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' Comment

iy

It is ten years since the Journal devoted an issue to Prison
Industries in this way and indeed in the intervening years
the number of articles appearing on the subject are few and
far between. This might be thought surprising since work
probably occupies more time in the prison regime than any
other single activity, indeed it may be that we take it for
granted that it should be 50 since our society has for so
long regarded work as a natural part of man’s day. It is,
however, timely to return to the theme of work and
industry; attitudes in the wider society are having to be
reshaped in the face of an ever-growing proportion of
unemployed people and we cannot be immune from this
within the Service. Re-reading the 1972 issue indicates a
healthy optimism for the fast expanding Directorate of
Industries and Supply as it then was. Ten years on a
retrenchment is taking place with other questions being
asked. If the future prospect of prisoners gaining
employment on release is very poor why do we base our
regimes on compulsory work with work experience and
skill training as the lynchpins? Why not instead
concentrate our resources on preparing people to live in &
society where they are unlikely to work? There are pilot
schemes around the Service helping prisoners with social
skills or life training—should these be the model we adopt!
Or is education with emphasis on literacy and numeracy 3%
appropriate substitute for work?

None of these questions and the arguments they rais¢
can be 1solated from cost effectiveness. In running an
establishment the component activities of the regime are
crucial. We know of the depressing effects of
unemployment in outside society, will the same hold tru€
for a prisoner? It may be that a shrinking supply of work
will lead us to concentrate it in those places where the
working week is longest but it is worth remembering that
the tradition of working has provided the local prisons
with building resources that can be adopted for other
purposes. Work is a constructive form of association, if If
goes it is important that we replace it with other |
constructive forms of association. ‘

Finally two of the industrial managers who write in
this issue address themselves to the position of the
Industrial Manager and the Service’s commitment to
industry as a major and helpful part of the regime.
Perhaps we shall move to industrial and non-industrial ,
prisons, if so their message is clear; recognise the work and La
status of the Industrial Manager and commit the '
establishment to industry through its objectives and the
selection of the staff to run it,
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Observations by The Director
of Regimes and Services

K.J.Neale

It would be superfluous for me to trespass on the ground so adequately
Covered in the article by the Director of Industries and Farms (DIF) and the
Other excellent contributions to this issue of the Prison Service Journal. These
articles illustrate very well how much progress is being made, the scope for
developing a relevant work experience in the modern prison regime and the
‘Ommercial potential of our investment. I am pleased that the Journal has
ag.ain devoted an issue to prison industries, as it did in 1972 when I was
Director of Industries and Supply. So I make only a few broad observations
about the implications of a major commitment to industrial work in the wider
Context of the management of prison establishments and treatment regimes.

It is difficult to explain why the
‘Ommitment to work, particularly
Industrial work, that has characterised
the approach to prison regimes since
}he first elements of rehabilitation were
Introduced, still evokes sharp contro-
VeIsy about its validity and why prison
Systems throughout the world are still
grappling, generally with only modest
Success, with the management impli-
Cations of that. Perhaps work,
‘Onceptually, suffers from the fact
that, unlike other regime activities, it
Was originally perceived and practised
23 a punitive task and has not yet been
divested of that emotional burden.

Or do we yet understand enough
about the intrinsic needs and responses
Of people in a coercive custodial
Sltuation to buttress the concept of
Organised work as a relevant experience
for many for whom it has represented
4 major problem, in one way or
another, in the outside community.
In the sphere of management, the scale
and relative sophistication of the means

Y which industrial work is organised
and carried out in prisons, alongside
the continuous and compelling processes
Ih_at challenge operational management
With more immediate priorities, is
A threatening and often unwelcome
dimension., We have yet to re-orientate

.

our management style to accommodate
this in a positive and creative idiom that
uses the resources of the training regimes
to service the needs of operational
management in a comprehensive
approach that secks to re-distribute
the pressures on the organisation to
advantage.

What is being done about these basic
and rather spacious problems?
Internationally the experience and
definition of the problem is broadly
similar to our own. We have a contri-
bution to make to the solutions. On
the management and production side
of prison industries we are among the
best. In terms of the broader aspects—
a full working week, realistic wages—
we have a poor record by comparison
even with countries less advanced and
poorer than ourselves. A study of
prison management, sponsored by the
Council of Europe, is expected to be
published this year and will, I am
confident, rehearse some of these
problems in a wider context while
endorsing the role of prison industries
as a major factor and asset in regime
management. In our Prison Service
we are presently engaged in a compre-
hensive review of a number of subject
areas that bear on the problems inherent
in these very broad propositions. We

have embarked on a major re-appraisal
of the policies for the role of DIF and
in the new Regimes Committee we shall
be looking at the possibility of new
and creative developments in our
efforts to devise a coherent and pro-
gressive contemporary treatment
philosophy. More specifically the
concept of Accountable Regimes, for
which models are being developed at
Featherstone and Shepton Mallet
prisons, will provide the means of
planning and controlling the competing
resources which tend to inhibit the
operational management of regimes,
as well as motivating staff with a
participative role and the means for
management to optimise resource
utilisation through a monitored system
of accountability. In the field of
management science and technology,
we shall be seeking to develop
equipment and techniques that will
raise the capacity of managements to
cope with these problems and provide
prison industries with more advanced
control systems and better management
data. I like to think that alongside all
this new thinking in the Prison Service,
this edition of the Journal will stimulate
and inform the debate about treatment
regimes in general and prison industries
in particular. That it will be of interest
I am sure. It is more important that
it should encourage the improvement
and quality of prison regimes as an
asset to prison management as well as
treatment, |

Ken Neale is Director of Regimes and Services
in the Prison Department; Chairman of the
Council of Europe Committee for Co-operation
in Prison Affairs and a former Director of
Prison Industries.
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THE CLOSED
SHOP ] McCarthy

PART 1

AMSFOTEL'S GUIDE TO PRISON
INDUSTRY

““I find prison industries are a
considerable bore—more than that—
a nuisance. Running the routine of a
prison, the rising, the feeding, the
exercising, the bedding and the
occasional slop-out is enough in these
days of continuous staff unrest without
the unrealistic demands of the
Directorate of Industries and Farms
(DIF)"’.

