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Staff Problems in a
Maximum Security Prison
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st So we have sought through these years to build up a diversified

th“‘ﬂ of sufficient numbers and good quality. The late Sir Lionel Fox,
8 Journal, No. 1 July, 1960.

Whilst g wonderful sense of companionship existed amongst the

n icers, the “Couldn’t care less” and “Bang 'em up” attitude was

Oltceable iy, some cases. Officer N. Smith, this Journal No. 5 J uly, 1962.

M“It:s the prisoners who run this Prison.” Title of article by Terrence
1 Orris, Pauline Morris and Barbara Biely, this Journal, No. 2 January,

leclu

» and now Mrs. Morris makes a further comment, based on a
re given as part of the educational activities of the Howard League

for Penal Reform.

g:uA MOsST recent issue of the
1 9650N SERVICE JOURNAL (January

2) the Chairman of the Prison
o(zlmmxssion suggests that they are
ot ay faced with a three-fold
eo‘?lem to which there are three
o ¥S. The existing organisation of
cﬁ’ benal system must be as

€Clive as we can make it, it must
be flexible and every means must
leg SOught to increase our know-
Drogbei and understanding of the
in { ems which face us today and

he future, Mr. Peterson goes on
ke Suggest that the most important

Y 1o this problem is the training

effective use of staff.

relat:}ﬁ problems and industrial
Teg llons are never very easy to

Olve, and one difficulty facing

the Commission today is that this
is a problem which appears to be
simple, whereas in reality it is
extremely complex. It is commonly
supposed by many of those work-
ing in the service that the essential
problems are overcrowding and
under-staffing; but whilst it is true
that the present flood of prisoners
presents grave difficulties, and
equally true that there is a short-
age of officers (particulary in some
prisons), it is in fact most unlikely
that the character of the prison
would undergo a fundamental
change if numbers were reduced
and the staff increased overnight.
Some of the staff are perceptive
enough to regard adminstration,
teamwork and leadership as being
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major problem areas, rather than
overcrowding and staff shortages
per se.

This is a situation which can in
many ways be compared with an
industrial organisation in which
the traditional sources of unskilled
labour are rapidly drying up and
economic rationalisation by means
of mechanisation, time and motion
study, improved methods of
accounting and stock control and
so forth, have not yet come into
operation. The prison officer,
perhaps without knowing it, is
sharing the problems of the in-
dustrial worker in a society under-
going rapid technological and
social change.

If the Prison Officer's Magazine
is an accurate barometer of the
feelings of the ordinary prison
officer, then there is reason to
believe that the staff feel uncertain,
or even hostile, towards current
trends in prison administration.
Month after month letters and
articles appear, which range from
cynicism and criticism to outright
vilification of every aspect of penal
adminstration. The prize article in
April, 1961 starts: “After many
years in the prison service I can
honestly say I have never known
morale amongst staff to be at so
low an ebb™. . . And a letter in the
same issue refers to the staff situa-
tion as *“‘desperate”. The pages of
each issue seem to suggest that the
basis of these troubles lie in low
pay, long hours and endless
grievances of a material nature.
These may well be contributory
factors, but they are not, I think,

the fundamental issues underlying
staff problems in prisons today-

Unfortunately these are the
kinds of problem which tend 10
be extremely difficult to investigat®
because, although the staff fe¢
very deeply about their status an
morale within the service, they ar®
very reluctant to speak frankly ©
outsiders about it, because they ¢
prison as a secret world which only
those in the service can realy
understand, and because outsiders
might misunderstand, they m}lst
not be allowed to know about it-

From what I have read of priso?
officers’ writing and from what
have gathered from them in cof*
versation, the uniformed staff seer™
for the most part, perpetually dis”
contented (even allowing for U
possibility that complaining is 1
itself part of the job satisfaction)-
As in many large organisations
there is a good deal of grumbling
in the Gatehouse, the Officess
Mess, or in P.O.A. branch meet”
ings. In fact, the opportunity
vent one'’s discontent upon seniof
officials particularly, for example:
the Prison Commissioners (whos®
identity blurs into the haze of 3%
impersonal bureaucracy) probably
constitutes one of the major
aspects of the prison officer?
emotional security. Provided he 3
relatively discreet, he may com’
plain to his heart’s content abou!
the prison, its administration, hi
pay, the policy of the Commissio?”
ers, or anything else, and remai®
immune from the sanctions ©
reprimand or dismissal.

