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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
one. 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 ta 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 thﬁ
question in a borstal, a detentloi
centre or a prison setting ther¢
an additional set of answers W l's-
are different because of the e);l
tence of what are often C3'°
discipline grades who have nat
speciality comparable, say, t0 tey
of a teacher. Because of this thse
have no specific technology by U J
of which they can reassure th¢
selves that their job is being car’ 10
out. Perhaps the same can -
of the approved school hov
master. B

But if the questioner ge'S .
answers from the specialists, . nt
may nevertheless want to P° p
out that if there is a need Cqmr?on
to the inmates of the institutio™”
it is not that of academic ¢ _uca
tional attainment, or vocatio” .
skill, nor are the inmates mair
similar by common urges t0 a.cquthe
whatever may be available 11 o
institution. Usually, the only &
tainly shared experience 13 tthe
of having been committed tOI "
establishment by the process of 2
It does not follow, therefore, "
rectifying their special deficien’
will have the primary social ¢ s
which it is the institution’s pUrP° e
to produce. Almost all sta
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igcrge':t}onal residential institutions
anotz;’lmse Fhls fact in one way or
abg er, if only by complaints
Ut their special  contribution
Sivl:Ig nullified, or perhaps exces-
the Y difficult to make, because of
CIrcumstances. Equally, almost
a E‘:ﬁ would recognise their role
inﬂ%mg’ at least in part, ope_of
s NCing inmates, The discipline
of borstals and prisons and
sch housemasters of approved
00ls have to put this task first
agreeare oftet} at a loss, or not in
how ment with each other, as to
Supe téll.s can be done. This, very
aga; ; cially, is the background
anSt which one ‘must examine
iHStitﬁg In - corrective residential
at g 10ns. One begins, as it were,
than higher level of uncertainty
esm comparable fields, before
of ¢ 0 much as introduces concepts
ange
HANGE

en;fhe Prospect of change threat-
most, if not all, people. It is
fﬁg%rtOSpect which implies many
i Cning possibilities such as the
Uption of understood and accep-
Sltuations, the loss of much
Ve dppears to be valuable and
lable e unhappiness. of uncontrol-
ramiﬁCh?OS' Fantasies about the
link lCatlons 'of change seem to
in thg Osely with magical thinking,
Seem Sense that those people who
Withe threatened, from within or
Chap U, by the possibility of
of is?, tend to perform rituals
“nct’mg which seem to have the
s()nall_O}l of preserving their per-
ities 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 preserved'

Change, therefore, is inevitable a0
it may be that our feelings *
resistance to it, or our unwillin®
ness to study it realistically, %
in some sense, reaction formatio .
against unpleasant and unwelcor®
reality.

Problems connected with chang
therefore, are always likely to €X"
and the special problems of &5
dential institutions in this af;e
may be logical developments of !
general, To appreciate these SP‘“”;1 f
problems accurately we shoU "
first examine what meaning © a
be attached to the notion O.f al
“existing state” in an institution?
context, realising, of course, !
any description is, at besh ie
abstraction. In order that
complex organisation
assumed to be static,
the further concept of balal f
Without this we would be obligZ”
to try to hold in our mind 2 p.lcn
ture of an unbalanced organisati’ .
arrested in movement, and 108"
would force us to the conclusio®
that our concept was useless 25 p
tool of examination. In O‘hce
words, having seen the imbal2f .
we would know that the Statle
state was unrealistic and that ¥
were looking at a point WHE
occurred during the process 1
change and that nothing ¢OY .
be revealed to us about the .Cauﬁc
of change. An earlier state 10 t
process would take us nearef
the point at which change begaﬁi
and further back still we WO
reach a point at which no chan®
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Sezmed‘ to be occurring. That is
tion pomnt at which th_e organisa-
e Or system was in balance.
°0nter;1tlght define “system”, in this
Mean | as being a_complex of
°nta'1§ to achx.eve a given end and
) al Ing the linking of its parts in
is t}?ecmg relatlonsl}ips. While this
t()Wardcase, therc.a is no tendency
ang S ghqnge in the short run,
®quilibrium has been achieved,
Urely mechanical systems can
pmv(iigscrlbed in this way and,
rom, ed the system is isolated
Cong’ the world outside, it will
mue. to function for as long
« 'O internal change develops,
2'1' until the fuel runs out or the
Crial deteriorates  sufficiently.
me:harslyS}ems are not entirely
factq, ical, however, the internal
"’later's are both human and
oug 1al, the former being notori-
]iablz thOrxstz?nt and the latter as
°°mpoo oOrganic decay as any engine
ecluilibn'cnt' At best, tf.lerefore: any
) in;iﬁﬁlt'acm?ved in a remden(i
h ion is precarious an
relat“’.ely short-liveg.
th gls]‘der_ltia! institutions are not
temg ofy lnstlt.utlons involving sys-
huma Organisation which include
. cé‘ beings and material re-
obViOuS . Schools and.factories are
Tengy sly Olhqrs w_hlch are, cur-
thyp non-residential more often
tion (l)t. Obviously these organisa-
I ;, 280 have to deal with change,
re;r}é’re or less difficult for staff
in ¢ 'dential institutions involved
reg; dean-ges' compared with non-
Ntial conditions? If it is more
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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
ong’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 enlisting
their willing co-operation.