“Work is unrealistic anyway in days
where there are 3 million unemployed.
It is training for the unemployment
queue that we need to do. to encourage
inmates to have hobbies and interests
to occupy their time”’,

“I do not want particularly to know
how much my shops produce and I am
only interested in the hours men spend
in them; even that is a questionable
benefit when, in the last staff dispute,
discipline reports went dramatically
down whilst the shops were shut—and
after all control is our primary task,
not production™,

““Not that the alternative of education
is much better but at least I won’t have
a theoretical accountability about
workshop hours and production.
Education is firmly under the
dominance of prison routine and has
no lever to be otherwise, except exam-
ination results, but use of cells with
examiner plans will cover that”’,

All of these comments I have heard
from colleagues (will no-one rid me
of this turbulent priest?) in the field.
I like that expression, ‘‘in the field’.
To some it 1s a ruminating expression,
reminiscent of the country bumpkin.
Others feel the connotation is of a
battlefield. Personally, I consider it
is used as a slightly patronising
expression to differentiate the managing

(or is it the nagging?) from the labouring
class. However, all this is beside the
point,

Rigor Mortis

There is a language, used regrettably
neither by Sophocles nor Marcus
Aurelius (nor indeed by Tarski), that
revolves round the concept of open
and closed systems. Basically, it is
expedient to reveal open systems as
those who like the outside world and
closed systems as those who don’t. (A
thought: a house of prostitution would
be hard to define in those terms. A
convent would not; nor the Army and
Navy Club.) The prison system is
firmly a closed system. Closed systems

have closed minds—need I say more?
Our Service mind is firmly shut, with

the important events of our parish
paramount. Examples idly caught
could be the cleanliness of toilet recesses,
the staffing scheme, unchained works
barrows, the amount of cannabis found
behind the cigarettes sold by the canteen
or, in the ultimate, isn’t Headquarters
terrible? Anyway, this closed/open
system theory: closed systems are rigid
with rigor mortis, paralysed with
paranoia, angsted out of this world by
anxiety defences. In short, they don’t
like change and anything to do with
the outside world is firmly de trop. In
addition, the rigidity of the organised
structure means that the routine run
by the uniformed staff is all-powerful.
Anything that intrudes on this is
dangerous and if it brings the danger
of success or failure it is out, but out,
of the question. Of course, we are
more polite than this. We just don’t
acknowledge instituticnally that
industrial production exists. Yet it is
the one inarguable positive management
success criterion that we have. In my
opinion, like the first Inspector General,
it was always destined for assassination
as organisationally inconvenient. An
assassination conducted by a welter of
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words like canteen, bathing, probation
visits, hours of staff attendance which
are more comfortable than apathys
conservatism, lack of will and poorf
management (which a competent
manager might think nearer the truth).
Personally, I'm on this humane¢
containment kick, it’s so vague as 10
be superbly ethereal. Is it library
books, long visits and the opportunity
to visit the gym or is it the intensive
world of the Open University? It 13
the lack of definition which means
the freedom to do nothing as opposed
to production figures which pose the
threat of having to do some (perish
the thought) positive action, and 1
didn’t get where I am today by being
positively positive but by just creating
the impression of such activity., This
creation of an impression, covertly
agreed on by most of us, consists of
the taking of the best possible cours¢
of action intellectually supportable by
the advanced thinkers, and at the sam¢
time non-threatening to the non-
activists. Intellectually attractive and,
at the same time, no naive thought of
changing the status quo. Don’t get
your hands dirty, father, you lookK
beautiful just sitting holding plastiC
flowers. The meaning of that implicit
allegory eludes me but it must fit
something,

When, if the needs must, I set out
determined to visit my prison’s 22
workshops it is a journey of exploration.
One I have never actually found; on¢
doubts if anyone else has either, but
we are all bound by fear of ouf
ignorance being discovered. Lest I gain
undeserved credit, I need to say I rarely

_l__-__#

Educated at Bedford and Sandhurst, Johp
McCarthy has served at several establishments
including Grendon Underwood. A year &
Manchester University under the Simon
Fellowship Scheme gave him an opportunity t0
study management. He is at present Governor
of Wormwood Scrubs prison.
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Visit more than five before ennui
Overtakes me, Vast areas of empty
Sheds with unused machines echoing
to the clatter of the occasional staff
'¢a cup. Scared inmates come into the
shop about 9.20 in the morning, only
10 be shot out to exercise in 30 minutes
‘N case they settle to work. In the
afternoon, the shop re-opens at about
2.30 to work until 4. A total of about
10-12 hours per week. Such capital
'Mvestment, such grandiose dreams,
VIsions of thirty-five hours work
With whirring machinery, production
largets, schedules, patterns, profits
(even that?) all now like Ozymandi.

Profit
NOW. and for some years past, DIF
have been trying to get back into
the profit arena by threatening to take
Our workshops away unless we get
More hours of production. Such dis-
l("!’alty 1s vaguely hurtful. With such
S}}ODS as we have, we can present a
PiCture to ourselves and those outside
Of constructive activity. We can dwell
l‘:""mgly in the land of what might have
been, and even make it real for a few
;TI?ments by the thrill of visiting the
ti‘-lllbzzors"‘ shop at the one moment of
¢ day when production is at its peak.
“flth such shops we can present the
Picture of a ‘“‘complex organisation”
Which produces serious frowns and
1ods about our management expertise.
?fter all, if I manage all this I must
“ Competent. The fact that it is not
:vorki.ng and I am therefore incompe-
*t, is avoided quite easily. I throw
g?rts at a board marked ‘POA’ (when

CYy are not looking).

This rambling is all very well but
Maybe I should be constructive instead
ff knocking everything. (If you wish
O follow this constructive view please
ﬁ? directly to Part I1.) I think I feel
ska'f I consider that I am bound in vast

‘Ins of silken wool—the debt of
ges—and that unless someone starts
Verything off again progress is
ll_f“li?'(?issible... But with a new conditioned
COUIS system starting at seven, progress
hould be possible. So on that note of

Sbe I will approach the problem
ghllosophicauy. What is the living day
q A2 prisoner for? Why does he have

aily exercise of one hour (Idon’t, do
gt"“?) Why does canteen, bathing,
W(;; have to be in working hours?
T at about shift systems in the shops?
. O start at the beginning again—what
S the living day of a prisoner for? 1
“Uggest it is for him to lead as normal
% life as possible within secure

“Onditions so that he retains (or

Q

increases) as much as possible of his
constructive functioning, both mental
and physical and spiritual. This means
him, or her, being kept physically,
mentally and spiritually fit. The
question then arises how much should
we be responsible for him doing this
and how much is his responsibility?
If it is his responsibility how much
should we accept it as our duty to
arouse in him a higher level of
responsibility? These questions are
against a background of the whole
effect of the false environment that
prison provides. Anyone who sets
himself/herself up as caring for and
managing others has to accept that
part of their responsibility is to motivate
them towards the purpose of the
organisation, whatever it may be.
One purpose of imprisonment is to get
people to keep the law outside prison.
(There are many informal purposes, I
merely pick one of the formal ones
for the purpose of the argument.) The
problem is that we do not know at
present how to pursue this purpose
nor have we the resources at present
to carry it out. An alternative purpose
is to keep down the cost of incarcera-
tion, mentally, physically and
financially. At the present time I opt
for this choice as, whilst I realise it is
possible to overcome some of the
obstacles that prevent us having a
reformative influence, the will to
conquer is not present nor is it likely
to be present for some time to come.
We are hidebound by history and
blind to the holocaust of psychological
damage, misery and hurt that we inflict
for needlessly long periods so that
eventually many inmates are deadened
even to deprivation. I am not necessarily
against punishment, only against
pointless punishment. I am in charge
of a good staff in a dilapidated, but
reasonably clean, prison that stores
humans in boxes. Mostly the storage
space is over-used but the users adapt
fairly well and the storers are humane
in a straightforward sort of way. ]
should be proud? In fact in a way I am,
but of what I do I am not. If one
accepts the tenet of the sentence not
being punishment I am involved in an
act of overt hypocrisy, in collusion
with those whom I criticise as un-
thinking. I flatter myself I do think.
I am therefore the greater sinner.
Talking about sinning (and why not?),
too many in the Prison Service
chaplaincy are conspicuous by their
absence of prophesy In prison matters.
Bureaucratic church ministers are not
Christian priests. They are theologically

