some plain and some 
subtle; changing socio-psycho­
logical theories and practices about 
the make-up and rights of indivi­
duals, produce change in the basis 
of criminal law, and so on. 

This is an important feature of 
things which must be reckoned with 
when attempting to assess any 
change or to understand the resis­
tance to it which often arises. 

Given an existing situation. which 
includes human beings whose in­
clinations tend towards maintaining 
its existence. for a variety of 
reasons, what kinds of factors 
initiate change? 

Any situation described as 
"existing", in the sense of being 
permanent and not susceptible 
to change. is an abstraction from 
reality and can only be studied as 
such when artificially conceived 
as being insulated from realities 
which might impinge upon it. 
Individuals within it are always 
in process of change. as also are 
material components. Immediately 
the concept of change is used. the 
situation must be described as 
dynamic and it has to be studied 

as such if reality is to be preservedd 
Change. therefore. is inevitable anf 

I· 0 it may be that our fee m~s. _ 
resistance to it, or our unwdhng 

. I" Ily are. ness to study It rea Ishca • 
in some sense. reaction formatio~ 
against unpleasant and unwelco(l1 

reality. 
Problems connected with chan~ei 

therefore. are always likely to eXl~ 
f eSl­

and the special problems? r a 
dential institutions in thIS ar~e 
may be logical developments of \1 
general. To appreciate these speC\d 
problems accurately we shOU n . ca 
first examine what meamng n 
be attached to the notion of a 1 
"existing state" in an institutiona 

context. realising, of course, tha: 
any description is. at best. ~e 
abstraction. In order that t be 
complex organisation can d 
assumed to be static, we nee

e the further concept of bala?C d 
Without this we would be obItg~c_ 
to try to hold in our mind a ~l n 
ture of an unbalanced organisaU\ 
arrested in movement. and 10~l!1 
would force us to the conclUSlO a 
that our concept was useless a~ r 
tool of examination. In at ~e 
words. having seen the imbalantiC 
w~ would know that the sta e 
state was unrealistic and that

h 
~ b 

were looking at a point w l~f 
occurred during the procesS Id 
change and that nothing COll e 
be revealed to us about the .call~e 
of change. An earlier state In t to 
process would take us nearer 
the point at which change bega;d 
and further back still we woo e 
reach a point at which no chang 
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:~ell1ed. to be occurring. That is 

t. e pOint at which the orO'anisa-
IOn 0 o or system was in balance. 
ne might define "system" in this co t ' 

111 n ext, as being a complex of 
eans to achieve a given end and 

bn~aili~g the linking of its parts in 
is
a ~nclng relationships. While this 

to t e case, there is no tendency 
a wards change in the short run. 
nd equilibrium has been achieved 
~ . 

be urely. mechanical systems can 
p ~escflbed in this way and, 
f rovlded the system is isolated 
c~n~ the world outside, it will 
a hnue to function for as long 
i.~ no .internal change develops, 
111" UntIl the fuel runs out or the 
o aterial deteriorates sufficiently. 
l11~r S~stems are not entirely 
fa chanlcal. however, the internal 
111 ctors are both human and 
ou~teri~l. the former being no tori­
liab~Y inconstant and the latter as 
cOI11 e to organic decay as any engine 
ewf~n~nt. At best, therefore. any 
tiai

l ~ rl?m achieved in a residen­
rei .InStItution is precarious and 

atlVely short-lived. 

th ~esidential institutions are not 
te~ only institutions involving sys­
hu S of organisation which include 
so:an beings and material re­
obv~ces. Schools and factories are 
rent~Ously others which are, cur­
th Y. non-residential more often 
ti~n not. Obviously these organisa­
Is ~s also have to deal with change. 
Of I ~ore Or less difficult for staff 
in re~ldential institutions involved 
tes'~ a~ges, compared with non-

I entIal conditions? If it is more 

difficult what is the reason for 
this? 

As far as one is aware no one 
can supply answers to the first ques­
tions which are incontrovertible, 
but it seems to be reasonable to 
assume that residential staff do find 
greater difficulty. If this is only a 
feeling that one has, there are, 
nevertheless, facts about residen­
tial institutions which would tend 
to substantiate its validity, and 
these facts follow from the nature 
of the institutions themselves. For 
both inmates and staff the residen­
tial institution is an organisation 
which absorbs most. if not all, of 
their lives for a lengthy period. 
They are "total" institutions in the 
sense that they claim a dispropor­
tionate amount of the lives of the 
individuals who either work there 
or are residents there because of 
some need which compels their 
presence. Any eqUilibrium which is 
achieved has to be much more 
complex, i.e., must include many 
more permutations of human 
relationship and more frequent 
awareness of the material resources 
than might be the case in a non­
residential setting. For both inmates 
and staff the normal refuge of living 
one's life in insulated compart­
ments is not available. Work. 
recreation, and even domestic living 
is all undertaken with the same 
people, or, at least, with sections 
of the total mass of people. What 
is done during recreation may have 
repercussions during the working 
period and table manners may 
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determine friendships. Non-residen­
tial institutions are comparatively 
free of this complexity and their 
members may escape from each 
other and relax much more easily. 

Another element of difference 
between institutions which can, 
however loosely, be described as 
penal, and others, whether resi­
dential or non-residential, is often 
the vagueness of the primary task 
and the absence of any specific 
technology which can effectively 
be utilised to achieve this goal. 

Rule 1 of the borstal rules runs 
as follows: 

"1. (i) The purpose of borstal train­
ing requires that every inmate, 
while conforming to the rules 
necessary for well-ordered 
community life, should be able 
to develop his individuality on 
right lines with a proper sense 
of personal responsibility 
Accordingly, officers shall: 
While firmly maintaining order 
and discipline, seek to do so 
by influencing the inmates 
through their own example 
and leadership and enlistmg 
their willing co-operation. 

(ii) The objects of borstal train­
ing shall be to bring to bear 
I:very influence which may 
establish in the inmates th~ 
will to lead a good and useful 
life on release, and to fit them 
to do so by the fullest possible 
development of their character, 
capabilities ,and sense of per­
sonal responsibility." 

Rule 1 of the prison rules is 
similar, if considerably briefer, 
and runs as follows: 

"1. The purpose of the training and 
treatment of convicted prisoners 
shall be to encourage and assist 
them to lead a good and useful 
life." 

It might be argued that approved 
schools have the advantage of a 

more specific primary task, in t~e 
sense that paragraph 2 of the han d 
book for managers of approve. 
schools outlines the main ingredl' 
ents as: e) 

"Education (in the formal 'dn: ce' 
religiou~ education and gUI ,a ing: 
practical and vocational train of 
attention to health and the uselive 
leisure, social training (hoW towork. 
with others) and personal case)" 
(help with personal problems, 

J'll-
In so far, however, as the CO b 

mon feature which is shared ~ 
most pupils is similar to t~a~ Os 
older inmates in penal insttutl~O 
namely evidence of criminahty, , .. OS 
there is nothing in these pro~ISlOUY 
which can be claimed specdica ds 
to reduce the tendency towar 

criminality in a direct way. , 
• sU' 

The history of most penal ill to 
tutions in this country. it seern~'al 
me. is one of collecting reme ~IY 
techniques which are appare~ b 
intrinsically worthwhile but Whl~e 
are neither clearly related to t s 
task of effecting permanent changer 
in the attitudes of delinquents, nee 
are they practically integrated, o~y 
with another, to produce a IIlutua 

reinforcing effect on individualS: 

In the circumstances, what ~~ 
created in many, if not all, o~ 0 n 
residential penal institutions, IS t~e 
uneasy compromise between r­
various interests which are . sep:h~ 
ately occupied in dealing WIth or 
inmate, whether they are young 'H­
old. The resultant form of eqUl nt 
brium, enables the establisb~e r¥ 
to achieve some of its seCOJ),Va he 
objectives but is maintained at t 
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COst of failure to achieve agree­
ment on the primary task. Lacking 
~uch ~greement it is difficult. per­
a aps .Impossible. to evolve effective 
, nd Identifiable methods of reach­
Ing the main objective and this 
Prod uces a marked tendency to 
Under-value therapeutic method 
and t an equally marked tendency 
o . over-value personality as a 
~aJor factor in the exercise of 
Oed influence, 

th Change in residential institutions. 
th~refor~. is more than usually 
fir eatenmg and difficult to handle. 
th:t. be~~u~e of the complexity of 
ta' eq~lhbnum necessary to main­
b In a Viable situation and. secondly. 
stCcause of the predominence of 
rn. aff personalities. as distinct from 
to eth?ds or techniques. as the fac-

rs In the equilibrium, 
ch 1'0 t~e question of what causes 
rn. ange In these circumstances one 
~~ add the further one. namely: 

an hat is the effect on staff of 
Y change which is initiated?" 

lloR.STAL X 

to It may be helpful at this stage 
\Vh?~Cribe an example of change 
tia}lc . has taken place in a residen­
Or' ,Institution. Borstal X was 
es;gll1~ny planned as a small open 
Yo abhshment to cater for about 90 
c/~g men. ages about 19 to 21. 
h·lrnl~aUy unsophisticated and of 
~reh ~ntel1igence. in fact. the best 
b chon of young men from the 
t~rS~1 system. The trade training 
adv provided was the most 
nar:nced available at that time. 
nee e!y, motor mechanics and engi-

rs pattern making. and these 

courses. with the usual cookery 
course and general maintenance 
work. were expected to absorb 
most inmates. Education was plan­
ned to take place as much as pos­
sible outside the institution. using 
local educational facilities up to 
any level thought to be appropriate. 

It was possible to envisage a 
great deal of self-reliance. even 
self-government by the men in 
these circumstances and the func­
tion of staff was primarily to offer 
guidance rather than rigid control. 

The living accommodation was 
adequate. there being two residen­
tial houses in military-type wooden 
huts and a third building in similar 
style adapted for general purposes. 
such as theatre (with TV). library. 
chapels. classrooms and so on. 

The number of staff was quite 
typical of a borstal institution of 
this size. governor. deputy (both 
of whom had responsibilities for 
another camp). two assistant gov­
ernors. three principal officers. 14 
discipline officers. one P.E.I .• one 
cook. two vocational training in­
structors, a matron and engineer's 
maintenance staff. 

For several years this institution 
functioned quietly without any 
major changes other than those 
involved in staff moves. These 
almost always happened singly 
and were. therefore. tolerable. 
Some eight years after the opening 
of the institution a nearby farm 
was offered for sale and the Prison 
Department bought it. As ~ result 
of this transaction it was decided 
that the popUlation of the borstal 
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would have to be increased in order 
to meet the new work commit­
ments required for the farm. The 
figure of 120 was decided upon 
by negotiation between the gov­
ernor and the Prison Department. 
In fact. however. because of in­
creased committals throughout the 
country the numbers of inmates 
quickly rose to 150. 

Apart from the provision of 
the necessities of existence. i.e .• 
increased stocks of food. clothes. 
beds. etc., no major alteration in 
the accommodation was possible 
in the short run. Each house lost 
a recreation room as it was con­
verted to a dormitory and for the 
rest it was a matter of stretching 
everything to the limit. No increase 
in staff was made because there is 
no necessary relationship between 
population and staffing. such that 
an increase in population automati­
cally entails an increase in staff. 
Each member of the staff. there­
fore, had to undertake a greater 
task. 

Clearly. the relationships which 
existed in the balanced situation, 
and on which the function of the 
establishment depended. were 
drastically changed in the new 
situation. In many instances, mere 
attenuation would be the result. 
perhaps in other cases there would 
be neglect because needs were not 
recognised or were ignored. How­
ever. at roughly the same time that 
these changes became inevitable, 
the governor of the establishment 

was changed. and this greatly coJll' 
plicated the situation. The incon~' 
ing governor was not. of cours ~ 
inhibited by any wish to ~reserv S 
a system of equilibrium whIch -:val 
not even visible to him His arflva • lter 
alone would have tended to a be 
the situation since he could ?ot h'S 
expected to be identical Wlt~ b{ 
predecessor and would inevlta ~ 
have to be integrated with the reSt 
of the establishment in a differe~l 
way. But, added to any persond 
impact which he may have h~tI: 
were the forces generated by dBe 
erent and substantial changes'deat 
was concerned, therefore, to d 
with the situation as he saW it a~e 
to meet inmates' needs. which we t 
being made clear to him in a teS ~ 
ing out period. The situation. wa~ 
fraught with conflict, sometiJll~r 
seeming to be between gov~rn at 
and staff on a personal basl~' at 
others apparently a profe.s~10Ilin 
battle, with social personahtles. . 
"good relationships". Staff ~lVl' 
sions appeared on quite other hll~~ 
also, with the usual attempts 'de 
enlist the governor on one 51 n' 
or another. All the evils of UIlCo d 
trolled change were present all ' 
perhaps significantly, a great ma~~ 
staff constantly harked back to ! 
"good old days," usually claiml~~ 
that the previous governor ; r' 
more competent and more un e f 
standing and so on-he waS, On 
course, always said to have bee" 
very capable of keeping "them,. 
in their proper place-"them 
being the inmates. The primarY 
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;hn of treatment of delinquent 
a~Uths was either lost in argument 
fai~ut secondary aims, or by simple 
III U~e on the part of staff to com· 
anllnlcate with one another. Hardly 
III ~one seemed to see that the 
nllaJ% change lay in the increased 
co 01 rs without there having been 
So rresponding increases in reo 
Iln~rces and, as often as not, the 
to t~PPY conditions were attributed 
the ~ change of governor and / or 
in", c ange in the quality of the 

< .. ates 

Two • points here are worth 
elll Phasising' I . 