The subjects of discontent 8f¢
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legion—hours of work and over-
dis: form the focus of general
o Ontent, though closer probing
oy quently reveals that these are
inected with pay. Shortage of
g‘g{“ﬁrs is regarded as indicating
sio of concern by the Commis-
0ers, who are generally believed
Pris more concerned abou.t
5 Oners than about staff. Uni-
plrl_ns are another focus of com-
Ant, though as in the case of
agarters it is the administrative
:h§-°°‘ of their supply rather than
) I actual quality which is the
Use of discontent.
o am sure it is unnecessary to
p Dlnue this catalogue of com-
s'ms~the monthly issues of the
littiwn Officers Magazine contain
ure _Clse. Nor perhaps is it
i ﬁ:xsmg that officers complz_nn
Prickese ways. For them the pin-
inag S which stem from the
Cquacies of the bureaucratic
Unadc e are very re_al, and the
ate ? lying causes of dissatisfaction
or ar more difficult to recognise
It° understand.
1 the main it would seem that
rg amental problems originate
syg:n the ambiguities of the prison
inteem itself, and the emotive gnd
08 €Clual confhcts that they im-
hote on the prison staff. There is
of only the apparent dichotomy
fUrtcl?ntam.ment and reform, but a
idealer d‘l‘verg_ence b'etwcen Ehe
ocey of “social service™ (which
tocr Pies a significant place in the
quir‘"tmg literature) and the re-
fo. oments of the discipline code
Offi officers. In one context the

€r is expected to use his

initiative positively, to do his job
well, and to expedite the process
of reform, while in another he
is required to adhere to a complex
system of rules devised for the day
to day administration of the
prison. This conflicting situation
seems to arise partly because
Rules and Standing Orders have
never been fundamentally altered
to keep in line with modern policy,
and partly because of the hier-
archical structure of the staft
which inhibits those in the lower
echelons (and often more senior
staff too) from taking initiative
and accepting responsibility. The
majority of officers prefer a simple
system of clear and unambiguous
objectives and they are reluctant
to accept new ideas because of the
increased flexibility of the regime
which frequently accompanies
them. On the other hand there is
a large minority of officers who
languish under the rigidity and
‘dependency’ which many of the
senior uniformed staff impose
upon them, and would prefer a
greater degree of autonomy which
would, incidentally, accelerate the
move of prison officers towards
professional status.

The Discipline Code to which
the prison officer is subject is as
comprehensive in its details as
that part of the Prison Rules
which governs the conduct of
prisoners. To take but one ex-
ample, trafficking is considered
one of the most serious offences
against the Discipline Code, but
there is no differentiation made
between the officer who systemat-
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ically supplies goods for financial
gain and the officer who gives a
cigarette spontancously as part
of a genuinely warm relationship
with a prisoner. Similarly, whilst
officers are encouraged to take an
interest in the personal problems
of men whilst they are in prison,
and to work to the ideal of Rule
6, which states that *‘the purposes
of training and treatment of con-
victed prisoners shall be to estab-
lish in them the will to lead a good
and useful life on discharge and
to fit them to do so”, at the same
time they are expressly forbidden
to have any communication what-
ever with a man after discharge.

Undoubtedly the problems
associated with the system of pro-
motion contribute in no small
part to staff discontent. Because
of the slowness of promotion, and
the virtual impossibility of dis-
missal, there are few incentives, if
any, for the discipline officer to
improve his efficiency. The prob-
lem is complicated by the fact
that there are specialists in the
prison service such as trade
assistants, whose promotion is
regarded in a different way and
for whom advancement comes, on
the whole, more rapidly. This in
itself does not contribute to good
inter-departmental staff relations.