JANUARY 1982

qualified civil servants. The civil service
blessed by the presence of the Ministry
in its midst reciprocates by allowing
them to fill in parole reports and other
with the junior governor grades. A
good quid pro quo. Ave memoranda.
However, in justice, we all know the
prophetic message that needs to be
given—how many of us give it? (For
the relevance of this passage to prison

industry see Irenaeus of Lyons and

his views on the demi-urge.)

Commitment

But I must conclude. I am, like the
Service, getting nowhere but filling in
a lot of paper. It’s called at home
‘““Amsfoteling’’. So, to the point.
This service could be much better than
it is. The fault lies not with the staff,
the fault lies not with the Director
General nor with the Divisions but,
in my opinion, primarily with the
governor grades. If there is one thing
worse than an intelligent bureaucrat,
it’s an unintelligent one. And yet that
statement i1s not only provocative,
but unjust. Qur actual work does not
demand intelligence; that quality,
unfortunately, is only needed to defend
the way we do it and that defence is
the job of the interdepartmental civil
servant. The training which governor
grades receive reflects that. Diluted
theory delivered by intelligent novices.
Not just diluted either, but un-
committed. But there is the heart of
the matter—our lack of commitment
as professionals (oh dear, that word),
as human beings and as Christians. It
affects all areas of prison life, including
industries.

You do however have to beware of
one kind of commitment-—commitment
to change, as opposed to commitment
to preserve. I didn’t get where I am
today by questioning critically anything
(except, of course, criticism of me
which is by definition anti-authority
and therefore unworthy of
examination). My aim has been to
put aside ideals in practice, to mouth
them frequently and at the same time
climb the ladder as fast as possible.
It’s quite easy to be offensively
inoffensive, make friends with those
in power, go through the right display
behaviour, then your work doesn’t
count; only important people’s opinion
of you. My own particular dodges are
firstly to find out what the Controller’s
latest idea is: when you meet him,
bring it up from your own brain with
enthusiasm. Secondly—name drop:
like, ‘I was talking to the Director of
Rolls Royce’ or ‘the Commandant of
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the Police College’ or ‘so and so the
MP, likely to be Minister or Personal
Secretary to the PM’. All the world’s
a stage. Caution—never mention
Schopenhauer—it threatens them
(his music is terrible anyway). So here
I am at Wormwood Scrubs. What,
oh what, went wrong?

PART I
NO MORE AMSFOTELING

You will be aware from your knowledge
of me that I could not have written the
destructive, unbalanced, frustrated
diatribe in Part I. It was of course
Amsfotel who composed it. He haunts
all governors of the flagship (loud
drums, lowered flags, Land of Hope
and Glory, three dog bark salute). So,
serious I must be from now on: that
is 3 statement of genuine intent.

I do not believe that industry can
become an integral and accepted part
of the service until the total organisation
changes. Organisation should fit
function. In my opinion, 1t fails in
our case to fit overt function but fits
only covert function (i.e. upwards
accountability in terms of defensibility).
Some of my evidence is as follows.
The overall aim of the Service 1s to
contain prisoners in such conditions
as society, through parliament, may
determine. The aims at present of
this Service are:

1. humane but secure containment
2. service to the courts
3. ill-defined provision to
motivated prisoners of
opportunities for personal
growth
4, rehabilitation, i.e. education
for re-entry to the world
5. profitable industry
The first must be common to all prisons.
The other four are functions requiring
specific forms of organisation if they
are to be efficient. The third, fourth
and fifth functions are not mutually
exclusive.

Staffing

If we look at open prisons they have
small staffs as the security needs are
minimal, though the growth or
rehabilitation function may be large.
Yet the overt aim is rehabilitation or
growth. The organisation does not fit
the function. If closed prisons are
considered, the regime is for humane (?)
but secure containment not for
industry nor rehabilitation nor growth
(leaving aside Coldingley, etc.). In
fact, nearly all institutions are primarily

staffed on security grounds and not
on any other, so any function apart
from secure containment is inimical
with the organisation. The reason for
this 1s that political accountability
demands effective containment. It
does not demand much else, provided
the containment is not too obviously
inhumane,

Accepting the inevitability of
political accountability, one way of
creating greater efficiency is to create

establishments organised, staffed and
managed to carry out specific functions.
This will mean clear direction through
stated priorities for each institution. I
know we have so-called functional
establishments (like for example training
prisons or borstals) but though
described in functional terms they are
not staffed nor managed to further
that function.

If each region had local prisons
servicing the courts: rehabilitation
and/or growth prisons; and industrial
prisons, then each type of institution
could be staffed accordingly. Functions
need not be mutually exclusive, except
in industrial prisons and this article is
about them (alright, alright, I know
what you are thinking). In rehabilitation
and growth prisons, industry can play
an effective part but it will have to be
subservient to the primary function.
It is obvious that an industrial prison
must have a 35/40 hour working week.
All other activities must therefore be

in the evenings and at the weekends. .

Objections may be raised in the form of
‘““‘what about the POA?’’ A bargaining
counter is to offer all the work, less
one or two top management posts, to
uniformed staff and where there are
inevitable gaps in training and
experience offer full-time training
with a view to appointment. Parallel
with this is the need to cut down the
number of managers in all grades. At
the same time, abandoning the existing
historical parallel and warring structures
of junior Governors and Chief Officers/
Principal Officers.

All appointments should be to
functions: e.g. institutional manager,
wing manager, landing manager,
reception manager. In the long term,
all prison staff should enter at the
present officer (junior supervisor)
level. There should be real opportunities
for rapid promotion. To have a single
promotion structure, members will
either all have to be in uniform or in
civilian clothes. Industry needs flexible,
organic management. In my opinion,
uniform inhibits such attitudes, even
if only for the reason that the uniform

has been associated in the public’s eyes
with repression and civilian clothes
with sweetness and light., I know it’s
largely rubbish but fantasies do exist,
so everyone needs to be in civilian
clothes. Everyone will need to be undef
the civil service code. The style _Of
management will have to fit the function
of the institution, i.e. in this case that
of industry. It will need to be based
on organised task teams managed i
a participatory style, or at least genuin¢
consultation with the team runmng
their own work task. Finally, the
inmates. I believe man’s basic need,
after survival in all its forms, is to 100K
after his family in the same way as other
animals defend their families and hunt
for them. Deprived of this function,
forced into dependency, his anger and
aggression can easily get turned inwards
(into depression) or outwards (to riot
and pillage). So inmates must 8¢
paid full wages so that they can directly
support their families.