(ii) The objects of borstal train-
ing shall be to bring to bear
every influence which may
establish in the inmates tha
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 bricefer,
and runs as follows:

“1, The purpose of the training and
treatment of convicted prisoners
shall be to encourage and assist
tl}em to lead a good and useful
life.”

It might be argued that approved

schools have the advantage of a

more specific primary task, 10 ‘hf’
sense that paragraph 2 of the ha?

book for managers of aPProvg._
schools outlines the main ingre?*

ents as:

. . se
“Bducation (in the formal s¢P )

: : sdance
religious education and_guida? g

practical and vocational “amemf
attention to health and the U560,
leisure, social training (how 10 ork
with others) and personal case¥|
(help with personal problems):

In so far, however, as the comt
mon feature which is shar®
most pupils is similar to t.ha'f g
older inmates in penal instiutio®
namely, evidence of crimlrfﬂ.my'
there is nothing in these pI’O‘_/'s“’n
which can be claimed specific?
to reduce the tendency toWdf
criminality in a direct way.

The history of most penal in°
tutions in this country, it seems al
me, is one of collecting reme :ly
techniques which are appare® .
intrinsically worthwhile but W2
are neither clearly related tO ¢
task of effecting permanent chang
in the attitudes of delinquents, nn
are they practically integrated, Olly
with another, to produce a mutu?

. . . P Se
reinforcing effect on mdlvndllal,

In the circumstances, what ulr
created in many, if not all, of
residential penal institutions, 15 e
uneasy compromise between "
various interests which are.SeP%e
ately occupied in dealing With o
inmate, whether they are youns i
old, The resultant form of 3qu’n
brium, enables the establish® o
to achieve some of its secOﬂdah'e
objectives but is maintained at*

i
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[c::t of failure to achieve agree-
uC’}‘lt on the primary task. Lacking
2 agreement it is difficult, per-
angs_lmpc?SS1ble, to evolve effective
: 1dentlﬁa_b1e methods of reach-
ri dthe main objective and this
ung uces a marked tendency to
n ®r-value therapeutic method
{ an equally marked tendency
OVer-value personality as a
alor factor in the exercise of
Influence,
there?nge in residential institutions,
threator?' IS more than usually
tst E:mg and difficult to handle,
o noocause of the complexity of
in Squilibrium necessary to main-
ecaa viable situyation and,. secondly,
Stmuse of t_hta predominence of
methpgrsonahtnes,. as distinct from
torg 9ds or techniques, as the fac-
n the equilibrium.
cha: the question of what causes
UStge In these circumstances one
wr add the further one, namely:
hat is the effect on staff of
change which is initiated?”
ORSTAL, X

I‘ti May be helpful at this stage
Whiciscnbe an example of change
tig] " 12s taken place in a residen-
orig Institution, Borstal X was
estabr?ny planned as a small open
our ishment to cater for about 90
Crims . en, ages about 19 to 21,
]-gh"}ally _unsophisticated and of
Seleg Intelligence, in fact, the best
°rst-lon of young men from the
to (A system, The trade training
provided was the most
Rame d available at that time,
ne ers'y' motor mechanics and engi-