1t is possible for the uniformed
staff to be promoted to the
Assistant Governor grade, but
here in rests a major source of
discontent. The prison officer is
usually at an educational dis-
advantage when compared with
outside applicants who frequently

have university qualifications; byt
it is in the so-called ‘Countfy
House Test’ that the disadvantag®
is most apparent. Although thi
test applies only to those alrea
in the service, uniformed officers
feel they may lack the SO_Clal
adaptability and confidence which:
they believe, the test is design®
to assess, and their failure rate ¥
comparatively  high. Although
serving officers are never actually
in direct competition with ‘ouv
siders’, many of them believe tha"
they are, and although the facts 8%
known by the P.O.A. officially’
it is a belief which dies very har¢;
Furthermore the number
officers who have managed to get
on to the A.G.’s course b3
recently been steadily increasin®
but because ‘civilians’ do bette?
there is a great deal of bitterncs’
against entry into the higher ran¥$
“via the back door”. They rese?
the fact that A.G.’s newly recrui®
ed from civilian life have to b
trained by the uniformed staff, a“,d
the strength of their feelings
reflected in the P.O.s magazi®®
for July 1961 where the leadin®
article on the front page reads’
“The Prison Commissioners haY!
now advertised an open compet’
tion for some 22 more m¢
Assistant Governors and it ¢8”
safely be assumed that at least
twenty of these will be appoinwd
from outside the Service. The
will come in and be taught the J°
by the senior uniformed officef’
whose promotions they hav?
filched”. Or more recently fro®
the issue of January 1962 we c3”
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ad an excerpt by the Assistant
‘neral Secretary of the Prison
Cers Association from a talk
(;' 8ave to the Social Service
T8anisation of Cambridge
Mversity: “If he (the prison
Officer) sees outsiders coming into
e §ervice to take up posts as
of'G°~s with no more knowledge
Prisons or prisoners than they
AVe been able to glean from books
and Jectures at University—plus a
SW activities such as helping
Utward Bound Schemes and
Outh Clubs—he must be forgiven
OF thinking that his hopes of
u’?“‘lqtion are considerably and
i Nustifiably lessened. A pill which
S all the more difficult to swallow
SCC_ause he knows that, as a
enior officer, he will have to take
( €S¢ ‘new boys’ by the hand and
fach them “their job”. It is
s.aradoxical that despite these
“:“'WS. the majority of officers to
Om I have spoken in prison
Nt outsiders as Governors.
o t has been my experience that
Cers feel strongly that ability
sen: merit, rather than sheer
Mority, should dominate the
i’;mn_lotion system as a whole. It
difficult to reconcile this view
With the expressed views of the
o A. executive, who still insist
1 promotion by seniority. Those
cers  who agree with the
Principle of seniority do so, at
Cast partly, because they think
lhat Promotion by ability produced
¢ “blue-eyed boy”. Certainly
One seriously interested in
Pfomotion believes that it is wise
O get on the wrong side of a

Wa

senior officer.

There are also problems for the
staff which stem from their
social lives. Although time will not
permit more than a brief mention
of this area of difficulty, it is one
which certainly deserves more
consideration than it has hitherto
been given. It is perhaps significant
that welfare facilities for prison
officers have only been in existence
for three or four years and that
even now the Commissioners have
a staff of only two welfare officers,
who normally visit each prison
once a year. It seems perhaps
optimistic to hope that the staff
will be able to make extensive use
of a man who is here today and
gone tomorrow. There are about
6,000 prison officers (male and
female) scattered over about 80
establishments and it would be
unrealistic to suppose that two
welfare officers—or even three—
could deal with more than a tiny
fraction of the staff problems. To
be really effective, welfare officers
need to be able to spend a con-
siderable time in each prison
getting to know the staff and im-
proving relationships within the
prison community generally, rather
than dealing only with emergency
domestic problems, though I am
sure that this is an important
part of their function and one
welcomed by the staff.

In any discussion of quarters
and accommodation it is difficult
to generalise because although I
am speaking now of the maximum
security local prisons, as far
as amenities are concerned, the
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areas in which such prisons are
situated vary widely. There are
certain difficulties, however, which
I suspect apply to almost all such
establishments, the most important
being the tendency for prison
officers and their families who live
in quarters to remain socially, as
well as physically isolated from
the surrounding neighbourhood.
This in itself presents problems,
but in addition, prison officers are
by no means integrated amongst
themselves.