It is time I concluded. You may b¢
thinking, it’s all very well this broad
brush painting but it’s the details that
are the snags. I said earlier we need t0
start again. This is my idea and on¢
suggestion of how to do it. TO
extrapolate to other areas is not
difficult, but other areas are not th¢
purpose of my article. The repéf-
cussions for Headquarters would b€
considerable, but again that is not th¢
purpose of my article. I would however
point out that the parallel effectiv
working of functional and geographical
management is common in largé
multinationals. Anyway the strain of
this intellectual fantasising is proving
too much for me, much too much.

A letter came in the post for me this
morning. It said: ‘“Dear McCarthy
(it said): your snide remarks at th¢
governor grade and the service generally
are not appreciated. What have you
done in Wormwood Scrubs in thé
last year? Mouthed patronising phIELSfS
like "My JOD 1s 0 get you to thnk’; X
want you to grow’, etc. By what right
do you say these things? You g¢
paid to do the thinking—you have 10
right to abdicate from youf
responsibilities. Signed Your?
insincerely, your friend, Amsfotel’ "
I replied: ““Dear Amsfotel; If we, a5
citizens, accepted more of our personal
responsibilities, would morals be a5
they are today, would the state be @5
it is today, would society be as it 15
today, would the environment be a5
it is today? Yours, McCarthy”’.

““PS: Or would industries in prison
be as they are today?”’ ¥
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] Anderson

““A programme of useful work should be established at the
prison, not as a treatment programme, but simply because this is
regarded in our society as a substantial part of the life of the
ordinary adult’’. (Norval Morris in The Future of Imprisonment)

Why Industry in prison at all? It can
Cargued, cogently and persuasively,
that if society is taking the drastic step
Of at least temporarily banishing into
tXlle some of its members who for
One reason or another don’t fit in and
“an no longer be accommodated in
the community, then perhaps with an
tYe to their return, it is in everyone’s
'Nterest that they should not lose touch
With ordinary, everyday life. Hence
the emphasis on prison replicating as
fiarly as possible in a closed environ-
Ment the conditions and norms of the
Vorld outside. Hence Coldingley—
With its industrial emphasis and the
Underlying recognition that not only
¢ prisoners human beings but that
ohe day they will also be released.
Slﬂ.lplistic though it may seem, it is a
elief worth holding on to because
0t only does it link the past, present
and future in both social and personal
'®rms but also makes some sense of
the currently unfashionable concepts
Of ‘treatment’ and ‘rehabilitation’;
0t that the authorities are attempting
'0 mould other people into a pattern
of Conformity still less that, like the
\ttle girl in the fairy tale, we hold the
eCrets of the magic porridge pot.
S$entially, it is about acceptance in
e ‘here and now’ and expectations of
the future. As prison administrators
Ve are doing no-one a service and are
qeluding ourselves if we think we are
' the business of, on the one hand,
dolng things for other people and, on
the other hand, judging them.
. The difficulty is in being able to hold

N tension the acceptance and expecta-
on, Without the acceptance, we get
‘Ntangled in delusions about power
0d social engineering, ranging from

\_——

behaviour therapy to ‘short sharp
shocks’. When we discover that these
approaches don’t achieve the desired
objectives we fall prey to the guilt and
depression which society feels about
offenders; but society, usually unable
to acknowledge these feelings,
discharges them on to its agents who
have been entrusted not only with the
care of the prisoners but also with
ensuring that they mend their ways.
Without the expectation and the future
we drift into an easy and comforting
assumption of our role as the only ones
who care, the only ones who can
tolerate badness, together with the
belief that offenders will always be with
us, nothing can be changed and that
it is both impudent and unrealistic for
outsiders to suppose that people will
emerge from incarceration any
different from what they were when
they came in. Or, as Goethe succinctly
put it: ‘‘If you treat an individual as
he is he will stay as he is, but if you
treat him as if he were what he ought
to be and could be, he will become as
he ought to be and could be’’.

But, however good our intentions
are, it is impossible in a closed
environment to replicate exactly the
conditions of the outside working
world and we need to ask ourselves

oo PRISON IMDUSTRIES

whether this is really what we want to
do anyway. If it lies in our power to do
otherwise, do we seriously think it
desirable (or even moral) to attempt to
reproduce in prison the conditions in
Britain today with millions unemployed,
a deep sense of alienation and
frustration, and national policies which
reflect an obsession with competition
rather than co-operation? As Paul
Tournier observed in a recent interview,
what is lacking is a ‘‘sense of the
person, a quality of personal relation-
ship. The triumph of science and
technology, the automation of pro-
duction, the bureaucratic centralisation
of the State, even leisure mass-
produced, are all taking us more and
more rapidly into a world of things,
and into the eclipse of the person’’.
Perhaps in prison it should be a
different experience that is on offer,
an alternative way of looking at life,
options that afford different solutions
to problems and hold out the hope of
change.

Industry certainly has a place in the
scheme of things. To feel that one still
has a stake in the community, or a
contribution to make, that one’s work
is valued, that the end-product is
socially useful and reflects creativity
and craftmanship—these are the

continued on page 10

Jim Anderson joined as a Borstal Housemaster
at Hollesley Bay Colony in 1959. He served at
Portland, Leyhill and in the Prison Department
Inspectorate before becoming Governor of
Huntercombe Borstal in 1973. Four years later
he was appointed to Coldingley Prison where
he is in charge of an establishment in which
industry is the major consideration in the regime.
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A PLEA
FOR REALITY

Contributed by fwo prisoners

from Coldingley

The present industrial scene in prison can be compared to the
old-fashioned treadmill—a great deal of energy being expended on getting
nowhere—devoid of purpose, incentive, realism and a sense of achievement.

At the outset of a person’s term of imprisonment, rehabilitation should
be the over-riding factor in determining his treatment in prison. Whilst we
concede that this is by no means an original thought, it cannot be stressed too
often if there is to be any constructive change in the present Penal System.

It 1s patently obvious from the
present policy of sentencing that more
people are being imprisoned, more
people are spending more time behind
bars. The increase in the prison
population belies the myth that the
punishment of prison is a deterrent.
Surely any intelligent study of the
present system will reveal that it has
failed abysmally. No one can deny the
fact that there is no more profitable
investment than in trained human
resources. Rehabilitation and re-
education must be significant factors
if there is to be any hope of producing
individuals who may be successfully
integrated into society.