Pattern making, and these

ildVance

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.L, 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 a 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, ie.,
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 COII::
plicated the situation. The mc"“e
ing governor was not, of Course:
inhibited by any wish to Qfeser;s
a system of equilibrium which "Na
not even visible to him, His ari¥>
alone would have tended t0 altge
the situation since he could not °
expected to be identical with |
predecessor and would inevit? ;
have to be integrated with the % ‘
of the establishment in a dlﬁeref;l
way. But, added to any perso”
impact which he may have h?ﬁ:
were the forces generated by dlﬂc
erent and substantial changes:
was concerned, therefore, 0
with the situation as he saw it 2" .
to meet inmates’ needs, which ¥
being made clear to him in 2 teSa .
ing out period. The situation ¥
fraught with conflict, sometlmor
seeming to be between goverr
and staff on a personal basi )
others apparently a professio™
battle, with social personaliti€s ‘i-
“good relationships”. Staff .‘Ves
sions appeared on quite other 1
also, with the usual attemptS, i
enlist the governor on one S
or another. All the evils of unc®
trolled change were present 8"
perhaps significantly, a great malr;e
staff constantly harked back 10 ¢ g
“good old days,” usually clall'“mS
that the previous governor - .
more competent and more und®
standing and so on—he was 5
course, always said to have Y%,
very capable of keeping “the
in their proper place—"the?
being the inmates. The prima’
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;g" hOf treatment of delinquent

ot l;t S was either lost in argument
aihl:t secondary aims, or by simple
mun}’e on the part of staff to com-
an Iate with one another. Hardly
maxone seemed to see that the
N I{OgeChaqge lay in the increased

Orrl s without there having been

SOUrespondmg increases in re-
“nhaces and, as often as not, the
o thppy conditions were attributed
¢ change of governor and/or

the chan . o
inmateg ge in the quality of the

e TWO. points here are worth
mphaSISlng:
-In a process of change there
Is often a wish expressed to
Teturn to what existed before.
his wish, expressed as a
moral imperative, ie., what
We ought to do, always ignores
the facts of change and the
Impossibility of reversing the
Movement, :
2. Any conflict may be fought
Out in terms of personalities
ven when these happen to be
I more or Jess irrelevant factors.
SYmn the example given all the
presptoms of a sick institution were
eng) °0t, An unhappy and appar-
inn, 2Pathetic staff, an unhealthy
of ate Cultur.e, and the spread
aﬁngd staff /inmate relationships
inStiteq the whole work of the
ution, Violence amongst in-
®S increased, discipline reports
The Nmates by staff increased.
more the remedies of either
sed control or increased
18Siveness were attempted the
' they were misunderstood and

ngre

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 mutually
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 institutions
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 efiort 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,thc
starting of regular staff meetiné®
and the involvement of individ¥
officers in rudimentary casewot
under supervision, did somethi®
towards the former. By the time
these movements got under Wa}f
a further development from 0"

side the institution took place 37
this helped considerably. This was
an official estimation that t°
population would increase by ?
further 30 and a request from B>
for replanning of existing resour™®
to make the extra accommodatio?
available. As it turned out, B
estimate was very much mistake®
but the complete restructurif®
including the provision of a nek
house, and refurbishing which t0°
place probably made a very ber®
ficial contribution to the impro*?’
ment -of the - general atmosphe™®
Experimentation with caseWo"
served the purpose of exciting fhe
interest of staff in more specifc
treatment methods in which t¢)
could all participate and also dre¥
their attention to short-comings ’
their skills, Demands for furth®’
training were soon raised and dlls'
satisfaction frequently and Stfo“."’y
expressed about the roles W
many felt they were forced t0 pla
in the traditional borstal Systcm:
Having reached this level of pi; ,
ticipation, and linking it with )
structural alteration going %
then proved possible to producé
plan which extensively varie 150
traditional borstal system and 2
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lfggd.evme the beginnings of train-