For almost all workers in in-
dustry and commerce the physical
separation of home and work en-
ables the individual to live a
private life uninfluenced by his
job except in the broadest social
and economic terms. For the
prison officer no such separation
exists, and even if he lives away
from the prison, his journey to
work in uniform emphasises his
connection with it. Whether the
prison officer likes it or not, the
prison dominates his life. Work
problems spill over into his leisure
time and private problems may be
accentuated by his work experi-
ence and spill over into working
hours, thus placing a great strain
on marriages. It is constantly
asserted by officers with long
service, that an understanding and
tolerant wife is perhaps the best
asset a man can have in this job.
I am not suggesting that this
problem is unique to the prison
service, nor even that it is worse
in the prison service that in other
walks of life, but it may well be
that conditions prevailing in the

service—living in quarters, sens
of isolation, long working hours,
lack of welfare facilities for St
—all tend to perpetuate and 1
tensify family difficulties of thiS
kind.

There is too, the question of
personality; the requirements ©
the prison in terms of containment
and control make it necessary fof
officers to act in an authoritarial
way, for theoretically it is their JO
to direct the prisoner rather thap
to reason with him. Some men la¢
the flexibility of personality f¢
quired to change from an authority
figure in the prison, whose orders
should go unchallenged, to 2
figurehead in a family, the norm$
of which are democratic.

Even if he wants to have 2
social relationships with ordinafy
people outside, the prison officef
is under a special kind of con”
straint. His work has a strong
macabre fascination for the ordin
ary citizen, yet the officer, boun
by the Official Secrets Act, cannot
talk as freely about his job to his
friends as can the busman, fore
man or office worker. One of the
striking things about the st2
community is that whether it is 18
a city prison or in an isolate
country district, socially it is just
as remote from the outside world.
The reference groups tend to
the staff and families of othef
institutions, thus coachloads ©f
officers and their wives travel be-
tween the social clubs at Penton-
ville, Wandsworth, Brixton an
Wormwood Scrubs.

But of all the areas of conflict
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:&‘id.COnf.usion the most out-
o Ing s undoubtedly. that of
or chChotomy of containment—
s UStod_y—and reform. The con-
On exists equally, I suspect, in
w}? Minds of the administrators
n Qare concerned with implemen-
ph}* new policies, but it is em-
d8ised for the ordinary prison
°r because (a) he is the
g‘;ril‘Son in daily contact with the
Soner and he has little time to
ac?ionse about his words and
or ons, _(b) the hierarchical
resgams.aEuon of the prison system
an(‘l‘ IS in very serious blockages
distortions in communication.

o 4 We look at the words used
.escribe what is going on in
11500 T think we get a glimmering
ad hP\{V the confusion arises. The
~“Ministrators talk of “training”
off “rehabilitation”, but the
“re?el' on the landing talks of
mey T By “reform”, officers
®n that a ‘man ceases to come
ng:k to prison and this patently is
of the experience of the majority
Onoﬁicers who have served fairly
'8 periods in our large urban
E;‘sk"n§- They see men coming
[h: Just as frequently whgther
" Y have been in “reform™ wings,
4 the benefits of group counsel-
& or any other experiments. The
coord “reform™ has tended to be-
pr.me a term of contempt amongst
'S (;;‘2“ officers: prison has become
it dt' it has no deterrent value,
.J0¢s not punish, and it under-
Mines the authority of the staft.
ag ' all it doesn’t work. This
apude on the part of officers
fises partly, I believe, from a

failure on the part of the training
they receive to make explicit the
theory behind modern ideas of
rehabilitation. The discipline
officer is aware that men are now
sent to prison as punishment not
for punishment, but at the same
time they review the recidivist
population as contemptible and
unhelpable. The prize article in
a recent issue of the P.O. Mag-
azine claims that 90 per cent of
crime is caused through the greed
of people deliberately acquiring
easy money, and speaking of
modern penological theory says
“Prison officers cannot fully
comprehend or accept idealistic
theory because they are in daily
contact not with decent human
behaviour, but mainly with those
who have rejected good social
conduct”. In the last issue the
demand is to “bring back the bed-
boards, dispense with bacon and
trimmings, and let’s have the
porridge back and true discipline

. . cut classes, apart from com-
pulsory training for the illiterate
and backward. This I submit will
send them out better than when
they came in”.