We feel that the ‘Work Ethic’, (in
the widest sense) is an essential
ingredient for any element of success.
How better to launch this, than through
‘Prison Industry’., The present system
as it stands, is totally inadequate,
unrealistic and does not bear any
resemblance to its outside counterpart.

We have to admit that any realistic
re-organisation will be a costly exercise
but if this leads, as we believe, to a
falling re-conviction rate, the invest-
ment will be more than worthwhile.

If the idea of re-organisation were
to be accepted, we submit that it
should be initiated and closely
monitored by experienced industrialists
from the private sector where realism
has to be the order of the day.

We advisedly advocate assistance
and expertise from ‘outside’ because

the apathy which is all too prevalent
in prison, extends to both staff and
inmates alike, purposeful motivation

- from both sides is sadly lacking.

Nowhere more than in the financial
area would realism come to the fore.
Firstly, individual prison schemes
would have to become financially
viable and secondly, prisoners’
earnings should be raised to a
comparable level with wages outside.
Complementary to this, it would be
expected that inmates would have to
contribute towards their keep and also
to outside commitments. Compulsory
savings should be introduced thereby
reducing claims bpeing made upon
Social Security when prisoners were
eventually released.

We contend that the form of industry
which we have suggested is more
closely aligned to realism than anything
which at present exists. We make no
apology for the constant use of the
word ‘realism’ because it is essential
in any constructive effort to rehabilitate.

It is our strong contention that
Prison Industry should not be confined
to mundane and repetitive tasks,
there should be ample scope for useful
creativity, neither should non-manual
work be excluded in any future
programme.

Education is very much a poor
relation of the prison system and any
society or community which ignores
Education is doing so at its peril.

Educational facilities should not be

regarded as an impediment to the
industrial scene but rather become att
integral part.

A system of ‘Day Release’ should
be made available in all establishments;
including those operating a 40 hour
week, and students should not b€
financially penalised for attending
such courses. _

A re-examination of the industrial
and educational facilities which could
be introduced along the lines we haveé
suggested would bring with them @
feeling of purposeful fulfilment,
which at present is virtually nor-
existent.

In Coldingley Prison some attempt
has been made to create something
approaching the type of ‘work
situation’ we have previously outlined:
However, the absence of any sense 0f
realism, liaison and co-ordination
prevents the industry achieving any
credible viability or any parity with
outside concerns. It is not possible 11
a short article such as this to make @
detailed analysis of Coldingley oth¢f
than to say that if a genuine attemp?
at partnership between civilian staff;
at all levels, and inmates in the subject
of decision-making were to b€
introduced, this would go a long way
to introducing a new impetus into what
appears to be a slowly disintegrating
organisation.

What is wanted are fresh ideas, 4
lot more involvement with peopl
outside—people outside the Civil
Service e.g. industrialists, academics;
accountants and trade unionists, etc-

We do not pretend that anything
which we have suggested could b¢
regarded as a miraculous discovery 0f
indeed, anything sensationally reveal-
ing, they are simply our thoughts which
we sincerely believe might be food f0f

continued on page 17
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Industries
and Farms:

a retrospective

PCanovan

Director, DIF

The Prison Service Journal last devoted a major part of one of its issues to
Prison Industries and Farms in April 1972. Ken Neale (who was the Director
?f What was then known as the Directorate of Industries and Supply) began his
'“.tl‘t)ductory article ‘“We take it as a compliment that the work of the
Directorate should feature so prominently in this issue of the Prison Service
Journal and we are grateful to the Editorial Board for their interest in our
affairs’’, Almost a decade later on his words can be repeated but not without
S0me feeling that this latest interest in DIF’s affairs on the part of the Editorial
Board js coloured to some extent with a desire to take a retrospective view of
What industries and farms have achieved and failed to achieve over the last
decade together with a wish for some indication of future perspectives.

. A decade ago prison workshops had
Just begun to emerge from the cottage
'Ndustry stage. Cottage industries have,
of COurse, many advantages as far as
Ndustries which have to operate in the
‘Ontext of the Prison Service are
“Oncerned; they are labour intensive,
'equire virtually no capital plant or
{?}achinery, require little training for

€ Operatives and do not demand
SKilled instructors or a quantified and
‘®Qular workforce. Their principal
'Sadvantage, however, is that their
IE’rf)ducts‘, are unmarketable. This is a
arly decisive drawback. It may be
rfi(‘,r:lll'f:d that two of the better products
?f Prison workshops in those days were
Y€ grass judo mats and wicker skips:
PO market exists for such products
boday; they have long been superseded
Y superior synthetic alternatives along
mth all the other products of cottage

dustries. The industrial consultants
Who advised DIS a decade ago to move
Way from cottage industries towards
the model of industries in the outside
Yorld were well aware that the days

e ——

of cottage industries were numbered;
they advised DIS to develop industries
modelled as closely as possible on those
in outside industry because only in this
way could regular supplies of work be
obtained and it would only be possible
for Prison Industries to produce
products of marketable quality, price
and delivery if they could compete with
modern outside industries. Develop-
ments over the decade have proved
that this advice was right: shortage of
work has not been a problem for Prison
Industries with a few minor exceptions;
capital investment in plant and

machinery and staff has enabled
industries to produce a quality and
quantity of products that would have
been inconceivable 10 years ago and
many of these products are as good as
or even better than the products of
outside industry.

But if Prison Industries have
been successful in producing goods
which can compete for quality and
price with some of the best of British
industry, it is also true to say that in
several important respects they have
not been permitted to live up to the
expectations of those early days. In
1970/71 for example, industries em-
ployed more than 16,000 prisoners for
an average working week of 26 hours:
the annual total of man hours worked
was nearly 22 million. By 1975/76 the
number of inmates employed had
fallen to 14,400, the average working
week to 23" hours and the annual
total of man hours worked to 17.5
million. By 1979/80 the position had
further deteriorated; the number of
prisoners employed was under 13,000,

continued on page 10

After working as a school master at Ampleforth
College and subsequently as a lecturer and senior
lecturer in a College of Education, Mr. Canovan
joined the Home Office in 1971 and worked in
the General Department. He was transferred in
1973 to the Prison Department where among
other duties he was the Secretary to the Prisons
Board and the Prison Department Committee.
In 1978 on promotion to Assistant Secretary
he took charge of the Nationality Division and

in 1980 became Director of Industries and Farms.
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Value
for

Monex

I.E.Scarlett

Commercial Manager

The government’s purchasing policy is brief and to the point: value for money.
In the past, this has tended to be interpreted as the lowest price but it is now
widely recognised that this is too narrow a definition. In assessing value for
money, one has to take into account wider implications; for example, the
assurance of a continuous source of supply, the back-up service that will be
provided in the future. Those responsible for purchasing are familiar with the
concept of value for money and would automatically take it into consideration
in carrying out their task. I would like to consider in this article the much
wider implications for Prison Industries and the Prison Department.