one ;‘111 new skills. These changes,

tak ould emphasise, were under-
®n following staff consultation

Cong Wwere, therefore, geared to
Clous needs,

a s}l:!?l development continue_d and
Neeg lf $ developed s.o.also did the
Port; or further training and sup-
" lot: arrangements, but each step
elat ed from staff consultation.
ilitielonshlps with and responsi-
insgi S for the young men of the
Ution dramatically improved
etteone- could say that thig, w.ith
ang T inter-staff communication
i understanding, enabled a new
is {orium to be reached. Since
sup Position includes a variety of
relzo}'tlve and consuliative fea-
tom It must be different in quality
be that which existed a few years
ore. If a further change proves
a]r:lsgarY. and the governor has
shouldy been changed again, it
Conger,. 0¢ an easier and more
Clously directed process.
of ¢ Cre are many other ex_amples
couyg fige in institutions which one
thay use to illustrate the point
the o Probable effect on staff is
Peg froductxon of great stress.
0 Ps these two examples of
ege In the same institution will
S eOUgh to enable us to project
theg; ¢onclusions on to a hypo-
i <al situation which may arise
mightebgl:lmre. These conclusions

1,
Stress may become excessive
Where staff feel themselves to
Completely out of control.

2. When stress becomes excessive
irrationality rises and impedes
understanding of the nature of
the change,

3. Movement towards a new
equilibrium must take place,
whether consciously planned
or not, if the institution is to
survive. (Disintegration is not
a form of survival.)

4. Accepting the inevitability of
change increases the scope for
planning based on its positive
aspects.

5.Planning with staff consulta-
tion tends to reduce stress to a
point where it can be not only
tolerable but lead to learning.

6. A sound institutional equilib-
rium includes the features
which will facilitate necessary
change.

THE WHITE PAPER*

That section of the White Paper
which makes proposals relevant to
our present subject is paragraph
39. Under the heading ‘“Youth
Training Centres™ it says: “It is
proposed to merge and reorganise
the present borstals and senior
approved schools into a compre-
hensive system of residential train-
ing catering for the wide variety
of types coming before the courts.
The Home Office would take over

*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 borstal 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 borstal rules than to the
approved school rules. Even the
weight of numbers underlines this.
At present the borstal population
is probably around 5,200 and
increasing, these being housed in

25 establishments, 13 of which 27
open and 12 closed. Legislat®
based on the White Paper WOU
increase this number furthef /
the proportion of the 900 youg
prisoners who would have t0
dealt with in other ways than
a short sentence of imprisonm"“:
namely, a Y.T.C. sentence, 8 | "
sentence, or a term of imP“SOS
ment exceeding two years. Pefhaf:/ é
then, about 5,700 who WOUlfi hi:he
received borstal training, With o
staff it would have taken !0 r'th
that system, as compare pave
about 900 youths who would h‘o ol
received senior approved Sclved
training, and the staffs mvol'sh'
with them. In terms of est2b!
ments, 900 senior approved ¢ ?he
youths represents about Y of
average population of Senn
approved schools being arO(;’i o8
88. If it is argued that the WO 7
of the White Paper ensures 2 cholﬁ
plete reorganisation of the wh 0
system, it is probably too muching
expect that this can mean any! ol
more than a re-naming of th° o
borstal system, in the absenc® .-
evidence that fundamenta} ginct
thinking of that system, as 1ts;eiﬂg
from reorganisation, 15 iy
undertaken. But, in any Case‘e 0
would merely add to the degr®”
change and to the numb- ...
people involved in it without 2 he
ing very much the fact that wil
former approved schools 2 .
be undergoing the most chang coh
Referring back to what has "¢

: \ ha
said about change in genersh
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tonit:)e assumed that the present
eirr approvegl. schools exist in
equmg\yn condl.tlop of balance or
Stah rium, This is more or less
¢ and in the ordinary way
COntled only be changed within the
. Xt of the system, €.g, a new
SCho:)l;aster, major changcs_ on the
N up managempnt .comrmttce, or
liog CXpected rise in the popula-
WOU’Id and the new equilibrium
e also be found within the
context. But the change which
sCho()lb.e-seen in prospect for the
originb Is of a different order, it
ste n‘:tes further outside the
Whig than that.kmd of ?hange
B°r8tal \;ée exzjm}med earlier in
At o and it is not easy to see
tiog, 8t be the eventual resolu-
of the situation.