It is difficult, admittedly, for the
average prison officer to see in
what way prison is punitive these
days. In fact the pains of im-
prisonment are very considerable,
though the deprivations and frus-
trations which the prisoner suffers
today are likely to be of a psycho-
logical nature, rather than a phy-
sical one. The attack on a man’s
self-image, or sense of personal
worth may have more funda-
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mental effects on his post-release
attitudes than does the use of
physical punishments. His rejec-
tion by society is reinforced by his
prison situation; a uniform and a
number—he is no longer trusted
—he is asumed to be a liar. He is
a man deprived of all material
possession, yet he came from an
environment where such posses-
sions are the utmost importance
to his sense of personal adequacy
and to add to these, he is
deprived of heterosexual relation-
ships, thus reinforcing his doubts
about his own maleness. He is
degraded not only in the eyes of
the outside world, but much
worse, he is degraded in his own
eyes.

The most that can be expected
of the newer policies of relaxed
discipline, increased opportunity
for group discussion, encouraging
a sense of responsibility and
similar “‘reformative” measures, is
that they should restore the bal-
ance and help to avoid destroying
the man’s own sense of personal
worth whilst he is in prison. It is
a mistake to think that in our pre-
sent state of penological theory we
know of any way of “reforming”
prisoners, but if we are able to
avoid some of the staff/inmate
conflicts and make prison life more
reasonable and civilised for both,
then something, at least, has been
achieved.

Unfortunately, however, staff,
particularly those in our over-
crowded urban gaols, rarely under-
stand what lies behind new
policies and it is difficult to blame

them when they point out that
they do not *“‘reform” anyone.

Confusion for the priso?
officer exists at all stages of D
career. The new recruit poste
a large recidivist establishment
after eight weeks training 2
Wakefield is likely to be told bY
senior officers “forget it all’-
Reform, and what is common!y
known as the “Wakefield Lin¢,
may be fine for ‘star’ and ‘opef
prisons, but it has no relevance
the needs of a recidivist gaol. FOf
officers with some years of €X'
perience, refresher courses 2
Wakefield are often regal‘dFd
cynically as a “five-day brait”
wash”. Officers in such prisons
soon become set in their ways an
they fear ridicule by other office’®
if they express new ideas. DiscuS;
sions with discipline staff revealé
a great wish for further educatio?
in English, mathematics a0
G.C.E. subjects, but very fe¥
wanted further training in priso?
matters. Even more significant Wa$
the number who wanted *infor;
mation about the Commissionefs
policy™.

Nevertheless the failure on th®
part of the Commissioners
succeed in training officers fOf
their new roles is not the who®
story. It is exceedingly difficult
break through the formidable
barrier which exists within th¢
service against accepting that
modern ideas at least for th®
recidivist population—are wort
considering,

For some officers the idea."’f
helping prisoners is not only 1
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Practicable byt illogical because,
en dt Cy see _it, it would mean an
atm, to punishment. The qverall
flo Osphere of pessimism is re-
wted in the widespread opinion
o ¢form js a good thing, but it
At work here”.
well The discipline officer is rarely
cept 1nform_ed. Becgus.e the con-
thg of rationality is inherent in
o Stfucture of bureaucracy, the
ab cal” officer has no anxiety
Out the wisdom or practicability
Cat:(ieCISioqs which are communi-
que .o him. Still less should he
W iSt’OH statements of policy
0 ch come from the Governor’s
¢, or from Horseferry House.
! we have seen that this ideal is
pragqg way from reality, and in
Clice, the contingent decisions
Ich are at the heart of the day
QUiray Tunning of the prison, re-
o ¢ all staff members, in varying
caﬁrees. to act flexibly. They
in Seldorp do so if they are not
: S{)Ossc?ssnon of reasons as well as
is :}?Cth}lS. In fact what happens
ar at mstructi.ons flow down-
pla $ in the hierarchy, but ex-
Nations tend to be filtered out

mat fach level. In quite small
ters increased information
Woylq

e make for greater efficiency.
f member standing on the centre
rsa Prison one day whilst prison-