. ~n a process of change there 
IS often a wish expressed to 
return to what existed before. 
This wish, expressed as a 
moral imperative, i.e., what 
w
h
e ought to do, always ignores 

~ e facts of change and the 
unpossibility of reversing the 

2 mOvement. 
. Any. conflict may be fought 
Out In terms of personalities 
even When these happen to be 

1 mOre or less irrelevant factors. 
sYll1n the example given all the 
Pre Ptoms of a sick institution were 
entfent• An unhappy and appar· 
inll1Y apathetic staff, an unhealthy 
of ate culture, and the spread 
affe b~d staff/inmate relationships 
inst~ e~ the whole work of the 
Illat' Ut~on. Violence amongst in· 
On e.s lUcreased, discipline reports 
l'h Inmates by staff increased. 
ince more the remedies of either 
Pe re~sed control or increased 
ll1~lSsiveness were attempted the 

re they were misunderstood and 

the worse the situation became. 
The start of change here seems 

to have been quite determined by 
external forces and the pattern of 
change equally determined by past 
omissions. Because there was no 
mechanism which involved staff 
consciously in the change, there was 
no opportunity for them together 
to face its inevitability and the need 
for concerted action to mitigate its 
worst effects. Basically, the diffi· 
culties probably arose from two 
factors which were mutual1y 
reinforcing. On the one hand, the 
overcrowding caused excessive 
friction amongst the young men 
and increased their need to be 
controlled. On the other hand, 
the deterioration of the staff/inmate 
ratio effectively precluded an in· 
crease in staff control and drove 
the inmates back on their own 
resources . 

But it is equally interesting to 
note that at this new state of con· 
fusion and deterioration in staff 
communication, there is an inherent 
necessity for further change. 
Although one can only use hind· 
sight, it is reasonable to suggest 
that one way or another further 
change had to take place because 
of internal forces and conflicts 
which had been generated. Flight 
is a solution for individuals, of 
course, and in the worst develop· 
ment possible all individuals, staff 
and inmates alike, can depart from 
an open institution. In the event, 
deliberate action was taken to 
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restore the establishment to a work­
ing balance. but, failing some such 
action. it is probable that the situa­
tion would have reached crisis 
proportions. 

The incentives to change an 
unhappy situation are obviously 
more likely to be shared by most 
of the people involved than other­
wise. In view of the prevalence 
of confusion, however. the initia­
tion of further change is still 
fraught with possibilities of conflict. 
Magical thinking will tend to 
require the restoration of a previous 
state and this is the one solution 
outside the powers of institution .. 
in these sorts of situations. The 
factor of loss of effective. control 
by the staff has .its positive aspects. 
and the tendency to assume control 
on the part of the inmates is a 
feature about which most of them 
are ambivalent. On these facts con­
structive effort can be based and 
since it is staff who are" permanent 
and with whom we are concerned 
at this moment, it is their develop­
ment we should now scrutinise. 

The essential beginning seemed 
to be an effort to free communica­
tions and to allow all staff to 
express feelings freely about the 
situation. before they could work 
through these to a point where 
they could together look at effective 
remedies. At the same time it 
was necessary to demonstrate to 
the inmates that their welfare 
and problems were being taken 
seriously. An experiment in insti­
tutional casework dealt with the 

latter to some extent, whilst the 
• ('IS 

starting of regular staff mceUne 
and the involvement of indiVidU~ 
officers in rudimentary casew~r 
under supervision, did somet~ln~ 
towards the former. By the urn 
these movements got under waY 
a further development from OU~ 
side the institution took place an 
this helped considerably. This w~s 
an official estimation that t e 
population would increase by l\ 

further 30 and a request from Jl.O. 
for replanning of existing resour~e~ 
to make the extra accommodatlO 
available. As it turned out, thiS 
estimate was very much mista~en, 
but the complete restructurlllg• 
including the provision of a Jle~ 
house, and refurbishing which toO 
place probably made a very bene: 
ficial contribution to the improve 
mentof the' general atmospher~ 
Experimentation with casewO~ 
served the purpose of exciting ~fie 
interest of staff in more SpeCI C 

treatment methods in which theY 
could all participate and also dre~ 
th " . gS In elr attentlOn to short-comm r 
their skills. Demands for furth.e 
training were soon raised and d1r 
satisfaction frequently and stroJl~h 
expressed about the roles wh;aY 
mallY felt they were forced to P 
in the traditional borstal Syste~: 
Having reached this level of P~ • 
ticipation. and linking it with t 1.~ 
structural alteration going on, ~ 
then proved possible to producehe 
plan which extensively varied ~so 
traditional borstal system and Ii 
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~~ d~vise the beginnings of train- 2. When stress becomes excessive 
on

g 
In new skil1s. These changes, irrationality rises and impedes 

ta~ should emphasise. were under- understanding of the nature of 
anden following staff consultation the change. 
co .were. therefore. geared to 3. Movement towards a new 

~SC.IOUS needs. equilibrium must take place. 
as hk~s development continued and whether consciously planned 
ne ~ Ills developed so also did the or not, if the institution is to 
po;r for further training and sup- survive. (Disintegration is not 
fOlllve arrangements, but each step a form of survival.) 
ReI0 '7'ed from staff consultation. 4. Accepting the inevitability of 
bil':ttonships with and responsi- change increases the scope for 
ins~ .. es . for the young men of the planning based on its positive 
andltutlOn dramatically improved aspects. 
bett one. could say that this, with 5. Planning with staff consulta-
ander mter-staff communication tion tends to reduce stress to a 

underst d' bl d point where it can be not only 
~~.Uilibrium a~o 1~' ~:ch:d. a S:~ tolerable but lead to learning. 
SUlpS PO~ition includes a variety of 6. A sound institutional equiIib-
tu po.rhve and consultative fea- rium includes the features 
rr~es It must be different in quality which will facilitate necessary 
!Jerlll that which existed a few years change. 
ne Ore. If a further change proves THE WHITE PAPER· 
alrCCssary. and the governor has That section of the White Paper 
sh~a~y been changed again. it which makes proposals relevant to 
con u ~ be an easier and more our present subject is paragraph 

'l'SClouSly directed process. 39. Under the heading "Youth 
Of here are many other examples Training Centres" it says: "It is 
co~~nge in institutions which one proposed to merge and reorganise 
that Use to illustrate the point the present borstals and senior 
the a probable effect on staff is approved schools into a compre­
l>erh production of great stress. hensive system of residential train­
cha aps. these two examples of ing catering for the wide variety 
be nge In the same institution will of types coming before the courts. 
so;nough to enable us to project The Home Office would take over 
thet~ cO~c1usions on to a hypo­
in ;hal situation which may arise 
ll1ighte ~~ture. These conclusions 

1. Stress may become excessive 
~here staff feel themselves to 

completely out of control. 

·When this paper was originally 
prepared, it was for use in the dis­
cussion called for by the White Paper, 
"The Child the Family and the Young 
Offender". Readers will appreciate that 
legislation may not follow from such 
a White Paper, or, if it docs, it may 
not include specific provision for the 
development discussed here. 
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the responsibility for the senior 
approved schools and for the 
organisation of the comprehensive 
training establishments. It is pro­
posed that the minimum period 
of training should be nine months 
and the maximum two years. Ex­
perience with borsial training has 
shown that the present minimum 
period of six months is too short to 
enable good results to be achieved. 
The actual date of discharge would 
depend on the response to training 
of the young person concerned." 

There can be no doubt that this 
paragraph states the intention of 
the Home Office to "take over" 
some or all of the senior approved 
schools. It follows from this that 
committals to the new youth train­
ing centres will be on a national 
basis rather than a local one and 
although considerations of regional 
origin ;may be influential. in 
the last analysis it will always 
be dependent upon assessments of 
overall need by the central organi­
sation. It seems also that the new 
sentence is to be very similar to 
the present borstal sentence. the 
only change being the change in 
the minimum sentence. Together. 
these basic facts seem to me to 
ensure that the rules which will 
govern the youth training centres 
are more likely to be similar to the 
present borsta! rules than to the 
approved school rules. Even the 
weight of numbers underlines this. 
At present the borsta! population 
is probably around 5.200 and 
increasing, these being housed in 

25 establishments. 13 of which ~f~ 
open and 12 closed. Legislatl~d 
based on the White Paper WOU

b increase this number further ~ 
the proportion of the 900 you~e 
prisoners who would have to bY 
dealt with in other ways than t 

. . nIlleIl, 
a short sentence of lmpnso V C. 
namely. a Y.T.C. sentence. a. 'Il' 
sentence. Or a term of imprtSO s 
ment exceeding two years. per~~~ 
then, about 5.700 who woul~ the 
received borstal training. with UIl 
staff it would have taken to :ith 
that system. as compared 'Ie 
about 900 youths who would h~ol 
received senior approved. sC~ved 
training, and the staffs lnv~rsh' 
with them. In terms of esta ;001 
ments, 900 senior approved SC the 
youths represents about 10, 'of 

average population of se~~d 
approved schools being arodiIlg 
88. If it is argued that the wor oIll' 
of the White Paper ensures a \ole 
plete reorganisation of the w h to 
system, it is probably too rnu\iIlg 
expect that this can rnean anyt old 
more than a re-naming of the of 
borstal system, in the abse~ce re' 
evidence that fundarnenta. (Ilet 
thinking of that system, ~s dl~illg 
from reorganisation. IS thiS 
undertaken. But, in any case. e of 
would merely add to the degre of 
change and to the nurnber~ler' 
people involved in it without a the 
ing very much the fact that will 
former approved schools sta s e. 
be undergOing the most chanSbeell 

Referring back to what has't baS 
said about change in general, I 
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to b se . e assumed that the present 
th ~lor approved schools exist in 
e el~ OWn condition of balance or 
qUdibrium. This is more or less 
stable· . 'Wand In the ordmary way 
coOUld only be changed within the 
he ntext of the system. e.g., a new 
sc~dmaster. major changes on the 
an 001 management committee, or 
tio unexpected rise in the popula-
'WO~ld and the new equilibrium 
sam also be found within the 
m e Context. But the change which 

sc~~~ ~e. seen in prospect for the 
ori . Is IS of a different order. it 
sYS~lnates further outside the 
'Wh' em than that kind of change 
80~~h We examined earlier in 
h'h stal X and it is not easy to see 
"I at . 
lion might be the eventual resolu-

of the situation. 
It is W h Ih!s n Ort speculating on whether 

in th ew move constitutes a change 
On e Way one would define it for 
ab~ establishment within a reason­
COJd constant system. Perhaps it 
mUch be argued that this is too 
and of a change to be a change 
ing t~at really this means the end­
of 0 one system and the creation 
be a n~w one. Certainly this could 
redusald if the matter could be 
With ced to taking over buildings 
POsed the former staff being dis­
remai .of by distribution to the 
are nmg approved schools. There 
and P~oblems of individual change 
a rn IUtegration involved in such 
cnQu OVe which will be serious 
nOt o1h for those concerned, but 

a comparable magnitude to 

those following from the alterna­
tive of incorporating, say. ten 
former approved schools into a 
centralised Y.T.C. system probably 
similar to the present borstal 
system. At present there are no 
adequate clues indicating which 
way the problem will be tackled 
and whilst the basis of the new 
system is there its effects are largely 
hypothetical because of these un­
certainties. 