We are all too well aware of the
current economic difficulties which
the country is facing; it is a subject that
is constantly in the news. It would be
unrealistic to expect the Prison
Department to be unaffected. Prison
Industries first felt the effects in the
oil crisis of 1973 and since then the
problems have multiplied. At first, the
difficulties were external: problems in
the supply of work and the supply of
materials. But, during the past three
years, the effects have also been felt
internally, primarily due to the intro-
duction of financial limits and (more
recently) the pressures on Prison
Industries to reduce the net deficit on
our votes. These pressures are not only
felt directly, but also indirectly, because
the need for all departments to keep
within their financial limits affects

every aspect of prison operations.

S & Tand Works
Before considering the various aspects
in more detail, it is important to stress

that the policies and the aims and
objectives for Prison Industries have
not changed. We recognise that the
Directorate of Industries and Farms
(DIF) provides a service to the Prison
Department. In the context of this
article, the first task is to provide a
service to the prison community as a
whole. Our main customer is the Supply
and Transport (S & T) Department.
It is generally known that we manu-
facture the majority of inmates’
clothing and cell furniture and provide
a laundry service. However, it 1s not
widely known that we also provide a
design and development service for all
the products required by S & T for
Prison Department use. We have, over
the past few years, been looking at a
number of articles to see how they
could be made more cheaply and give
better value for money. We are now
intensifying these efforts and the
technical staff in the three product
groups will be liaising with S & T to
identify those areas where there are

the greatest savings. Using the faciliti€s
of the Clothing and Textiles Develop-
ment Shop at Reading Prison and th¢
Engineering and Woodworking
Development Shop at Portsmouth
Prison, they will redesign articles based
upon performance specification afl
try to ensure that they are fit for the
purpose they are required and at the
least cost to the Department; not just
the lowest initial price, but to ensur¢
best value for money during the lif¢
of the article, taking into account
servicing, maintenance, wear and teals
etc.

It is not only intended to give this
service for the articles manufactured
by Prison Industries but also to the
items which are still purchased by the
Supply and Transport department
because Prison Industries are not yet
capable of their manufacture—for
example, prison officers’ uniforms.

Another major area of manufacturé
of items for domestic use is for thé

Works Department: doors, windows:
et ——re———aat S ———eee S —ee e ——

After qualifying as a Mechanical and Productio
Engineer, Ivor Scarlett worked for a number of
companies manufacturing a wide range of
products before joining the Prison Service I"
January 1970, being appointed Commerci?}
Manager in the Directorate of Industries and
Farms in 1975.
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S¢Curity grills, concrete products,
brushes—to name just a few. Because
there is a much wider range of products
Manufactured in smaller quantities,
Itis much more difficult and requires
More resources to redesign and develop
the Mmany articles required, and, there-
fore, progress will be slower, but I am
Sure there are areas where the effort
18 Justified and there is scope for

Obtaining better value for money.

Other Departments

After the Prison Department itself,
Our next priority is to seek work from
SOvernment departments, nationalised
Ndustries and local authorities. In this
1eSpect we are a Priority Supplier and
It s the Government’s policy that
Prison Industries should have first
Preference, together with other Priority
Suppliers, for work from government
departments. However, it has to be
fecognised that all government
departments are currently under
Pressure to reduce expenditure and get
Detter value for money. The implica-
ons for Prison Industries are
Straightforward. Qur existing customers
~MOD, PSA, and others—have been
indulgent in the past because they have
rt’:c:()._gnised our difficulties: we were
habitually late on delivery; sometimes
there were quality problems, and
SOmetimes we were unable to meet the
Quality assurance standards required by
Private industry. These government
departments can no longer afford us
this facility. If we fail to deliver the
800ds in the current year, they cannot
tarry the money over to the next year.
They want assurances that contracts
they place will be delivered on time and
all the articles will be to specification.
If we fail to give this service, they can
Obtain jt elsewhere, and already this
Year we have lost millions of pounds
worth of orders because of our poor
Performance during the last financial
Year, In future, if we are to retain, let
dlone expand the volume of work we
Obtain from government departments,
We have got to considerably improve
Our performance.

Qutside Industry

hat capacity we cannot fill by manu-
facturing for our own domestic use or
from the public sector, requires us to
Seek work from the private company.
A decade ago there were few problem
dreas, We could obtain work without
Serious difficulties or complaints from
Sutside industry but, with many firms
M financial difficulties and unemploy-
Ment rising, every market area is

sensitive. We are under increasing
pressure to cease manufacturing
products which will, directly or in-
directly, be in competition with private
industry. We have long had support
from the CBI and TUC and there have
been consultations for many years. In
1970, we established the joint CBI,
TUC, Prison Department tripartite
meetings which are held twice a year.
At these meetings, we have consulta-
tion on our future development plans
and discuss sensitive areas. We also
consider specific problems to try and
find acceptable solutions. These
meetings have been of considerable
benefit to Prison Industries and have
enabled us to avoid any serious conflicts
to date.

We also have had discussions with
various trade associations, and when
we identify a specific problem we try
and do what we can to avoid direct
conflict. In some cases the solution is
to change our products or to seek
alternative orders. There are obviously
serious production management
difficulties, but also, on occasions,
the need to change the plant and
equipment.

To help reduce these problems we
have developed a policy of marketing
products which will be substitutes for
imports  or, alternatively, products
which can be exported, so that instead
of competing with British companies
we are competing with foreign
companies. This requires considerably
more effort and resources in DIF.

A further effect of the current
economic climate is greater competition
for the amount of work that is available.
Government departments are looking
for better value for money for the cash
they have to spend. So does private
industry. They require reduced price
for the products. They are seeking a
reduction in overhead costs. Profit
margins for private companies are
therefore very tight and there are cash
flow problems and private firms are
therefore seeking better credit facilities.

Training

Earlier, I referred to the service we
provide to the prison community, but
the service for which we are better
known is the provision of work for
inmates to provide industrial training
experience, where possible, comparable
to that in outside industry. Where this
is not possible, at least to occupy in
useful employment those inmates who
are available for employment in
industry. To do this for each establish-
ment, we have in the past agreed plans
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for the various establishments, taking
into account the workshops available
and the needs of the establishment.
Until recently it had been assumed that
other resources would be available,
i.e. staff, capital plant and equipment,
tools, maintenance and, above all,
work.

Co-operation

This assumption is no longer valid.DIF
does not have unlimited resources and
it has to remain within its budgets. Any
net losses above that planned for and
agreed with the Prison Department’s
Finance Division have serious impli-
cations for the Prison Department. We
have made considerable progress,
certainly during the past decade, in
improving the level of resources pro-
vided for industries and improving the
quality and quantity of work. Standards
have been laid down for the provision
of industrial resources in all new
establishments and these are outlined
in the FE.11 guide. But with the current
financial constraints on the Prison
Department the provision of these
resources can only be justified if they
are fully and effectively used and
provide an adequate financial contri-
bution to offset the cost of the resources
provided.