]ectuwere bemg_ unlocked for a
ho re. The senior officer did not

s W What the lecture was about,
18 juniors could not answer

ask Pnsoners’ questions w.h.en they

SUItLd' Delay and indecision re-

mi ¢d whilst men made up their

Nds whether to attend and hope

e

they wouldn’t be bored, or risk
missing something really interest-
ing. More importantly, such de-
privation of elementary informa-
tion tends to reduce the status of
the officer to an automatic turn-
key-cum-sheepdog.

Failure of communication and
lack of information, especially
about policy matters, are constant
subjects of discussion in the pri-
son service generally. Sometimes
this takes the form of always
wanting orders in writing. The
desire to have things in writing is
consistent with the inability to
tolerate ambiguity and the general
inertia which pervades establish-
ments of the kind we are discus-
sing. The reasons for this inertia
are likely to be found in a situation
where subordinate officers are
most reluctant to express criticism,
or indeed to question anything for
fear that to do so might have
repercussions upon them and
their chances of promotion. Sub-
ordinate officers often see their
superiors as either excessively
rigid, or alternatively so frightened
of their own shadows that they
avoid any decision or action which
might be controversial. This is, of
course, how subordinate officers
see the situation, and as in so many
cases, it is what people believe to
be true rather than what is actually
the case, which is important.
Timidity, inertia, and anxiety
about promotion and official re-
ports colours, too, another dimen-
sion of staff relations, namely
those between older and younger
officers—younger, that is, in terms
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of recruitment rather than age.

The discussion so far has been
concerned with the problems
affecting the staff in a generalised
way. But there are additional
complications because, except in
times of crisis, there is no over-
riding community of interest which
binds all the staff together. Rather
there is a range of interest groups
whose relationships may as often
be characterised by conflict as by
co-operation.  Viewed in an
organisational context the prob-
lems of the maximum security
prison are the problems of the
staff, just as the problems of the
mental hospital, are not intrinsic-
ally related to the disorders of the
patients, but to the tasks of the
nursing staff in the provision of
therapy and continuing care.

Leaving aside the clerical staff,
the uniformed staff of the prison
are  divided three ways—
discipline, works, medical. The
tasks of the discipline staff are
primarily containment and control,
for although there are expectations
that an officer should also act as
a counsellor, or therapeutic agent,
rather than purely as a custodian,
there is no such formal element
in his role, and any attempt to
act in this way in overcrowded and
under-staffed prisons may result
in extreme frustration. The dis-
cipline officer tends to be suspic-
ious of his superiors and because
the bureaucratic machine does not
always give him the security he
needs, he tends to perceive him-
self as misunderstood, despised,
and socially undervalued.

The discipline staff contrast
their job with that of the Trad®
Assistants whom they see as 2
favoured group. But the works
staff themselves experience SOM°
degree of role conflict. In the
event of serious trouble they
evitably become at one with !
discipline staff, but for the mos!
part their working day is spent
with small groups of prisoners O
a foreman-workman or craftsma?”
labourer basis. Primarily they 5¢¢
themselves as craftsmen; the
normal tasks are constructive aP ;
positive, in contrast to those ©
the discipline staff which are
petitive and often have no tané:
ible end product, save phySl‘?al
cleanliness and order. )

Any overt structural conflic
which exists between the disciplin®
and works staff is observable 0
at the lower levels of the hiet
archy. This situation is much 1¢%°
apparent among the lower ranks
of the hospital staff and the dis’
cipline staff. In the first place th°
hospital officer’s role is formally
defined as therapeutic and he ¥
located in a part of the priso?
where all prisoners are regard®
as sick. Secondly, the tasks of tBe
hospital officer are essentially
contingent and bear no relatio”
to the long-term penal objectives
of the prison. Thirdly, their cuS
todial activities—the imposition of
physical restraints and the keepin?
of patients locked in—are readi!
interpreted as quasi-therapeutic 1
that they are directed towards th¢
prisoner’s good. Such conflict b¢
tween medical and custodial treat
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m . . .