The basic difference between 
an existing approved school and 
any borstal is that between local 
and central responsibility. In the 
approved school the Home Office 
influences and advises. perhaps 
exercising an ultimate control 
through financial provision, but 
the power seems really to be in 
the hands of the management 
committee. Their terms of refer­
ence lay down that: 

1. They stand in loco parentis to 
the boys. 

2. They are responsible for 
premises, including new de­
velopments under advice. 

3. They are responsible for 
finance, estimating, spending 
and accounting. 

4. They are responsible for the 
appointment. suspension and 
dismissal of the staff at the 
school. 

In all these respects. the Home 
Secretary will assume responsi­
bility on the take-over and the 
power will be exercised by the 
department set up to administer 
Y.T.Cs. (this may simply be the 
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existing borstal administration 
under the Prisons Board). Some 
of the responsibilities will be dele­
gated of necessity to governors of 
establishments. as they are now. 
but local autonomy is likely to be 
drastically reduced. Any approved 
school has. presumably. included 
the powers of the management 
committee within the working 
equilibrium it has achieved. The 
removal of the power will drasti­
cally alter the balance of the 
institution. What effects will this 
have? It may be. for instance. that 
the old management committee will 
be asked to constitute something 
similar to the present borsta! board 
of visitors in the Y.T.C. as it will 
become. Remember the powers 
which were previously enumerated 
and compare them with those given 
to boards of visitors in the Borstal 
Rules. as follows: 

"75. General Duties of Boards. 
(1) The board of visitors for a 
borstal shall satisfy themselves 
as to the state of the premises. 
the administration of the 
borstal and the treatment of 
the inmates. 
(2) The board shall inquire 
into and report upon any 
matter into which the Secre­
tary of State asks them to 
inquire. 

(3) The board shall direct the 
attention of the governor to 
any matter which calls for his 
attention and shall report to 

the Secretary of State anYt 'd fl matter which they consl e 
expedient to report. 
(4) The board shall infort? t~; 
Secretary of State immedla to 
of any abuse which comes 'Ie 

their knowledge and shall ba t 

Power in any case of urgeil 
tficet 

necessity to suspend any a 
until the decision of the Secw 
tary of State is known. 

.. gailY 
(5) Before exerclsiO b r 

I (ot e 
power under these ru es tbe 
than Rules 50 and 55) f 
board and any member t~e 
the board shall consult Y 
governOr in relation to an. 

diSCI' matter which may affect 
pline. 

76. Particular Duties. f t 
(1) The board of visitors Of 

ber 0 a borstal and any mem ",. 
. y co ... 

the board shall hear an. ail 
plaint or request WhiCh to 
inmate wishes to make 
them or him. e 
(2) The board shall arrail~o 
for the food of the inmates f 

ber 0 
be inspected by a mem 'ntet-
the board at frequent 1 

vals. . " 
. qllit" 

(3) The board shall In 
, beJ1l• 

into any report made to t bet 
whether or not by a ~e~te'S 
of the board, that an In.m I jS 
health. mental or physICa , ed 
likely to be injUriOUsly.a~e~!J1_ 
by any conditions of hiS e 
tion." 
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Such a comparison illustrates 
~ramatically the changes involved 
;n this centralisation. On the one 
.land the management committee 
I,S exercising a clear responsibility 
tOr management in all its ramifica­
tions. on the other hand the board 
of Visitors is performing a safe­
gUarding function largely intended 
to protect the inmate against 
arbitrary injustice. 

No doubt, in many approved 
~ChoOls the real power is wielded 
~ the headmaster. and his com­

Ollttee is content to take ultimate 
~esponsibi1ity. This is an almost In . 

eVltable development since the 
~anagement committee chooses 

e headmaster (with Home Office 
approval) and if they have chosen 
a competent man who gains their 
~onfidence they are not likely to try 

b
o 

do his job in detail for him. It can 
e ·d Ol sal • therefore. that the head-
aster exercises the powers of the 

Oltanagement committee. or a sub­
s a t· 
ex n lal portion of them. For 
s ample. he probably decides or 
o~bstantially influences the choice 
li Half. and this seems reasonable. 
w?W does his position compare 
r lth that of a governor in these 
eS{>ects? Generally speaking a 

gOver w· nOr of a borstal has to deal 
o;th t.hree elements. the provision 

a Which he cannot control. These re: 

1. 'The buildings and material 
reSOurces 2 . 

. "the staff resources. 

3. The young men sent to him 
from an allocation centre. 

He is free. of course, to make 
comments, suggestions, even pleas. 
and to advance arguments and 
make out cases. all bearing on these 
elements. but he does not and can­
not control them. The headmaster 
who becomes a governor will have 
to accept. for instance, that with a 
few very minor exceptions, all his 
staff are established civil servants 
with career prospects and expecta­
tions related to a national service. 
Recruitment. transfers and promo­
tions are decided by centralised 
methods which use wider criteria 
than the immediate good of the 
local establishment in establishing 
their priorities. 

Both these examples are of re­
duction in power following cen­
tralisation. but there are other 
probable aspects of the change 
which are worth noting. The change 
in methods of administration, for 
example. cannot be brought about 
by merely providing a new rule 
book and substituting one set of 
books for another. Inevitably. the 
executive and clerical grades in the 
civil service will have to be intro­
duced and, equally inevitably. part 
of their task will be the negative 
one of telling ex-approved school 
staff that former methods are no 
longer open to them. It might be 
also that other grades, concerned 
with training and treatment, such 
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as assistant governors and basic 
grade officers. will be added to 
existing staff for the purpose of 
facilitating change and similar 
negative aspects will show as they 
attempt to set up the system with 
which they are familiar. 

It would be tedious to go on 
illustrating the point that such a 
move as this creates conditions in 
which stress on staff is increased 
to a point where it may become 
intolerable. Little or nothing has 
been said of the young men for 
whose benefit the organisation 
exists because of this primary con­
centration on the staff position. 
The danger is. of course. that the 
irritation inevitably arising from 
the necessity of changing ways. 
escalates and is projected upon 
living people who are held to repre­
sent either the old order or the new. 
The man who has to say frequently 
that things cannot be done is held 
to have a personal interest in 
obstruction. Once this sort of con­
flict is generated it attracts feeling 
which ought to have been extended 
in other directions. Many institu­
tions fight out the wrong battle at 
the wrong time and between the 
wrong people. In penal institutions 
the usual effect is the minimising 
of training and treatment. in other 
words. the trouble continues at the 
expense of the inmate. 

The fact that the future problem 
can be indicated or outlined ought 

to mean that action is possible to 
reduce its significance even if eom

ff plete avoidance is unlikely. Sta t 
consultation is a vitally importa~o 
step to take in any attempt f 
control the onset and spread, °d 
stress and since more than one k~ 
of staff is involved the consultation 
should be as much between them has 

d t e between the Home Office an he 
separate staffs. Full control.of tuY 
change cannot be invested l~, a 's 
institutional staff since its ortgtn Ie 
in the legislature but the ac~pt~~p 
of that fact realistically wtIl e e 
to control the effects of chang

l
; 

Irrationality and fantasy c~~ oOof 
be diminished by the provlslO\st 
opportunities to match these agal d 
reality, The ex-borstal staffs nee! 

CO -to understand that their neW d 
leagues are undergoing profou

as strain. the ex-approved school sta , 
ani­

need to understand that the org heC 
sat ion is weighing on them rat 
than malignant individuals. . 1 

Failing some action like thls )11 
suspect that the new Y.T.C. syste ut 
will reverberate with fables abO ed 
difficult people; both the appro" 5-
school system and the borstal sY 

duce 
tern are already prone to pro 'ce 
such fantasies. There is a praetl

ed 
which always ought to be fOIlo;tfi_ 
when dealing ~ith so:eal~ed I to 
cult personalities. It IS SImply teC 
discount the tales about charac"'e 

b' tlY until one has had a very 0 Jee 'c 
look at the demands which thel 

organisation is making upon the)11' 
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Labelling the Inadequate* 
VERNON HOLLOWAY 

SOCIET 
t . Y seems to be making a 
ernble . k . . 

'Whic . mlsta e 10 the way 10 

So h It Wants to label people. and 
th tne of this it does through us in 
no~.penal system. It will have been 
attr~~d. how easily one slips from 
to I utmg something to someone, 

th abelling that person because of 
e att 'b 

P n ute. To take an example 
sYcho h' • 

ab) . pat IC behaviour is observ-
to ~t In many individuals; we start 
lind Udy Psychopathy of this kind 
a t SOOn the psychopath exists as 
'Wj(:~ of person. Similarly. we start 
area Inadequate behaviour in some 
stidd We focus on inadequacy and 
I 'W enly the inadequate is with us. 
'We onder how long it will be before 

are . 
a.nd' Usmg words like feckless 
cIa Immature as nouns to denote ;ses of people. 

elf he concern felt about these 
ects is b . . the pro ably very SImIlar to 

educ c~ncern being expressed in 
child ahon . about what we do to 
'c' ren 10 consigning them to 
SCho~l~eams in secondary modern 

~ II Based-:----::-------­
orStal o~ a talk given to the 1966 

ence. Assistant Governors' Confer-

May I first of all express my own 
feelings of distaste for the concept 
of inadequacy. This kind of label­
ling has. during the last few years. 
made me feel about this more than 
most socia-ethical problems that it 
is urgent that we clarify what people 
are doing and what they think they 
are doing in employing such terms. 

We must ask why we want to do 
this. Many of the words used in the 
Prison Service are half-descriptive. 
half-judgmental. Half the time we 
are saying something meaningful 
about the person and half the time 
we are betraying our OWn need to 
see those people as basically some­
thing different from ourselves and 
the label perpetuates the distinc­
tion. The nightmare prospect. 
belongs to Aldous Huxley in 
Brave New World. The mistake 
is to confuse something which is 
probably a continuum from most 
to least inadequate in various 
respects with some kind of 
disease entity like measles or more 
appropriately leprosy. The logical 
absurdity of this confusion was 
reached in a short letter to The 
Guardian-I think in July 1964. 
The writer had discovered that 
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many people in prisons had been 
described as incorrigibly inade­
quate and advocated that all these 
should be put elsewhere. in order 
that the rest could clearly be re­
garded as entirely responsible and 
presumably receive something 
more vigorously deterrent. within 
the prison system. Just as if we 
could divide our inmates in this 
way; just as if we could award 
permanent alphas and gammas for 
inadequacy. Yet perhaps we do try 
to do this. and what does it do to 
the inadequate to find that he has 
been so consigned. A simple answer 
in terms of social philosophy is that 
society must not be allowed to do 
these socially divisive things with­
out at least being made aware that 
it is doing so and also considering 
what it must offer in return. 

This leads us out of the area of 
moral examination and disapproval 
into the more cautious area of 
establishing criteria for the justi­
fiable labelling and segregating 
people in this way. I would suggest 
that these criteria are twofold. The 
first criterion concerns whether we 
are able to identify a clinical group 
with unambiguous symptoms which 
would lead to a distinguishable 
outcome: of course this criterion 
alone could still permit the un­
fortunate social results I have out­
lined. especially if the diagnosis 
was then used as a basis for social 
separation. The second criterion is 
much more specific: it requires 
us to measure a concept like inade­
quacy in terms of the extent to 

which it facilitates meeting t~ 
needs of the people conccr~e .. 
By looking at inadequacy against 
these two criteria its usefulness maY 
become apparent. 

f the de Berker· has made one 0 . 

most significant contributions I~ 
this area. In examining the con~ePJ1 
of inadequacy for the PtlS0

jn 
Medical Officers' Conference he 
1959. he summarised much of t d 
work being done and discover~e 
that different theories us~d tnt 
concept of inadequacy in ddI~r~ed 
ways. He had previously circu a d 
a number of psychological a~g 
psychiatric colleagues seek., 
their views about "inadequacY' . for 
he discovered the repugnance dV 
the concept which I ha\e alre:hat 
expressed. but also the fact eS' 
most people still found it neC rY 
sary to retain the label for a ":ve. 
large residual group of pass re 
ineffectual offenders after rn~ad 
specific diagnostic groupS 
been separated out. 