This is not a problem for DIF alone;
operational management also has a
significant part to play. The quality
and volume of output is primarily a
matter for operational management.
But we must not overlook the important
contributions that can be made by other
Headquarters divisions. The Directorate
of Works is required to ensure the plant
and equipment installed is properly
maintained, breakdown kept to a
minimum, and when resources need
to be changed to enable industries
to improve efficiency or to manu-
facture new products, that the
necessary work 1s carried out. Other
Headquarters divisions also have an
important part to play, either in the
provision of services or when
developing their policies. Ideally,
there should be a corporate plan for
the Department in which DIF plays
its role. I accept that there are many
difficulties in doing this, particularly
when there are many pressures upon
the Prison Department and it is
difficult to predict the future with any
degree of assurance. Nevertheless, I
believe that this is a worthwhile
objective that we should strive for. 1t
would help us to avoid duplication of
effort, as well as facilitate a better use
of resources.
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Improvements
I believe it is necessary In these
difficult circumstances for DIF to take
the lead and initiate consultation with
regions and establishments and Head-
quarters divisions to identify the
problem areas and to agree what can
be done collectively to bring about
improvements in the use of resources
and to give the Department as a whole
better value for money. Efforts towards
this end have already commenced and
working parties are looking at a number
of aspects of this problem which should
help bring about long-term benefits.
The initiative has been taken to have
consultations with regions and
establishments concerning a number
of selected workshops to see what could
be done to increase workshop hours
and improve workshop performance.
This initiative can be extended as far
as resources permit. Despite the
difficulties, targets for improvements
in the ““macro’’ and ‘‘micro’’ sense
should be established for the next few
years, as worthwhile improvements
cannot be brought about quickly.
Unless we can do this and bring
about improvements, the likely outcome
is a progressive deterioration in
industries, with workshops being
closed due to lack of work or resources,

inmates being without work and an
increasing net loss in the operation of
industries, which would lead to an even
further reduction in the level of
resources provided.

The early 1970’s were a period of
optimism and expansion, a period in
which industries were largely successful
and developing. The late 1970’s were a

period of growing difficulties and
frustrations. The May Inquiry and
the resultant reassessment of the Prison
Department have helped us to bring
the wider issues into perspective and
to examine the options open to the
Department. I believe Prison Industries
are at the cross-roads. The potential
is there for Prison Industries to make
an increasing contribution to the
Prison Department. Alternatively we
could see a vicious spiral of declining
industries and growing dissatisfaction
by all concerned as the resources are
reduced. I would hope that, instead
of this being seen as an insurmountable
problem, it is seen as an opportunity
for Prison Industries to be outward-
looking and to develop in co-operation
with all concerned, rather than become
inward-looking and isolationist. I
believe that Prison Industries give good
value for money and can do even
better in the future. n

PRISON INDUSTRIES AND FARMS continued from page 7

the average working week was 22 hours
and the annual total of man hours was
14.85 million. The only gleam of hope
in this depressing picture was that the
value of industrial output per man
hour had shown a steady rise from
£1.05in 1970/71 to £1.647 in 1975/76
and to £1.7821n 1979/80*.

The reasons why there has been this
severe decline in the number of prisoners
employed and the amount of time for
which they are employed have been
analysed and discussed many times
over. This is not the place to rehearse
the arguments yet again and it would
be invidious of me to use the Prison
Service Journal as a pulpit to engage
in prosyletising. But the question must
be asked what reasons DIF has for
expecting that the decline in hours of
production over the last decade will
not continue in the future given that
the competition for inmate time and
labour shows little sign of abating and
that the financial and manpower con-
straints will remain for the forseeable
future. The point has frequently been
made that the loss made on DIF’s
trading account in recent years is
nothing more than the net cost of
occupying many thousands of prisoners

for millions of hours in the course of
*Figures adjusted to 1979-80 money values.

10

the year and in comparison with the
costs of other regime activities is
infinitestimally small; industries are
the cheapest way of occupying prisoners
and alternative means of employing
even the reduced numbers currently
in workshops would involve prohibitive
costs. Should it not therefore be
accepted that as prison industries exist
to give a service in providing occupation
for prisoners, they should be absolved
from the expectation that it produce
an overall favourable trading account?

This argument embodies some degree
of basic truth and is attractive in many
respects. Its fatal flaw, however, is that
it requires the assumption that resources
can continue to be provided irrespec-
tive of whether those resources are
used economically and efficiently. It
Is simply not acceptable that resources
provided by public money should
continue to be used inefficiently and
uneconomically and it can be expected
that the current pressure on the
Department to use its resources better
will not only continue but intensify.
It is for these reasons, if for no others,
that DIF expects that in the near
future pressure to make better use of
industrial resources will begin to bring
about a reversal of the decline in work-

WORKING FOR THE FUTURE

continued from page 5

important things and it is intensely
regrettable that in tangible terms the
rewards and remuneration are so few-
One of the most telling episodes 11
Alan Paton’s Cry, The Beloved
Country is where the pastor from
Johannesburg says to his unsophist!-
cated brother visiting from the hill
country that the tragedy is not that
things are broken; it is that they arc
not mended again...‘‘but the hous¢
that is broken, and the man that falls
apart when the house is broken, thes¢
are the tragic things”’. .
R —

A PLEA FOR REALITY

continued from page 6

thought in any future industrial policy-
There is one important plea which w¢
would like to make, and that is, that
any ideas from whatever source should
not be lost in the ponderous deliberad-
tions of ‘Establishment Typ¢
Committees’.

In conclusion, we emphasise the
value of real prison occupations as al
aid to rehabilitation. These must b€
pursued with relentless realism and
honesty if they are to provide any
moral example and purpose. »

shop hours and manning levels and $O
lead to a steady increase in produ&ct@ve
hours in prison workshops. The British
public does not appear to have many
expectations from the prison service
but it is difficult to believe that it would
find it acceptable that the averag¢
working day for prisoners is no mor¢
than four hours. The average taxpayer
has to work for something like an
eight hour day and it would be an
unenviable task to try to convince the
man on the Clapham omnibus that
the same should not be required ©f
the average prisoner. It will depend
on whether or not prisoners will begit
to be allowed to work for something
like 2 normal working day during the¢
next decade that prison industries and
farms will achieve what they ar¢
potentially capable of as a minimuni;
that is to say of achieving a level of
resource utilisation which completely
covers the cost of providing th¢
resources. If more than this minimum
target can be achieved and prison
industries and farms can begin to make
a financial contribution to th¢
Department, the next issue of the€
Prison Service Journal devoted tO
industries should make interesting
reading. _
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TEXTILE INDUSTRIES

J. Hewitson

Clothing and Textile Industries provide employment for more than 8,000
inmates and bring in about half the DIF income. Our industries consist of the
traditional Tailoring, Weaving, Light and Heavy textiles as well as the more
recently developed Knitwear industry. More than half our output is for
Internal supply and includes inmates and officers clothing and domestic
textiles for example, towelling and sheeting. The balance is made up by Post
Office mailbags and a range of clothing, equipment and domestic textiles for a
Number of other Government Departments leaving about 10% of our capacity

for sales to the private sector.