°0t as exists in prisons, tends to
hiee Place at the top levels of the
herrearc y and is not our concern

no:VfLﬂSt these sorts of conflicts do
2rave Y themselves cpnstxtu_te a
tion Problem, taken in conjunc-
Whiclzmh the other staff Problems
teng have been discussing, they
conge to swell the waves of dis-
oper 0t and to hinder the staff co-
0 ation which is so essential to
orga Smooth running of any
remsatlo_n. and in partxcular a
the AUcratic organisation such as
Prison.
the h'd.t means then are open to
prob‘l’rlson officer to resolve these
he hems and conflicts? Oﬁ?cxally
the 43 two channels a'vanlable.
bra O.A. through his local
Nch, and the staff consultative
Mmittee,
reo far as the P.O.A. meetings
dif Concerned, one of the most
t

Cult problems to overcome is
Jat of

is ¢ apathy; the P.O. magazine

Ull of exhortations to members
SUpport their branches. Meet-
Stend to be used in the same
airy as the magazine. in order_ to
cOnd?I}dless grievances regarding
Eene;uons of pay and service
¢ fally, In this way the branch

Ung acts as a safety valve for
ang‘lfﬂalnts and feelings of anger
lirge Tustration. But unfortunately,
aly ny because so few members
Cragie " 1t does not act as a demo-
bate Setting .for constructive de-
Chay, Which might be subsequently
levelne]ed to reach a national

ing

This i part stems from a re-

mark I made earlier—namely that
the majority of prison officers do
not understand the true nature of
the problems they are facing and
they tend to get bogged down in
discussions about day to day
matters which, if resolved, may
act as a palliative, but which do
not in fact touch the basic prob-
lems of morale and status.

The other authorised channel
for complaints is the staff con-
sultative committee which in
theory represents a considerable
modification to the hierarchical
authority structure of the prison,
though much must depend upon
the personality of the Governor
who acts as Chairman. From the
point of view of the day to day
running of the prison these
committees may bring slight im-
provements, but it can also work
the other way if senior officers feel
threatened by their subordinates
who are members of the committee.

In general the committee is felt
by the rank and file of the staff to
be pretty remote. Delegacy is in
fact an inadequate substitute for
participation and the size of the
committee precludes any genuine
feeling that the junior staff as a
whole is given a share in the dis-
cussion of the formulation of
policy. Furthermore the senior
staff tend to over-balance the
committee and officers are by and
large reticent to participate on a
basis of equality with those who
in all other structural contexts
have to be treated with the defer-
ence due to superiors. It might also
be added that the functions of the
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committee tend to  become
confused for many who do not
distinguish between the function
of the staff consultative committee
and the meetings which take place
between the Governor and the
representatives of the local P.O.A.
branch,

Obviously I have only touched
the fringe of this difficult topic.
I hope that more research
will be carried out in this area; it
is perhaps unfortunate that so
much time (relatively speaking) is
spent studying the captives and
virtually none is spent studying
the captors. On the other hand
they themselves-do not make this
an easy task. Most prison officers
interpret research as negative
criticism. I have invariably been
described as carrying out an
“enquiry” or an ‘‘investigation”
and both words carry unpleasant
connotations—enquiries or inves-
tigations take place when things
have gone wrong; sanctions are
scen as an inevitable result. It
is difficult to carry out research
in an atmosphere of suspicion and
some hostility, and it is limiting to
the research if people do not feel
able to discuss matters freely with
the .research worker. Nevertheless
it is my belief that unless further
studies are made of penal insti-
tutions as communities, and of
staff morale, few worthwhile
changes will take place.

Meanwhile I will end by making
four brief suggestions for improv-
ing matters, based on such limited
research as it has been my good
fortune to carry out.