. 1 . ts nota' Other pnson psycho ogls '. a1 
bly Marcust in his dimensl~;otl 
study of the Wakefield pn dY 
population. and Taylor~ in a s~u tie 
of the P .D. population. ha ve , oJ. 
significant work in this area. I? al 
West§ in his book The uabltllse 
Offender, refers to all thrt'e of the~t 
papers in developing the argulll~h~ 
that one can probably contrast 've 
two groups. the active aggres:es. 
versus the passive inadequa be 
The general opinion seems to 've 
that the first group. the actlbC aggressives. is more likely to 
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~egarded as psychopaths and 
o~mand ~ disproportionate amount 

111 attentIon. whilst the latter group 
o~y well be the more persistent 
th enders. Lest it should be thought 
e~t ~ny terminological clarity is 
So ergmg yet. it is pointed out that 
ps me people reserve the term 
aci-chopath for the aggressive. 
gar~e. preying individual and re­
gr the madequates as another 
ra~UP. whilst others merely sepa­
ina~ aggressive psychopaths from 
anot~quate psychopaths. Also. 
l1lai er problem among many r~­
'" ns unresolved. namely. whether ··,anl/· 
te ~ madequates are in fact long-
h:~ neurotics. whose conflicts 
tha: gone unresolved for so long 
em a surface of indifference has 
an:.rg~. concealing the underlying 

"rehes. 
l'h' fa IS need not be pursued too 

p:~ SUffice it to say that some 
cha pie have found very important 
th racteristics which distinguish 
in:d&roup they have described as 
th equates and it is likely that 

ere a 
oUs re a number of heterogene-
\Vhafroups mixed up in this some­
I1lUCh rag-bag classification. Too 
her Certainty cannot be expected 

e and the label "inadequate" 
cannOt b 
diagno . e regarded as being a 
schi~ SIS such as scarlet fever or 

ophrenia 
~ . 

bersecently. at FeItham. some mem­
Of thOf staff carried out a survey 
refer e papulation with specific 
l1lan ence to the boys' needs. Among 
"l/wother questions we asked: 

hat extent have they suffered 

from inadequate personality or 
inadequate relationships"? and the 
answer was obtained that this 
heading affected three-quarters of 
the population and in half of those 
.cases it was the prime diagnostic 
oonsideration. We tried to break 
this down in a number of ways. 
particularly by examining how the 
relationships fell short. for instance 
-with regard to affectionlessness. 
deprivation and passivity. However. 
the important point is that the term 
"inadequate" in the lay sense gets 
used very extensively in describing 
some of our most problematic and 
persistent populations. The clinical 
picture of inadequacy is confused 
through lack of precision whilst the 
lay concept of inadequacy seems 
somewhat wider than the clinician 
would use. Its prime purpose has 
been to draw the attention of 
people generally to the pathetic 
state of large numbers of people 
in our charge. It is a sad comment 
on the functioning of our society 
that when it designed a long-term 
sentence. largely in order to prevent 
chronic offenders from preying on 
society. it actually managed to 
attract to this sentence many who 
regarded it as a protection against 
society preying on them. 

Let us now consider the more 
important criterion from the point 
of view of allocation. This suggests 
that we are only justified in segre­
gating one group of people from 
another if thereby we are enabled 
better to meet that group's needs 
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to an extent which overcomes the 
damage caused by the segregation. 
For example. if everyone suffering 
from various fevers were isolated 
from the general population in 
order to safeguard the general 
population and this was all that 
was done in the way of classifica­
tion. the sufferers might well feel 
that they had been ostracised and 
condemned to catch each other's 
fevers without the non-sufferers 
caring. If. on the other hand. we 
further sub-divided the fevers 
down to the specific groups so that 
each got the appropriate treatment. 
this would be more profitable and 
more socially acceptable. I believe 
that the allocation problem is 
analogous with regard to inade­
quacy and other similar concepts. 
although we may not expect the 
same kind of clear-cut divisions 
between diagnostic groups. 

The argument for present prac­
tice. as I understand it. is that 
those who cannot cope are segre­
gated in order to protect them to 
some extent. perhaps to apply more 
gentle pressure when necessary and 
perhaps not to slow the pace of 
those in other units. But the in­
mates concerned seldom feel it in 
this way; they are conscious of the 
ostracism. are not often aware of 
measures to help their specific 
inadequacies and. indeed. may 
suffer from the artificiality of such 
a social climate. It may well be 
that by dealing with the problem 
at this level we are coping more 
with our own inadequacy in tack­
ling the problem properly than 

with the needs of the inadequates 

themselves. 
Now let us subdivide further. 

Consider what kind of people the7 
are and the nature of some of theIr 
needs. 

(a) AfJectionless people are o~e~ 
classed as inadequates. l' el

d 
emotional growth is stunted an 

de­
frequently they are unable !o . if 
velop satisfactory relationshIPs. 'n 
they do they are vulnerable If 
giving way to others' demands °e 
them. More often they beco~ 
isolated. Their need is for secur~th 
and something permanent WI)\ 
few demands-if anything at .~? 
works. How do we provide thIS: 

(b) The over-institutionalised IS 
'on­

closely related to the "affectt se 
less" inadequate. Some of the 1 
may never have known the normad 
outside world. Perhaps their nee y 
is to introduce them to it v~~e 
gradually with plenty of practl n 
whilst support is slowly withdraW . 

(c) The intellectually dull. ~a~~ 
intellectuaIly dull may be descrtb y 
as inadequates. although there Jllas 
be other complicating featu~e ~ 
Here the need may be to fin et 
role in which the inmate c~n f'~(l 
that he is making a contn~U~~ed 
with the best use of his hJllI 
talents. 

/I 'ciS. 
(d) Unresolved neurotic COn,,1 tic 

It is suspected that the neur~tlc 
with unresolved conflicts may sd r­
into a state of apathetic, un ~iS 
achievement to deal WIth, ur­
anxieties. Today's raging dlS\.e 
bance may be next year's pass I 
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inadequacy if the disturbance is 
not dealt with in time. 
s (e) The over-anxious. Almost the 
~rne ~roup is the large number of 

cronic, diffused anxiety-ridden 
reoPle who have withdrawn in the tee of too many all-round prob­
t~rns. Some of these are among 
w~.se We notice as having potential 
h lch they have never used. Per­
haps this is the group of whom it 
c~s been said: they forego the 
th ance.of Success in order to avoid 
n e pam of possible failure. The 
;eds of both of those allied groups 
th a~ be in the short term, to have 
I elr anxieties allayed. and in the 
aong term to be brought back to 
h ny specific conflicts which might 
~ye been better resolved before 

109 covered by long-term defen­ces. 

w~f) Post-mental illness. A group 
qu om lay people regard as inade­
lheate . ~e~haps more often than 
si ~hnlclans do. is the small but 
gl~nlficant number of those strug­
seIng to regain proper balance after 
ab~ere mental illness. These prob­
en ~ need an undistorted social 
d Vlronment, without threats and 
idang~~s of acquiring unfortunate 
th entitles whilst recovering, which 
di~r did not have before. (By un­
wa Ort~d I refer essentially to the 
Pc y 10 which other disturbed 
in~Ple around them may unduly 
ancu~nce their precariously bal-

( e personalities.) 
are

g
) Specific inadequacies. There 

the lTJany other groups, particularly 
sUchones with specific inadequacies 

as an inadequate marriage or 

an inadequate adjustment to a 
deformity, alcoholism etc .• each of 
which has specific as well as general 
recommendations which can prob­
ably be made. 

This is not intended to be an 
exhaustive list but rather to indi­
cate that it is the proper function 
of allocation to break down its 
operational concepts until it arrives 
at some fairly clear-cut needs of 
inmates which it can then try to 
match with the available facilities 
in the field. There is not much sign 
that allocation has been very suc­
cessful in doing this, and this may 
be one of the reasons why it has not 
been possible to discern the specific 
opportunities which have to be 
provided in the training field to 
meet these needs. 

In summarising the concept of 
inadequacy it appears that first of 
all there are some fairly repugnant 
and socially destructive features 
about using a fairly crude global 
concept on this kind in a way which 
is more related to segregation than 
to meeting specific needs. Secondly, 
if one concentrates on discerning 
these specific needs then one will 
probably find that the term becomes 
redundant for most practical pur­
poses. 
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A Quick Look at 
U.S.A. Prisons 

S. F. JOHNSON 

CASTING AROUND after taking up my 
appointment as tutor organiser I 
was quite shattered to find how 
little was known (at least at local 
level. by all ranks within the Ser­
vice) of other prison services or 
their equivalents; of experiments 
in process; of methods in or out 
of vogue elsewhere. There were. 
it is true. a number of vast generali­
sations about "what happened in 
X-land". but they were but very 
occasionally (coincidentally?) true. 
I was therefore determined to find 
out something of the wider implica­
tions of the aims of the task which 
now confronted me. Even the fairly 
few academic establishments deal­
ing in any way with "criminology" 
were not especially helpful. What 
remained was thus a personal do­
it-yourself study. I read books and 
theses and pamphlets. 

I wrote personally to all Euro­
pean countries having embassies in 
London-the result of the latter 
was at once heartening and soul­
searing. They were helpful . . . 

re so: 
could scarcely have been mO "this 
but many wrote in termS that all 
is the first enquiry we hav~ had al 
this subject (treatment tn. pe;ge 
establishment of males In. ed 
group 15-21) that we have recelV 

in x years". t 
" ee fa The next step was to S Ie? 

oneself". What help was availab : 
't true. None. No. this was not qUI e to 

a tutor organiser has since b~e~as 
Russia with some aid: but It visit 
nearly true. Where should one 
first? U.S.A. d 

A teaching organisation h~lpe II 
to arrange the travel within lV­
charter group-thus virtually ~t~ 
ing the fare return to New (Ild 
City. I gave up my leave ~ve 
thereby my wife and children g ote 
up a year's holidays!) ... I 'Yt

llds 
to friends. and to friends of fr1fiew 
in U.S.A.. and in July 1965 ble 
out of Gatwick still scarcely Ii 

to believe my good fortune. to 
I t is not a part of this notetter 

describe the U.S.A.. far. far be ed 
pens than mine have produc 
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travelogues - whilst there one 
Co • a ~ered by road (bus and car). rail 
an. plane. well over 8.000 miles; 
n tlrmg performance in itself. but 
\\~ver has travel proved more 

rthwhile. The soft North Ameri­
cIan intonation "thank you for 
ray 11' e mg Greyhound" and the 

respo 
"th nse of "you're welcome" to 
on ank you" became a part not 
111 Iy of speech but of life. The 
litre lurid patterns of American 
W e etched by television ,and cinema 
reert not in most instances appa­
w~., Although I did, for a short 
111 lIe, become a kind of unlucky 
A aSCot, arriving in Watts (Los 
b ~eles), Chicago and Washington 
With' on each occasion to coincide 

the renewal of racial strife. 
S ('isits included San Quentin. 
(; t Lake City Prison, Alcatraz 
V Ow . mercifully closed), Tracey 
C ocahonal Institution, Cook 
c~unty Gaol (Chicago), New York 
c~Y ~aoI, the Magistrates' Night 

Urt In New York City the great Ca ' A:PUS prison north of Los 
Wagehl.es, F.B.I. Headquarters in 

S s mgton D.C. 
Ori ~n Quentin-reputed to have its 
hurns .in the wreck of a prison 
Sa k dnfting from its moorings in 
ag~rancisco harbour 110 years 
th presents a granite front to 
tn~t newly completed Richmond 
aCe O~way bridge itself pointing an 
to ~~lng finger from the mainland 
Pr' e gaol. Four thousand-plus 
ro:oners-an approach through 
vis'r gardens to a waiting-cum­
erS) Ing ro~m (manned by prison-

. . . aIry and full of works of 

art and the famed San Quentin 
News. Selling these items provides 
virtually the prisoners' only in­
come. Cigarettes on issue in an 
endeavour to defeat the tobacco 
barons; superb vocational training 
shops and classrooms, not circum­
scribed by fixed-period courses 
and frequent follow-up by place­
ment in industry on release. Union 
and management alike represented 
on the allotment board to give the 
parolee a "card" and a job. 

Eighty or more men in Death 
Row ... the State Governor 
against the capital sentence but the 
State Legislature not ready to re­
peal the legislation; the men thus 
political pawns, possibly still to 
die if the Governor were not re­
elected. The men at long bench 
tables facing a "stage" in two 
massive dining halls. and after­
wards mooching around, sullenly 
like caged animals. in the great 
exercise yard featured in so many 
films-armed guards watching 
from on high. 

Tracey Vocational Establish­
ment (known generally as D.V.I.­
a joint venture between the youth 
authority and the adult authority 
. . . and this obviously leads to 
some friction because of the two 
types of sentence imposed). Some 
1,600 inmates work and train 
within a full security regime, thus 
producing the nearest U.S. equi­
valent to our borstal system. 

Elementary and academic 
courses run side by side with 
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vocational training, the latter being 
on a continuous belt system rather 
like that in Ministry of Labour 
re-training establishments in U.K. 
There is thus irregular entry to 
fill vacancies and the possibility of 
students remaining on the course 
sufficiently long to benefit at either 
end of the scale; because they are 
slow learners but have the enthu­
siasm to see them through, or 
because they progress well and 
ought to remain participants long 
enough to take external examina­
tions! 

An organised counselling system 
within the establishment includes a 
reception/guidance centre within 
which the twin aims are of voca­
tional alignment and purposeful 
training. Job placement for release 
on parole is dealt with by a 100-
strong trade advisory council­
with management, union. and 
parole representation. 

Strong counselling has been part 
of the programme for many years. 
Recently. however. new approaches 
through this treatment have been 
added by the inauguration of 
special group counselling for nar­
cotics users. for those with persis­
tent adjustment problems and for 
those (inmates) who volunteer and 
show serious intent towards better 
self-adjustment and improvement 
in living. 

The inmates with the more 
serious problems of maladjustment 
may spend part of their time in the 
adiustment centre. This unit pro­
vides segregation-but also treat­
ment programmes - for those 

inmates who for various r~as~! 
do not fit into the general InI11 
population. 

Some two dozen different trades 
are taught. and some courses (e.g~ 
aeroplane engines and aerof~a~o 
maintenance) are empowere 
issue Federal Board licences . 