thiz ’s Worth speculating on whether
in lheew move constitutes a change
One ¢ Way one would define it for
sbly Stablishment within a reason-
oy Constant system. Perhaps it
C argued that this is too

of a change to be a change
in that really this means the end-
A One system and the creation

e S:%W one, Certainly this could
edyoeq if the matter could be
Wity to taking over buildings
Poseg e formex: staff being dis-
te ain'Of by distribution to the
arg .. 18 approved schools. There
an pi"’blemg of individual change
O'i,tegratlf)n involved in such
enoughef which will be serious
Not o, +OF those concerned, but
2 comparable magnitude to

W()u

mUQh

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 borstal 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

e any

f Stat
the Secretary o er i

matter which they cons
expedient to report. .
(4) The board shall inform ttlly
Secretary of State jmmediate
of any abuse which comes v
their knowledge and shall han
power in any case of “rgeer
necessity to suspend any © Ce-
until the decision of the S¢F
tary of State is known. y
(5) Before exercising ‘;’;r
power under these rules (Otth
than Rules 50 and 55 of
board and any membef he
the board shall consult
governor in relation t0 'aci-
matter which may affect 4
pline.

76. Particular Duties. for
(1) The board of visitors of
a borstal and any mem o
thé board shall hear any cOa a
plaint or request Whi
inmate wishes to make
them or him, ¢
(2) The board shall affango
for the food of the inmate? i
be inspected by a m"al'ﬂbfgrt ot
the board at frequent
vals, "
(3) The board shall inqu‘m '
into any report made t0 the )
whether or not by a memte's
of the board, that an iﬂ_mal is
health, mental or physic® fed
likely to be injuriously 8
by any conditions of his
tion,”

dete®”
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drs:,lg:- a comparison illustrates
in th.‘1cally tl}e changes involved
landlb centralisation. On the one
i o lh.e' management committee
or Xercising a cl.ear responsibility
ﬁonmanagement in all its ramifica-
S on the other hand the board
gu&V1§1tors is performing a safe-
A tding function largely intended
arhi tL:rrotec.t _ the inmate against
frary injustice.
sChO doubt, in many approved
00ls the real power is wielded
m);tttehe ‘headmaster, and his com-
res oe Is ‘c.ontent to take ultimate
inesitmlblhty' This is an almost
s able developmgnt since the
. hgement committee chooses
appr oeadmaster. (with Home Office
COmVal) and if they have chosen
confg petent man who gains their
o l;‘-.m_:e tk3ey are not likely to try
¢ sai 18 Job in detail for him, It can
masteld’ ther‘efore, that the head-
anal' €Xercises thq powers of the
tantiagfmem committee, or a sub-
Xamp, portion of them. For
mbstfn% he probably decides or
afh lally m.ﬂuences the choice
Hoy, (f and tpxs seems reasonable.
Wigh thOes his position compare
Respect E‘I)t of a governor in these
EOVemS. Generally speaking a
With { ];)r of a borstal has to deal
iree elements, the provision

of
are‘_"hlch he cannot control. These

1. e
The buildings and material
Tesources,

- 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 ©©

reduce its significance even if O™
plete avoidance is unlikely. St
consultation is a vitally importan*
step to take in any attempt
control the onset and spread ©
stress and since more than one K"
of staff is involved the consultatio®
should be as much between therm 25
between the Home Office and the
separate staffs, Full control of the
change cannot be invested in 2%
institutional staff since its origi® ‘;
in the legislature but the accePtani
of that fact realistically will B¢
to control the effects of chapg®
Irrationality and fantasy can only
be diminished by the provision °
opportunities to match these agai®
reality. The ex-borstal staffs n¢%”
to understand that their new <
leagues are undergoing pI'OfO‘”;I s
strain, the ex-approved school ™
need to understand that the orga”
sation is weighing on them rat
than malignant individuals. I
Failing some action like this
suspect that the new Y.T.C. SYSte”:
will reverberate with fables abo"
difficult people; both the approY®”
school system and the borstal 8 §
tem are already prone to pfod‘f‘c;c
such fantasies, There is a pract! |
which always ought to be follo¥e"
when dealing with so-called di
cult personalities, It is simply
discount the tales about chafacfee
until one has had a very object!’ !
look at the demands which th¢’
organisation is making upon the®"
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