(1) The prison administratio?
needs to take a second look 2t
the training programme, partict’
larly at the relationship betwee!
the three phases of training: the
initial period in prison, the Wake
field course, and the impact for th
officer on returning to the priso”
and .the first year on probatio®
Tt might at the same time revie¥
the aim and content of the fivé
day refresher course for officers
with six years or more experienc®

(2) Prison staff need to
aware that the conflict betwee?
custody and treatment is not neary
as great as would at first appea’:
The new, more relaxed methods ©
treatment can mean that the pro°
cess of custody is made simplef
and the officer allowed to be mor¢
concerned with positive aspects ©
training. It is largely a matter O
how the officer sees these pro>
lems: if he simply finds it moré
difficult and confusing to hav®
custody of a group of men O"
association than he did in the past
when he merely locked them UP
and unlocked them, then obvious!y
he will not be very happy abo!
new penal methods and will 5¢¢
them as a tiresome extension ©
his duties. But if he can be show!
that his influence for good can
far greater on this group of men 9
association than it could be on th°
man locked away silently in B
cell, then it should be possible
see the job as more worthwhi®
and with more status. Just &
schoolmasters have to combin®
teaching with punishing, so too €2
prison officers: but there is a necd
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:ﬁe reeadJU'St the balance between
e erc?(emse of authority and the
treatnlse of influence through
nly \ent. And treatment need not
smﬁ\mfean the use of professional
itg W_dOI‘ example treatment, in
‘hroulhw sense, can fake place
Shipsg the day to day relation-
Smaj] of a good T/A with his
interegrouP of workmen, or by the
indi\,izt an officer shows in the
2oy ual problems of a small
msp f men on his landing, prob-
pri Outside as well as inside the
Son,

ma(:) My third suggestion is in
ang 3’ | “ays the most far-reaching

ren edll§tnc. but at the same time
085‘1“1 it as the one requiring
the _reent attention. It seems of
S"Ucttl,tmo“ importance to re-
Such i€ the prison service in
twed way that the social gap
he N the governor grades and
muChU?lformed grades become
be eSS_ apparent. This cannot
Prom(:,n? simply by amending the
Woyly tion structqre—-such action
’eshumomy result in more frequent
hat'es wnt}‘nn. the hierarchy.
istin IS essential is that the status
be Ctions of the hierarchy should
app:c less precise. This cannot
sl Whilst all the ‘sir-ing’,

q 0‘&2', buttons and peak caps
Perig; er relics of pgra-mllltarISm
Satyg ;I_T_hxs.breakmg down of
Werni l;Stmcnqns cannot be done
More 51 t and indeed it has taken
the .. an a decade to break down

emrallgld social structure of the
Mirrg hospital where the situation

. TS in many ways the world

of ppo.
Prison. Nevertheless it is being,

and in many cases has been
achieved — perhaps the most
outstanding example being the
Henderson Hospital where
doctors, nurses, and therapists
really share equality in the treat-
ment of patients, and where white
coats and starched uniforms are
no longer seen. Staff meetings
really get to grips with the prob-
lems of individuals as well as those
of the community, and staff morale
is improved since all share a
common purpose, and all are
genuinely free to speak their
minds without fear of sanction, or
loss of approval or promotion. In
prisons the problem is admittedly
more difficult because the world
at large sees prisoners as not only
dangerous but wicked. The pro-
gressive mental hospital has merely
to reassure the public that mental
patients are rarely dangerous, it
has not got to grapple with the
vulgar aspects of the philosophy of
crime and punishment.

(4) Finally, it must be recog-
nised that the staff in a prison
have very special problems indeed
since they spend their lives deal-
ing with exceptionally difficult
people (and I would stress here
the use of the word difficult, not
necessarily dangerously aggressive
as the picture is so often painted).
Furthermore the home life of
prison officers is inextricably
bound up with everything that
goes on inside the prison. There
is a very great need for much im-
proved welfare facilities for staff
—and exclusively for them.
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“Erected for the Prevention of Vice and Immorality by the Friends
of Religion and good order.”
A.D. 1803 Swanage, Dorsel.
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