. Wash' 
F.B.I. Headquarters 10 hO 

ington D.C. is familiar to all W me 
have watched the T V prograI11 at 
based on F.B.I. records. A grencr 
queue of visitors stretches a~~ng 
the entrance corridors awa l I 
"the tour". 

d in 1908 
The F.B.I. was forme . . nS 

to oversee criminal investlgat~~d_ 
throughout the U.S.A.-as a. in 
eral rather than state agency. at 
1924 the then Attorney-Gene~e 
appointed a young unknown to 
director. J. Edgar Hoover. 

thC 
Now the "G-men" have 'n 

largest collection of fingerpri~ts ~f 
the world-modern laboratof!es{Or 
all types; a training school .• , 

'n la"" special agents with courses. I , tcr-
in accounting. in searches. 10 In

te
. 

view techniques. in firearmS. e .t. 
fib 

unl . 
There is a hair and res hY; 

one specialising in spectograPta!_ 
another for petrography and me h­
Iurgy; one for firearms tee 
nology; and so on. ~ 

The "night court" in New YO~,t 
City is listed as one of the toUJ:y 
attractions (free!); every week d 

. 'stere 
evening the law is admiOl tllC 
almost within sight of th~ ,stared 
of Liberty and it is admlO1st.e gle 
at breakneck speed. A Sin 
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magistrate and a harrassed desk 
«rgeant consult on charges, give 

ree) advice on pleas, tell the 
aCCu.sed of his/her rights-and the 
magistrate then either passes sen· 
~~ce or remands in custody or on 
all to a higher court. In any single ev . 

h enlOg an unbelievable stream of 
. Uman flotsam and bewildered 
lOadequates pass from the waiting 
r?om, before the court, and then 
either out to be lost again in the 
f~eat c.ity or to be incarcerated in 

e adjacent City Gaol. 

. I Was fortunate enough to be 
~vited )ointly by the New York 
o Orrechonal Association and the 
t shorne Association of America 
~ the ,95th Annual Congress of 
atorrectton held in Boston, Mass., 
. the Statler Hilton! During the 
~IX-day conference (I attended two) 
t ve~ 100 meetings and lectures 
00 place and the 26 mal' or spon­So . 

v ~Ing bodies (federal, state and 
dO Untary) represented some hun· 
tl~eds of local organisations and 

Us in toto many thousands of 
Po)' p Ice, prison staffs, probation and d:ro1e . offi.cers. churchmen of all 
p nOmInations, educationalists, 
sYchologists and doctors. 

At the end of a brief note such 
~s this one ought perhaps to tie 
Ogether all loose ends and pro::luce 
~ conclusion. This I find myself 
t nable to do. All that I would wish 
o Say is: 

0) (obviously!) it is a large area 
of the globe, and thus quite 
impossible to cover. even 
inadequately, in six weeks; 

(ii) without an overall pattern 
and standards, or even a 
salary and recruiting pat­
terns, the men used in cor­
rectional services vary from 
place to place (presumably 
at least in part because of 
the economic call of widely 
differing scales of pay) in 
attainment and in potential; 

(iii) But a great many people in 
the U.S.A. do care; 

(iv) and all to whom I spoke 
were conscious only of 
shortcomings (as were all 
pleased that Alcatraz, the 
last of the federal establish· 
ments, had been closed and 
was to be demolished to 
allow a memorial to the 
founding of the United 
Nations in San Francisco 
Harbour); no one spoke 
with pride but rather with 
humility-all sought infor­
mation. 

May I end with two postscripts? 
P.S.l. One could write a book 

about the attitudes to, and endea­
vours to fight. drug addiction. It 
is a cruel problem, stemming 
from the under-privileged negroes. 
Puerto Ricans and Mexicans, but 
spilling over into the teenage cults. 

P.S.2. The various "help-the­
family" booklets, sent to next 
of kin or others nominated fOr 
prisoners who have longer than 
six months to serve, are a very real 
attempt to involve the family. 
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"Am I to take it that you have a complaint" 
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Inside Management 
G. S. DOWELL 

:~ IiIS ARTICLE entitled "Managing p Govern" in the July issue of the 
RISON SERVICE JOURNAL the 

author appears to have p~esup­
ihsed that an acute ailment affiicts 

e local administration of penal 
establishments and to have made 
h? inaccurate diagnosis to justify 
ulS supposed remedy. It would be 
~fortunate if the article were 
~ oWed to create the impression 
\V.~t the condition described is 
c I espread and cannot be eradi­
sated except by such drastic 
lJ Urgery as is prescribed. It is 
\V~~ortunate also that an acticle 
p .Ich evolves into an essay on 
nfISon management should do 
j °ihing to add to the dearth of 
t n ormation on, or contribute 
t~Wards a better appreciation of, 
o e role of the administration 
~cer .in a penal establishment. 

t wIll be my aim therefore to 
re t'f " h ely the omission and to show 
a~~' with adequate consultation 
fUn .a proper realisation of the 
of chons of the various members 
Ca the team, the present structure 
ob~ be effective in furthering the 
th Jectives of the department and 

e e~tablishment in particular. 
y It IS unsatisfactory to refer, as 
dour previous contributor has 
one, to the existence of a struggle 

between 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". I 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 
b~ 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 statIo 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 follOW; 
that assistant governors shou.1 1 
take over the purely managena 

functions relinquished, for surely 
they will better assist their gover· 
nors. and incidentally fit them­
selves for their ultimate tasks b~ 
taking charge of specific cultura 

or recreational activities for t~e 
whole establishment and/or y 
supervising the life of a win~ r 
house where they may efIect!V~ y 
use their qualifications and tramU1£ 
in developing treatment technique~ 
and engage in the type of con~acd 
work for which they are recrulte 

without concerning themsel~e~ 
with administrative detail. whlc If 
may properly be left to the sta 
employed for this express purposd It would have been useful an 
illuminating if the Royal comd 
mission on the Penal System ha e 
survived to pronounce on theS

n 
matters after assessing the ove~ r 
situation in establishment~ •. ~s 
there are certainly vaTlatJo I< 
within the existing frameWor , 
and. while there may be ~o~~ 
establishments where sectiOn 
interests appear to predominat: 
there are others where the tea d 
spirit produces a harmonious an 
effective working relationship. e 

I would not. therefore. presu~o 
to draw any conclusion as 's 

. g I 
whether a drastic reshaplO . . te 
necessary Or whether the requlSI 
overall increase in efficiency can 
be achieved by minor modi/1ca-

rca' tions or by the universal app I t 
tion of techniques which are a 
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fresent found within the Service 
o be most effective. Before 
pro~eeding to elaborate the alter­
~~hv:. however. it is appropriate 
ab thIs point to say a little more 
l' OUt the work of the administra­
i:o~ officer's department. In short. 
b I.S to conduct the day-to-day 
a US:~ess of the establishment. or. 
S S • Penal Practice in a Changing 
itO~~ety" briefly but cogently puts 
a' the steward and his executive 
bnd clerical staff help everybody r ensuring the smooth working 
() the prison management". This. 
~U~ely. broadly implies adminis­
~rlng to the needs of all depart­
a e~ts. To illustrate how this is 
aChIeved in detail would result in 
I ~atalogue of executive and 

~. erlcal duties. varied and interes­
s~ng enough by Civil Service 
w~ndards to the civil servants 
in? perform them but of only 
w~ldental interest to those for 
S Om the service is provided. 
lhUfiice it to say. therefore. that 
fa~~ are generally recognised as 
Cat 109 ~ithin the following broad 
indegor.les: pay. cash accounting. 

d· Ustnes and stores. staff and 
IS • r 

th CIP me wherefrom the role of 
va

e
. administration officer emerges 

rlOUsly as that of accountant 
:~d ~nance officer, purchasing and 
a Pphes officer. personnel officer 
nd secretary. 

lh If comparison is to be made with 
W'~l lIospital Service. similarities 
r~1 certainly be found between the 
in e of the administration officer 
of a penal establishment and that 

a hospital secretary. who is 

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 
a<> specialised. bilt 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 
second place. there is a wide area 
of discretion left to local manage­
ment decision. 

It is. of course. a mis-usc 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 mana¥eh ment system the merits of W?IC
d are being increasingly recogOlSe ' 

h· haS In many establishments t IS 
arisen from the logical devel?~ 
ment of the "knitting partY-: ~hl~ 
took place each morning. onglOa Y 
with perhaps only three or fO~~ 
participants. for example. t r 
governor. the administration o~c~ 
and the chief officer. but whlC .' 

eCI' with the advent of so many sp 11 
alist grades. has profitably bee e 
extended to make the optimum u~ 
of consultation as 'warranted.: 
the particular type of estabhs -
ment. 

At my own establishment. fO~ 
example. if I may be forgiven fOs 
quoting it. such a meeting. take. 
place daily under the chalfIll:~ 
ship of the governor (medIc d 
superintendent in this ca,.se) ads 
usually attracts 10 or more he~ eS 
of sections or their representau:t, 
and. because of the special trethe 
ment situation at Grendon and f 
frequent need to discuss cases ?(1 

special interest. the chief officer llY 
charge of the hospital and ~su~ al 
three or four of the wing pnnclP. 

SI' officers will also attend. Occa 
onally any official visitors who ~a~ 
be in the establishment are ass 
invited. The morning meeting d?eh 
not displace the close liaison WhlC (1 

is normally sustained betwee r 
governor. administration ot1ic~, 
and chief officer. nor does it supe s 
sede any of the more usual avenu~e 
of consultation. Decisions may. 11 
deferred for further consuItattO r 
between interested parties. 0 
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~~~ters referred to a fortnightly 
101 ormed staff meeting, monthly 

general staff meeting or quarterly 
consultative committee meeting if 
~~propriate. The proceedings are 
~n lormal, attendance is not com­
t~ SOry, ~o minutes are taken and 

meetIng does not pretend to 
teach u . . . 
dec" naOlmous or even maJonty 

ISlons. The governor in fact 
~~. " 
and Ins the over-riding authority 
c final responsibility as, of 

e~~rse, he must do under the 
... ISt' tng formal structure. 
lh' . \Vh IS IS perhaps a long way from 

of at advocates of the management 
of Penal establishments by boards 
it . management have in mind. but 
th IS at lea~t a method of employing 
or~.ma?agement technique of co­
afT lUatlng the views of individuals 
th ected. and a means of ensuring 
al~t the whole picture is seen by 
id~ ~o that each may readily 
a nhfy his allotted place and 
ssume n t' . OUt "d ? pre entlons to expertise 

th 81 e hIS true assignment, even 
a OUgh he will inevitably acquire 
pr~eas~re of appreciation of other 
as . essl.onal techniques which may 
III Slst him to inform his own judg­
tis~nts. In an establishment prac­
inv nr .novel methods of treatment 
par~' v.mg a high degree of inmate 
ti lClpation and in an excep-

QnalJy " . . h bee permISSive regIme, It as 
th n thought essential to counter 
ore resultant stresses on staff and 
c ganisation by the maximum 
i~f~SUltat.ion and dissemination of 
st rmatlOn that time and the 
in~~ng situation allow, So that 

o 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. If 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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The Administration Officer 

G. E. HART 

THE ARTICLE by Mr. Lee entitled 
"Managing to Govern" which 
appeared in the July issue of the 
PRISON SERVICE JOURNAL provokes 
me to take up my pen to challenge 
his views. May I. therefore. as a 
former administration officer put 
forward my personal views on the 
status and functions of the admini­
stration officer and the part I see 
he has to play in the management 
of Prison Service establishments 
in the 60's and beyond. 

I must refute categorically the 
suggestion that there is in any way 
a power struggle between the 
governor and the administration 
officer. What is often mistaken for 
such a struggle is an effort to 
determine and establish lines of 
demarcation within the rules as 
they exist today. Nowhere can one 
find in concise and explicit form 
the duties of the executive grade 
in penal establishments. particu­
larly the duties and responsibilities 
of the administration officer. One 
has to peruse the relevant passages 
of the 1933 Standing Order Book. 
the ensuing circulars of three 

decades and the manuals. Diffi· 
culties arise between governors 
and administration officers on the 
interpretation of these rules or 
because of the absence of any 
rules at all. As Mr. Lee rightly 
points out. the difficulties are n,o 
less great from the governor.

s 

point of view in determining h~~ 
responsibilities. In a small esta 
lishment. say a detention centr~ 
the warden may consider certa1 

jobs are his. whereas in a larger 
establishment. the same jobs are 
done by the administration offic~r. 

. s In 
The higher the governor flse 't 
the Service. the more difficult .; 
is for him to deal with deta1

• 

indeed if he tries to do so. it c~~ 
only be to the detriment of IS 

overall responsibilities. Moreov~r. 
at the large establishments. t. ~ 
administration officer is a senl.o1 
executive officer with a substantt~. 
executive and clerical staff: he t~ 
not a junior executive. he IS bo e 
capable of and expectant of Il1°~d 
delegated responsibility. being pa! 
a salary commensurate with this. 

But the issue remains. should the 
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diy' , 
d 1SIOn of duties be arbitrary and 
/pendent upon local determina­
/~~? If, for instance, it was clearly ;1 down that the administration 
t~cer should be responsible for 

e Opening and distribution of 
Pthost. then this would ensure that 

e 'd' n Iculous and time wasting 
~~~em,ony that takes place in some 

abhshments each morninO' was 
~ut on a proper business-1iktbasis, 
a orne governors have tried this 
q~? fOund that executive staff are 
k ~te capable of handling paper 
b n,lVes and can be relied upon to 
pnng to the governor's notice all 
tj~pers of an important or interes­
c g nature, J n terms of Treasury 
a~~jngs, the morning post-opening 
, associated "knitting" session 
;~ r~her expensive and I commend 
su r, Lee and others the Trea­
/o4ry booklet Costing as an aid to 
d ~I/agement, I personally, would 
e:e~ga~e the post routine to an 
om utJve officer or to a clerical 
of ceh and save the valuable time 
und t e administration officer. I 
, erstand the position may be 
II11Pro . 
duct' VlOg as a result of the intro-
tni Ion of the non-returnable 
ex nute, but my much laboured 
it ~~p~e is no less valid if happily 

dIsappearing. 

Wh~~ solution of the problems pr/C 
beset the management of 

pot~ns does not lie in the direction 
he ned by Mr. Lee. At the outset, 
tan(ust appreciate that the assis­
tha gOvernor, class II, is no more 

n a basic training grade and the 

analogy of having the governor's 
keys in his back pocket is no more 
relevant than the private with the 
field-marshal's baton in his knap­
sack. It can equally be claimed 
that each clerical officer is a poten­
tial under-secretary of state. The 
solution lies in the commonsense 
distribution (i.e. delegation) of 
managerial functions. It lies in the 
appreciation that no longer can 
prisons be run on pre-war para­
military autocratic lines. Gone are 
the days when the main qualifica­
tion for being a prison governor 
was an army rank and for being a 
steward, many years faithful ser­
vice balancing the cash-book. 
Governors require to be profes­
sional students of penology and 
criminology with a suitably varied 
apprenticeship in the lower gover­
nor grades; to this I would add 
training in management. Likewise 
the administration officer must be 
a professional civil servant of high 
educational attainment, proved 
ability and experience gained by 
a thorough training in all aspects 
of administration. I hear outraged 
cries that this is the current state 
of affairs and the declared policy, 
but I venture to suggest that old 
practices die hard and that here 
and there the ghosts of the past 
still lurk in our penal establish­
ments. 

I suggest that the governor's 
role in modern terms is analogous 
to that of managing director. His 
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fellow directors are the medical 
officer. chaplain. deputy governor. 
administration officer. chief officer. 
senior works officer. tutor organiser. 
welfare officer. industrial manager 
and perhaps other senior officers 
depending upon the staffing com­
plement at certain establishments; 
but not assistant governors. Their 
position is clear. they are the 
junior executives of the firm with 
certain responsible but circum­
scribed functions. In time. they 
may be elevated to the board of 
directors and with luck and ability 
one day may take the managing 
director's chair. Mr. Lee must be 
content to learn his trade in the 
only possible way. by devilling for 
his governor and accepting such 
delegated functions as the gover­
nor determines. but none which 
encroach upon the functions of the 
local he;ads of departments. To 
expound the analogy of the prison 
as a business unit. I see each 
director responsible for a separate 
function of the establishment. their 
collective responsibility being to 
the governor and through him to 
the Home Office. Within this 
framework. I can see Mr. Lee's 
dilemma as this puts the assistant 
governor. class II. in an anachro­
nistic position. Either the A.G. II 
grade is largely superfluous to the 
efficient running of an institution 
or it must be acceptable on its 
present terms. namely as the 
"housemaster" grade. or as I 

prefer to think of it. as the training 
grade. 

d 'n I have been amused to rea I 
several places references to primary 

on­and secondary goals. What n 
sense this is! I am remind~d of ~ 
nautical story of the captal? w~o 
considered the engineer's )o? er 
be an easy one and the engme d 
who thought his the harder a~o 
more skilled job. They agreed . 
change over for one voyag~~ 
when the engines eventuallY br~ 
down. the captain in the engJO~­
room reluctantly asked the engI­
neer for assistance. whereu~o~ 
the engineer on the bridge rep~le t 
that it was too late. they ha~ ~f;g 
struck a rock and were SIn r 
rapidly. The duty of each me~~t 
of the staff is to render efficle ·s 
service in the job for which he Ie 
paid. Let there be less nonsense 
talkod about vocation by SO~ t 
grades with the inference t ad 
others work for the money a

n
U 

therefore have different goalS. ~e 
animals are equal but some a'd 
more equal than others. s~iS 
George Orwell; how true t to 
appears to be with regard 've 
assistant governors and execut\e 
staff. How often is the execut rl< 
officer regarded as just ace as 
and the administration offic~r ant 
the senior clerk by some assist ip­
governors. This leads to .t~e re~ion 
rocal view by some admlUlstra tS 
officers that assistant g~vern~s_ 
are merely the governor s m Ie­
senger boys and issuers of tab 
tennis balls. 
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b Both grades must achieve a 
etter understanding of their 

COrnplementary functions and a 
~ore positive lead from the top 
Is • required. A governor friend of 
~lOe once told me that the advice 
e received from a senior officer 

on his first appointment as a 
gOYern'or. class III. was "make 
SUre you're the boss and not the 
steWard". I hope this is as isolated 
as it is improper and totally un­
Warranted. The administration 
~fficer fully realises he has a duty 
h nd loyalty to his governor. He 
as. nevertheless a wide range of 

varied duties to' administer. I do 
~t propose to catalogue them but 

be extent and variety is formid­
~ Ie. His position is analogous to 

at of company accountant and 
~~~::t~ry. plus his special respon-

Ihtles for industries and the 
e~~I?yment of prisoners. In this 
P sHlon he is the confidant and ad . 

Vlser to his governor on all 
~~ters for which he is responsible. 
a ere this is fully appreciated. 
. nd this is generally the case there IS • 
th a happy relationship between 

e governor and executive grades. 
There is no room for compla­

~ency about the present situation, a 
o~e~t deal.needs !o. be done by way 
a din-ServIce trammg. conferences 
f n Consultations, encouragement 
rorn to I' tiv p management, c ear dlrec-

h eSt etc., to foster goodwill in the 
1'~arts of prison staff of all grades. 
pri: f~ture may hold many sur-

es In the development of penal 

institutions but whatever they are. 
there must be one officer in charge. 
The governor must govern, manage 
and serve his masters too. He must 
be assisted by experts selected and 
appointed for their special skills. 
ability and experience. They must 
be welded into a team. skilfully 
directed by a man of real ability 
and understanding. The admini­
stration officer must be a key 
member of this team as the busi­
ness manager of the establishment 
-in support of this view I quote 
from the "Introductory Factual 
Memorandum" submitted by H.M. 
Treasury to the Fulton Committee 
regarding the role of the general 
executive class. paragraph 302 
states: "the responsibility of the 
general executive class may be 
summarised as the day-to-day con­
duct of Government business with­
in the framework of established 
policy, including for instance. 
the higher work of accounts and 
revenue collection and the manage­
ment of regional and local offices". 
As prison administration becomes 
more complex. the governor must 
be free of all routine duties and 
must delegate freely to his senior 
staff. The administration officer 
and the executive staff are capable 
of accepting and discharging many 
of these duties, leaving the gover­
nor free to devote his, specialist 
talents to the rehabilitation of the 
offender. 
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Letters to the Editor 

Senior Managers and 
Junior Governors 

To the Editor. 
PRISON SERVICE JOURNAL 

SIR.-The article in the July issue 
entitled "Managing to Govern" 
written by Mr. J. R. C. Lee con­
tains some references to which 
objection has been taken by mem­
bers of my branch which covers 
those of the general executive class 
who work in penal establishments. 
It would also be misleading to 
members of the public who read 
your journal who may not be 
aware that an administration officer 
can be a Home Office senior ex­
ecutive officer. a grade described 
by the Treasury as senior manage­
ment, while an assistant governor. 
who Mr. Lee would like to see 
in charge of this administration 
officer, is the junior grade of a 
departmental executive class. 

We are also at a loss to under­
stand what he means by his refer­
ence to "the struggle which exists 
between administration officers and 
the governors". We are aware of 
no evidence to support such a 
statement. Throughout the penal 
service governors and administra­
tion officers work harmoniously 

together and differences are sur­
prisingly few for a Service of o~r 
size and complexity. Indee, 
governors generally, and in p~­
ticular those ex-governors Who 
have reached high rank in t e 
Prison Service and the Horne 
Office, continually pay tribute to 
the assistance and support t~ey 
have received from administration 
officers. 

Mr. Lee's blanket reference to 
" . also the "clerical department IS 

unhappy, since· he is apparently 
using it as synonymous with the 
term "administration officer's de­
partment". Indeed it is not clear 
that he is aware that this depart­
ment, as well as including o~r 
indispensable colleagues, the cI~r; 
cal officers and typists. inclu. e 
executive officers. higher executIve 

. oS 
officers and in the larger pnso 11 
senior executive officers, as we 
as specialist officers such as tec~d 
nical officers grade I who woU 
hardly want to be regarde~ a~ 
inferior in status to asslstao 
governors. Mr. Lee may not li~e 
it. but the administration officer. S 
responsibilities must place him III 



PRISON SERVICE JOURNAL 37 

~ key position in an establishment. 
.cannot quote Royal Naval analo­

gIes but in military terms he 
combines the role of adjutant, 
quartermaster, and paymaster 
among many other duties. He is 
~so responsible (vide Standing 
. rders) for the employment of 
Inmates. It is laid down that he is 
~~~pon~ible in the performance of 

IS dutIes to the governor, i.e., the 
governor in charge, and this does 
not mean to any other junior 
jember of the departmental class 
o governors. Mr. Lee's mention 

of a communication and admini­
strative task force with an assistant 
governor in charge is nonsense. 
It shows a complete lack of 
knowledge of the task of the 
administration officer and of his 
responsibilities to the governor of 
a penal establishment and to the 
Home Department. 

Yours, etc., 
J. W. CLARK, 
Chairman, 
Society of Civil Servants, 
Prison Department, 
Outstation Branch. 

Social Workers or Managers 

1'0 the Editor, 
PRISON SERVICE JOURNAL 

~IR.-In your July 1966 issue were to artic]es expressing views on 
oh\rOle of the assistant governor, 
g~ ousemaster in borstal. "Mana­
'(lIng to Govern", by J. R. C. Lee 
p nd "Borstals and After-Care-
.ost-A.C.T.O.". by T. R. Carne­

~Ie. which illustrates the dichotomy 
In the present role of the assistant 
gOvernor, a dichotomy which is 
~einforced by the syllabus of the 

tafl' Course at Wakefield. 
n Mr. Lee says " ... A.G.s will 
u eed to have a basic (my italics) 
t nderstanding of social casework 
a61hniques so that where applic-

e they can introduce them. and 

support their growth within an 
institutional structured programme. 
But far more they should be con­
cerned with management principles 
and practice. institutional relation­
ships. the psychological aspects of 
organisations. with the practice of 
research and development. For 
these are the areas within which 
they should be operating as gover. 
nors. (My italics.) 

Mr. Carnegie thinks differently. 
He clearly wants A.G.s to be high 
powered social workers dealing 
directly with inmates and acting 
as a link with the inmat~s' future 
outside associates. 

Both these arguments have 
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validity. However. I feel that Mr. 
Carnegie would quickly isolate 
the A.G. from areas of decision­
making which must be his within 
the scope of his house and the 
remainder of the institution. Mr. 
Lee rightly says that perhaps the 
principal officers should under­
take the role examined by Mr. 
Carnegie. I would agree whole­
heartedly. From my limited know­
ledge of borstal institutions I have 
noted a clear lack of involvement 
by the P.O.s. not always voluntary. 
The present system does not allow 
them this involvement. The same 
argument applies to senior officers. 
They feel out of touch. This causes 

low staff morale and I am sur~ 
is one reason for the present los f 
due to resjgriation of many 0 

these men. he 
I agree with Mr. Lee when 

says we are making the change; 
albeit slowly. Must it be sIO~~ 
The Service has the means 
make the change if it so wishe~~ 
The Staff College provides thl t 
means. Has it the will? We canno 

stick with tradition in this fa~t; 
moving world. We are alrea 
behind. and losing ground. 

Yours, etc .• 
J. L. UZZELL. 

A.G. II. Feltham. 

"Suspended" Sentences 

To the Editor, 
PRISON SERVICE JOURNAL. 

SIR.-The White Paper. "The 
Adult Offender". is a realistic 
attempt to put into effect many 
aspects of modern thinking regard­
ing penal reform in that it aims to 
overcOJlle the deleterious effects 
of long terms of imprisonment. and 
to offer a positive inducement to 
convicted prisoners to co-operate 
in matters of reform and rehabili­
tation to a degree hitherto not 
achieved. 

With these aims and aspirations. 

most people connected with ~~: 
training and treatment of e 
lawbreakers will no doubt .ag;Cct 
and yet. one wonders if it is 1U \ 

the most effective and econom1 

formula available. te 
Given the present economic sta'[1 

of the nation and the fact that 1 1 
any event the cost of the pena• 
system must be kept within reaso~ 
able grounds. other far less cos.t ~ 
and possibly equally e~ecttVt. 
methods are available wlthoU 

of course. losing sight of the aimS 
set out in the White Paper. . 

It would be wrong to generabse 
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When attempting to assess the 
~anifold effects a long term of un . 
th Pflsonment can produce. but 
/ fact remains and only the effect 
Chffers in direct relationship to the 

aracter and outlook of the person 
concerned. Experienced prison 
officers are well aware of this. and 
Can note the effect that imprison­
~ent is having on the individual 
oncerned. they are also quick to 
~fte changes in the person's sense 
h values. As a prison officer, I 
t~ve ?ver the years endeavoured 
ad.asslst and advise men trying to 

J?st themselves to face long rrlods of detention, and have 
dound it most difficult at times to 

t
eal with men whose basic attitude 
o r life and crime has been com-
p eteJy changed by the shock of un . 
tb prlsonment and the thought of 
be. many years they must spend 
hehmd bars. Yet this frequently 
appens. The officer who is in daily 

~~~tact with these men is in a 
an~que position to observe this; 
in'C equalJy to observe when the 

I lal shock wears off and the 
~ears in prison leave their mark. 
f 0 see the visits of his wife and 
al11i1y grow more and more infre-
~~~nt (often to cease altogether), to 
Pr' ch them become accustomed to 
st:~on life and to accept new 
th dards of behaviour. often lower 

an when first convicted. 

ac: would illustrate this with an 
h Ual case: a man with whom I 
v:ve .almost daily contact. He is a 
\V~y Intelligent and ingenious man 

o Committed a whole series of 

crimes (shop and warehouse break­
ing). He thought himself more 
efficient and intelligent than the 
police but was brought to book. 
It was his first appearance in Court 
and he was sentenced to ten years 
imprisonment. About three years 
of the sentence has now been 
served. In his present state of mind 
he would be unlikely to offend 
again: unfortunately. however, a 
bitterness toward society in gen­
eral is now becoming apparent and 
it requires little imagination to 
anticipate that when he is eventu­
ally released this bitterness will 
dominate his mind and will be the 
spur to further activities outside 
the law. 

The effect of the new proposals 
will tend to improve the situation, 
the unfortunate part is that they do 
not go far enough; they assume that 
all men released on parole will 
need the assistance of the parole 
officers. This is not so, and to 
compel this would only serve to 
inflate the cost of the new proposals 
out of all proportion to the results 
obtained. The scheme does not 
carryon the deterrent value of the 
sentence after the date of release. 
i.e. when his period of parole has 
passed and he has effectively dis­
charged his sentence. 

What alternatives are available? 
The ideal would surely be a scheme 
whereby a man's sentence could be 
suspended at any stage when it was 
thought that he would be least 
likely to offend again. It may arise 
at the time the committed person 
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is sentenced and in the judge's 
opinion unlikely to offend again; 
it may be much later and under 
the direction of the Prison 
Department. 

Such a system would go a long 
way towards breaking down the 
present attitude of long-term 
prisoners. in that it would to a 
greater or lesser degree-

1. Continue the deterrent effect 
of a sentence indefinitely in that 
the unexpired portion of a sentence 
would be re-imposed at any subse­
quent conviction. 

2. Encourage men to co-operate, 
to a degree not generally achieved 
now. with the prison departments 
concerned with his welfare. train­
ing and rehabilitation. in order to 
achieve an early suspension of 
sentence. 

3. Give the judiciary power to 
"suspend sentence" in any case 

where it was felt that the persOIl 
wa5 unlikely to offend again. 

n sO 4. Encourage any perso d 
released to give his whole-hearte 

. ser· 
co-operation to the probatlon d r 
vice on a voluntary basis in or t 
to steer clear of further troub:~ 
This would give added impetuS 
the probation service. 

S. Prevent the break-up of t?all~ 
marriages and the ensuing bltte d 
ness against society generate 
thereby. d 

6. Enable a man to be release. 
from prison whilst the shock .of ~!: 
sentence is still very much In ~s 
mind. before the worst influe~ d 
found in prison life have . a e 
appreciable effect and at the tUll. 

. pfl' when the deterrent value of 1111 
sonment is at a high level. 

R. J. ELVY . d 
Wake/leI 

Who Leads Who? 

To the Editor. 
PRISON SERVICE JOT;RNAL. 

SIR.-Being an officer who is 
interested in "extending my pro­
fessional life" I was keen to read 
the recent article by J. E. Thomas: 
"After-care and the Prison Officer". 

This keenness unfortunately 
waned and finally left me with the 
same feeling that the majority of 

. the 
such articles create. That IS, d. 
heirarchy of this somewhat an to 
qua ted Service is reluctant. 
carry out any positive pIannl!1;; 
and is even more re.Iu,ctant 110 
accept ideas from the minIons W 
serve under them. s. 

The department and N.A.D.P . .4· d 
must obviously have, ag~~~o 
on welfare officers conliIlg 1 
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prisons. The manner in which it 
Wa . s Implemented must surely be 
condemned. They simply appeared. 
unknown to anyone, apparently 
~n the basis of "Large oaks from 
IttIe aCOrns grow". 

I Several welfare officers to whom 
th have spoken have agreed with me 
~t they are little more than a VOIC . 

n e In the wilderness. They have 
o plan of campaign (although [ 

agree, one would be difficult to 
~~Olv~). !he greater tragedy is that 
there IS lIttle or no link-up between 
th elllseives and the staff around 
Otelll .. Neither side knows what the 
~t h~r IS doing, so relationships are 
~ralned. while heads of establish­
ot;tts. look on with benign smiles 
)' I.ndlfference. They too have their 
/Illltations which one imagines 
'~faves them on the proverbial 

ence". 

r t~t Was written in 1934 by a then 
t~elred. senior medical officer t~at 

Pnson Service had never been Orga . 
nIzed. it had merely evolved. 

Can anyone take pride for any real 
advancement since those words 
were written, or must it be agreed 
that the Service is still evolving in 
its own slow, inimitable fashion? 

The answer surely lies in the 
hands of the prison directors. It is 
up to them to plan an amalgamated 
service. This would co-ordinate 
welfare, probation and social 
workers with their own experienced 
officers; they know more about 
their charges than anyone. 

Pool all ideas and let a ground 
level committee sort them out. 
Our "Sirs" and "Lords" really 
don't know the problem, although 
I would hasten to add that they 
would prove an invaluable guide 
through the maze of the Service 
slow coaches. 

One of the prime requirements 
of a prison officer is leadership. 
We know whom we lead-who 
leads us? 

A. J. MARSHALL 
Penton ville 

--------------------~-~------------------

~t't" Z//e,J 
should be addressed to 

The Editor, The Editorial Board 
Prison Service Journal 

Room 43, Hepburn House, 
Marsham Street, London S. W.1 
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Justice and Mercy 
A Sermon preached by 

TUE RIGHT REVEREND THE LORD BISHOP OF CROYDON 

at a Special Service at Westminster Abbey during the 
celebration of the 900th Anniversary of its Consecration 

26th March, 1966 

MATTHEW xii, 18-21: "Behold, my 
servant whom I have chosen, my 
beloved with whom my soul is 
well pleased. I will put my Spirit 
upon him, and he shall proclaim 
justice to the Gentiles. He will not 
wrangle or cry aloud, nor will 
anyone hear his voice in the streets; 
he will not break a bruised reed 
or quench a smouldering wick, 
till he brings justice to victory: 
and in his name will the Gentiles 
hope". 

"In the beginning God created 
the heavens and the earth. The 
earth was 'tohuwa bohu'-in a 
state of chaos-and darkness was 
upon the face of the deep; and the 
Spirit of God was moving over 
the face of the waters." That is 
how the Bible in the Book of 
Genesis describes the world upon 
which God moves out to take 
action. The Bible begins the story 
of God's creative work where we 
always are at every moment; for 
at every moment chaos, anarchy 

en­
and formlessness threaten to d n 
gulf us. The neglected gar fe' 
turns to weeds and then to jung b~ 
and the story of the "Lord of t 
Flies" tells us what human natur~ 
can be like when the hand 0 

custom. tradition or law has b~e; 
lifted from it; and the groWIn r 
volume of crime with which oU 
police force try valiantly to ct 
is evidence of the same tru. it 
that there are demonic forces wbIC

rt 
pull us down and pull us apa s 
individually and collectively: Ch~~s 
is the result of a power whIch be 
to be withstood until it can. st 
overthrown; and it is always JU d 
below the surface of our life, an 
never far away. 

Why this is so has no cl~a: 
answer. In any case the queS~IO 
is not our concern this mornIng· 

to­
What matters for our purpose . g 
day is that the Bible, in beginniIlt 
its story with this ever present fa

c
.; 

does so in order to tell US what I 
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Gad's relation to it. and what he 
does about it. And therefore first 
~f ~11 t~e Bible proclaims that God 
~SISts It. because he is a God of 
~Ighteousness. justice and law. For 
he Jew. as later on in the Bible 
~e come to see. this disclosure of 

ad as a God of justice and law 
~a8 a cause for wonder and grati­
t~?e. The Law of God was some­

tng Worth meditating on: 
t ·'Lord. what love have I unto 
hy law; all the day long is my 

(S~Udy in it". says the Psalmist. 
sall11. 119 v. 97.) 
Par the Jew that law was the 

~ora! law: the law which revealed 
e rIghteousness of God himself. 

~nd which in man's obedience to 
~. secUred for him a freedom in 

IS relationship with both God and 
l11an. Long before the law of God 
\Vas ~een as a judgement or as a 
~arnIng. it was loved as a gift and 
th as constantly the subject of 
~?ksgiving. wonder and delight. 

s Thy statutes have been my 
Ongs in the house of my pilgrim­

~ge." (Psalm 119 v. 54.) A man's 
a OPe Was anchored in the justice 
nd righteousness of his God. 

G But of Course. God's justice and 
o od's law could never be known 
k r lOVed in abstraction. They were 
s:o~n because they were ex pres­
p d In the laws and customs of his 
t eople. For that reason men had 
th meditate upon them and study 
otem• for what we call law. whether 
iarChurch or State. is chiefly regu­
rn. IOn; and regulation can never be 
iu o~e, than provisional. The perfect 

stIce of God has constantly to 

be re-interpreted in the light of 
fuller knowledge both of God's 
requirement and of man's need. 
That is why as we all come together 
today to acknowledge God's jus­
tice. there must be represented 
amongst us those who meditate 
upon our laws in order that they 
may ever be more just; those who 
interpret and administer them that 
justice may be more perfectly 
done; and those who watch to see 
where they are disobeyed that they 
may be made effectual. To all of 
these whose concern is with the 
law st. Paul has applied the very 
word which belongs chiefly now to 
the clergy: they are God's "mini­
sters" attending to the justice of 
God. ministering it to us all. 
(Romans xiii. 16.) 

There are also with us today our 
brothers who have been brought 
here from prison. I feel therefore 
that I must now go on to ask the 
difficult but important question: 
what is the purpose of law and the 
administration of justice? I suggest 
it is two-fold: it is to secure for the 
individual what are his rights. and 
to require of him what are also his 
duties. I have put the emphasis 
here where I believe the Bible tells 
us where it has to be: upon the 
relation of the law to the indivi­
dual. This is not. however. where 
others would place it. In the White 
Paper on the "Adult Offender" of 
last December the Government 
says this: 

"Whilst every effort would be 
made . to reclaim for society the 
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prisoner capable of reform. it still there is one thing that the Bib~. 
remains the primary consideration in its great reverence both for t e 

k re­
that society must be properly pro- law and for the law-bre~ e~ the 
tected against the wrongdoer" quires: that he shall be gIve f 
(par. 18). In its context. namely opportunity for making an act °t 
that of the treatment of long-term reparation. Contrary to mOs 

prisoners, there is force in what present-day thinking on the matter, 
that says. But has it a wider refer- in punishment there should. b~ a~ 
ence? Does it state what is seriously element of retribution. ThIs· oe 
held to be the primary purpose of not mean that there must ber ~ justice? Is society or the individual retributive equivalence-an eye ° 

ther-the primary consideration? The an eye. a tooth for a tooth-D . ht 
answer to this question has. I wise we should not have been rIg 
believe, a decisive influence upon in doing away with the death pe~; 
the meaning of punishment. How alty. which was precisely that. be 
do we look upon "society"? Does means that an offence must n 
the individual exist for society? regarded as an offence, and a 
Or is society a fellowship of indi- offender as a person. 
viduals? If the first is true, punish- I have allowed myself to ~se 
ment is for the protection of society some highly controversial and 1~­
from the dangerous individual. and deed greatly misunderstood wo~~Sb 
is some kind of social hygiene or reparation, retribution, to Wll'C II 
even surgery. If it is the second. we can add expiation. They ha s 
punishment is concerned primarily mean the same. None of them ~r 
with the rights and with the duties anything to do with vengeance. :N 
of the individual. That does not f . eness. have they to do with org1v .' n 
exclude that justice shall be done Reparation is not a con~IU~d 
to the rights of society; but what imposed by someone aggrtev r­
it does do is to secure that the before he is willing or abl~ to rOot 
rights of the individual. and of the give. otherwise it is platnly. ner 
individual offender. shall be neither forgiveness which is being elth., 
belittled nor overlooked. fon 1~ given or received. Repara I] tive 

What rights has the offender? to be seen rather as a corre a f 
There will be no doubt in anyone's of guilt and as a requirement °d 
mind that he has the right to be penitence. Nor do I understan. 

esU-understood; to be treated as a reparation to be the same as r the 
person-a real person-and that tution. Reparation is paid to ]e 
often means a person with a law; restitution is made to peop aY 
family; and that not only shall he and is a debt which may or ~ is 
not be injured, but that he shall not be required even where !t d 
be helped. And about this I will possible for it to be req?lr~o~ 
speak again in a moment. But Reparation. retribution. ex pIaU 
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are related to one's guilt and the 
~apacity to feel guilty i~ a vital 
~~pect of true humanity. To be 
<I Ie to feel gUilty for real wrong 

one betokens a healthy mind and 
~ught neither to be despised nor 
~~stroyed. Today it is the habit 
all many to belittle guilt and to 
f Ow the mens rea to wither away 
r~m contempt. But I think that 

;tUllt and reparation still must 
1 and as witnesses to the fact of 
raw and the fact that we are 
esponsible for obeying it. 

13 Yes: I believe that this is true. 
'W Ut of course what I have said 
thorks two ways. not one. Over 
1 e last 18 years I have been privi­
~ged to know a great number of 
s en and some women who have 
~~ed prison sentences. I have 
111 raps been able to know them 
ha°re intimately than many others 
o Ve had the opportunity of doing. 
thut of this knowledge. limited 
tl ough it is. I should have to con­
so~de that few people are ever the 
an~ ca~se of their crimes. Prisons 
()f pnsoners are the symptoms 
ar a SInful and sick humanity. They 
fe e t~e local and particular mani­
bl~tahon of the poison in the 
~f od-.stream of the whole body 
It ~clety. Where then is the gUilt? 
ha lon~s to all. And from whom 
te s .retnbution in justice to be 
\V~Ulred? Equally. from us all. 
so~ h that far-reaching truth to 
haver and to solemnise us. we shall 
'We : to go on to consider when 
llart~mpose publicly a punishment. 

ICUlarly that of imprisonment. 

upon an offender. in what way 
reparation has to be made to him. 
The tendency today is to speak of 
punishment as being rightly devised 
to reclaim the prisoner for society. 
Is it not equally right to ask how 
society can be reclaimed for him? 

But there are others here today 
besides judges. policemen a.nd 
prisoners. There are probation 
officers and other welfare officers. 
counsellors of one kind and 
another. and the clergy. Why are 
we here? It is because of what 
follows from what I have just been 
saying. It is because justice requires 
not only that retribution shall be 
required. but that restoration also 
shall be brought about. Justice is 
only a regulative principle; it can 
hardly be regarded as a creative 
one. A state of justice is not neces­
sarily a state of harmony. And 
what God works for in His mercy 
and love is what in His justice 
alone He could never achieve: the 
perfect liberty of the children of 
God in the one family that bears 
His name. When Cain killed Abel. 
God asked him this question: 
"Where is Abel your brother?" 
And he said. "I do not know; am 
I my brother's keeper?" And the 
Lord said "What have you done?" 
Yes, what had he done? He had 
repudiated all responsibility for 
maintaining and preserving the 
most fundamental relationships of 
all human society: the relation­
ship of the neighbour and the 
brother. And that is how it is with 
all of us now: for some more 
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terribly true than for others. And 
so it is that God in His mercy gives 
us once again to one another to 
repair for one another the ravages 
that have come from the absent 
brother and neighbour. It is in 
these real relationships between 
man and man and person and 
persOn that God reaches out to 
us all and begins the new creation 
at the point where we meet Him 
in one another. It is in Jesus 
Christ we see without doubt that 
our God is a wholly merciful God. 
who reaches out to us to save 
and to restore us. But He does so 
chiefly through the presence beside 
us of the merciful neighbour. Are 
we all. are we always. that merci­
ful neighbour? For "he will not 
break a bruised reed or quench a 
smouldering wick. till he brings 
justice to victory." 

Finally. we are all here today 
standing before God and standing 
beside one another. simply as 
people. as ordinary human beings. 
We do not have to be profession­
ally concerned in order to find 
ourselves involved in the securing 
of justice and the showing of 
mercy in everyday life. We have all 
to play our part. and what is our 
part we may not leave to some­
one else. We are all responsible 
at times for making judgements 
and reaching decisions which affect 
the lives of other people. As a 
doctor. as a parent. a foreman. a 
superviser. a redband in prison. 
or simply as a neighbour. we have 
to make responsible decisions. 

. attell' May I then end by drawm~ he 
tion to two attitudes of mmd: t s 
one anaemic and the other vicloU f' 

• 0 
which equally are the e~em.les? 
both justice and mercy m hfe. 

'1 e of I refer first to that fal ur 
nerve which refuses to take th~ 
risk of painful and personal de~~ 
sion in case we find ourselves h~e 
responsible for consequences f 
would rather avoid. The result ~t 
this attitude of mind. as a rece

s Se' case at the Middlesex Area at 
sions has shown. can be that gre 1 
injustice is done to an in~ivjdu:1l 
because she is caught up .lnt? her 
organisation where no one IS elt 11' 
able or willing to take the respo 
sibility for personal decision. 1 

h' h The second attitude to w IC rt 
refer is the readiness on the P~o 
of some people to blame. even 11 

prosecute. a responsible per~o 
who acted responsibly. or ~ hi 
because of the unremitting w~lg Ie 
of responsibility failed at a. sJIlg h 
point of decision. and when m eac

d sa . 
case the consequences were ded 
Ought not mercy to be e~ten '111' 
to all whose task of mak.!Dg I or 
portant decisions is a deh~ate hat 
a heavy one when it is plaln.t is 
when something goes wrong .It ill 
not a man's integrity that. ~ Hi. 
question but his human !D a of 
bility? Ought not the scales ? 
justice to be tipped in his favo~~~ 
Who in the end will have 11 da . 
courage to make honest and. 0 

gerous judgements if there IS ~o 
mercy for him when he seems 
fail? 
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"The Church and the Criminal" 
by 

Rev. J. A. HOYLES 
(EpWORTH PRESS 16/-, postage 9d.) 

IN T 
A review by Rev. L. L. Rees (Chaplain General) 

b h liE FIELD of practical work on 
C~r~\f. of the offender. individual 
fi IShans in this country have a 
la~e and honourable record. A 
aft ge number of prison visitors, 
bo er·care workers. prison and 
no rstal governors. assistant gover­
ar rs and .officers, probation officers 
coe motIvated by their Christian 
Of ncern. But for a long time many 
the Us have been conscious that in 
80 h sphere of thought. of philo­
C~/ . and research in this area, 
OUt shans have tended to contract 
desc ~f discussion and those who 
agn;l~e themselves as humanist. 
the ~hcs or even atheists are to 
ins. ore. Even where Christian 
ha Ights have been expressed they 
fr~~ been. expressed in isolation 
grate t~e ~Iverse and often uninte­
r m d tnslghts of others. A request, 
the ~~ a?out, four years ago to 
InSft I ranan of the Cambridge 
On lcu~e ~f Criminology for books 
SPe .;Immology written from a 
pro~ cally Christian standpoint 
of br~~ed a very short list, mostly 
than references-some not more 
some a paragraph or a page-in 
Chrisrgeneral books. Yet 'if the 
Preh la? claim is total and com­
is ~nslve. wherever a judgement 

ade that reflects upon a 

human situation comment by 
Christians should be forthcoming 
and any survey of human behav­
iour which' recommends certain 
habits. attitudes or principles of 
conduct are answerable to the 
morality of Christendom. Without 
the contribution of the theologian 
the insights are incomplete. 

The Reverend J. Arthur Hoyles. 
already known to many within 
the Prison Department as the 
Methodist visiting minister at 
Grendon and Spring Hill and as 
the co-ordinator of our Methodist 
ministers. has done us a consider­
able service in the writing of his 
latest book The Church and the 
Criminal. In the words of the pub­
lishers "this book expounds the 
proposition that Church and State 
must work together in finding the 
answer to crime. Because the treat­
ment of criminals by the secular 
State has been unpalatable to the 
Christian conscience. the Church 
has been tempted to contract out 
of the administration of justice. 
Some of the questions discussed 
are: Can Christian morality be 
adequately expressed in the law 
of the land? When a person is 
guilty before the law. is he also 
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guilty before God? How can 
punishment be reconciled with 
the Christian injunction to forgive 
one's enemies? What is the rela­
tion between evangelical conver­
sion and psychiatric treatment? 
Can there be such a thing as a 
Christian prison? Although there 
is perpetual tension between the 
Church and the State. a working 
partnership must be maintained. 
Sometimes Christians have to 
compromise their principles. The 
Church's duty is to transform 
secular justice so that its own 
insights may be enlisted in the 
rehabilitation of the criminal." 

There is an interesting foreword 
by Dr. Leslie Davison. whose own 
essay on "The Principles of Penal 
Reform" finds its place in the 
extensive bibliography which re­
flects the wide background reading 
that has gone into the preparation 
of this book. I found the chapter 
on "Guilt and Culpability" and the 

've­one on "Punishment and Forgl ur­ness" particularly relevant to c ( 
rent thinking. whilst this ch~pt~, 
on "Correction and Conversion 
should do much to disarm t~ 
suspicions of our colleagues frob~ 
other disciplines. On page 110 s 
quotes Dr. Stafford Cla~k ~a 
saying "it is a red herrlng 
assume that modern psycholOg: 
rests upon a determinist and lJla~ 
erialist basis. Pain. guilt a~~ 
failure are inevitable aspects of ~ y 
human situation and although. t. Ce 
may be mitigated by med~cI~.: 
they demand a religious solutlO~ g 

The book pleads for a worl(llld 
partnership between Church a~c 
State. between the sociologists. t d 
psychologist. the philosopher a~ 
the theologian. This will not II 
possible until dialogue betWee d 
them produces understanding. allct 
understanding produces respe k 
and charity. Arthur Hoyles' bO~d 
will do much to stimulate a 
contribute to such a dialogue. 

-----------------------------------------------~ 
CONTRIBUTORS 

STANLEY F. JOHNSON, tutor organiser, 
Wellingborough Borstal, studied at the 
Universities of Calcutta, Manchester, 
Leicester and externally for Oxford 
University certificate in social studies. 
GEORGE DOWElL is administration 
officer at Grendon Prison. He joined 
the Prison Service in 1939; has pre­
viously served at Durham,·.Bedford and 
at Head Office; he holds the diploma 
in government administration. 
WI J. BOOTH is deputy principal of the 
Pnson Service Staff College, Wakefield. 
G. E. HART, formerly administration 
officer of Blantyre House Detention 
Centre, Maidstone, Wakefield and Hol­
loway prisons; at present with the 

!,CC 
Home Office and Metropolitan po I 
Joint A.D.P. Unit. Lord 
THE RT. REV. J. T. HUGHES. gall 
Bishop Suffragan of Croydon be 9S1 
his involvement with prisons inS tu th• 
when as Canon Missioner of 0 t • 
wark he was invited to condUCbjpS 
mission at Dartmoor. The relations (act 
initiated led him to maintain c'!nops. 
with men both in and out of ptlS s • 
He has been much in demand II 
Conductor of Missions in prisons. .~~ 

.. ed \.I' 
VERNON HOLWWAY, M.A., JOIn dyipg 
Prison Service in 1954 after stU ,Joto. 
psychology and philosophy at 0 '1100& 
Has recently returned to Worm 
Scrubs as Principal Psychologist. 
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