Our industries are well-established
and in the main well-equipped. We
Consider our role to be the employment
foundation from which newer or future
Industries can develop. Fundamental to
Our success is the ability to sell. If we
are not selling, we cannot provide work.
Y_Ou will therefore see how absolutely
vital it is for us to satisfy customers and
thereby preserve a source of supply of
work for the future.

Herein lies our problem. Without
doubt we must be about the most un-
reliable supplier of clothing and textile
Products in the country. 90% of our
Contracts, both internal and for outside
sal?s, are running late on deliveries.
This is not the only problem but it is
the most important and generally our
Performance across the board is not
One which inspires confidence or
hcourages suppliers to place work with
us. This deficiency is particularly
Significant when one realises how
fierce the competition is for work in
the industry as a whole.

Every country in the world makes
Clothing and most have a textile
dustry. As in prisons, labour-intensive

clothing is an attractive base industry
for developing countries and because of
their low wage costs these countries
have a competitive advantage. The UK
market is one that has been easy to
penetrate, and it is estimated that in
1980 imports of clothing and textiles
took 60% of the UK market in volume
terms. This has taken its toll on the UK
industry in terms of mill closures and
redundancies because low-cost imports
not only reduce the size of the home
market but also depress the overall
price level.

Combined with the world recession,
high interest rates and the loss of
competitiveness caused by the high
exchange rates, this has created
extremely difficult trading conditions.
Problems have been compounded by
rising energy costs in the UK. The
textile pipeline is a long one, from
fibre production through spinning
weaving/knitting, make-up and
distribution until the end product
reaches the final customer and massive
destocking at every stage, both in the
private and public sector, has resulted
in a severe cumulative reduction in

RE
CLOTHING

JANUARY 1982

orders. Destocking, combined with
company closures, has brought
substantial amounts of bankrupt stocks
onto the market. All this has resulted in
a fall of 1% in the last twelve months
in the price of clothing and textiles
with inevitable consequences for

profitability and future investment.
Against this sombre background it
has been necessary for all those involved
in the clothing and textile industry to
take a hard look at where the future
lies and what steps are needed to
combat the adverse market situation.
Even looking beyond the current
recession, it is unlikely that overall
demand for textiles and clothing will
show rapid growth. There will,
however, be attractive opportunities
in particular areas. Firms will need to
be flexible enough to take advantage of
fashion swings and to use their close-
ness to the market to respond quickly
to changing demand; to improve their
use of designers; to maximise their
efficiency in terms of manpower and
machinery. The UK alone is unlikely
to provide a market of adequate size
continued on page 16

Jack Hewitson joined the Prison Service in 1962
as a Tailoring Instructor at Leyhill Prison and
served at Wormwood Scrubs and Wandsworth
before leaving to work for the South African
Bureau of Standards for two years. After
returning to the UK he was appointed in 1973
to his present post of Clothing and Textile Group
Manager in the Directorate of Industries and
Farms.
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TOY MARKET

Electronic loys and Games

Why did DIF decide to enter the Toy Market? A blunt and challenging
question but one calling for an answer. Toys is an extremely competitive
industry; most of the year’s production is aimed at the Christmas buying
period so that all production plans have to be laid approximately one year
ahead of demand with no guarantee that the products will be sold. In recent
years these kinds of difficulties have led to the demise of some of the country’s
most famous and traditional toy manufacturers. But from DIF’s point of view
these difficulties are more than offset by some very considerable advantages;
prisoners seem to enjoy manufacturing toys, presumably because of the
association with children; toys are attractive and pleasing to the eye,
particularly in comparison with the usual run of prison industries products like
coat-hangers and mailbags; toys can usually be manufactured in small
workshops because they are less space-consuming than most other industries
and last, but by no means least, the manufacturing of toys is potentially
capable of contributing very substantially towards the Department’s finances.

According to information obtained
from the Department of Trade and
Industry index the annual potential size
of the toy industry is calculated to be
some £12 million for wooden toys, £15
million for tubular toys, £20 million
for mechanical toys and an incalculably
large market for electronic toys—the
forecast for the United States of
America 1In 1979 was some £150
million. It is clear that the markets are
vast and to some extent at least this
removes one of the major constraints
on Prison Industries in that Prison
Industries aim to take no more than
3 per cent of any one marketing seg-
ment. This i1s an essential consideration,
particularly in the current economic
climate, because too deep a penetration
of any one single market gives rise to
objections from trade associations and
trades unions. It will be appreciated
that many parts of the toy industry are
dominated by imports; if Prison
Industries seek to compete 1n those
markets 1t will encounter much less
opposition from trade associations and

virtually none from trades unions.

Compared with outside industry,
PRINDUS toy manufacture can be classed
as being medium-sized in the wooden,
mechanical and electronic toy side of
the business and quite small, currently,
on the tubular-steel side. Wooden,
mechanical and tubular toys are in
concept quite traditional and familiar
to everyone. Electronic toys, however,
are a completely different proposition,
and because of this they form the main
subject of this article.

Electronic toys are highly sophisti-
cated and call for a considerable degree
of technology, particularly in the

) Beaton

microprocessor field. Because of this
high degree of technology there 1s an
element of commercial risk; new
technology replaces the old at an
alarming rate. Thus, efforts have tO
be made to determine a product with @
reasonable and extendable life-cycle,
If at all possible. Secondly, the risk of
taking too much time from the inception
of ideas to the launch of the product
is very real: ideas can be readily
exploited by other manufacturers.
Thirdly, there is the ever-present cloud
on the horizon that could signify
interest from the Far East where 1t 1S
extremely difficult to compete on equal
terms.

Recognising these problems, 1t wa5
felt that, provided prinpus did nol
over-reach itself and expand only on
the basis of its increased knowledge€
and experience, then it was right for I
to enter the electronic toy market.
After all, was not the Government itself
encouraging industry to enter the€
microprocessor field?

So, in 1979, DIF’s marketing agen!
together with our technical specialist$
defined the design parameters of theé
Quick-Fire Target Game.

[t is a fact that in the commercial
world a production output in significant
quantities can usually be attained

continued on page 22
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After considerable commercial experience In
shipbuilding, furniture manufacture and genersl
building, Doug Beaton joined the Prison
Commission in 1961 as a Technical Officer;
being promoted to become Woodworking
Specialist three years later. He was appointed
Regional Industrial Supervisor (Midlands) in
1970 and in 1974 took up his present post a5
Group Manager (Engineering and Woodworking)
in the Directorate of Industries and Farms.
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How the

Industrial

Manager
sees himself

Colin Hawkins

WANTED:
DUTIES:

Works Manager

To manage an industrial complex to meet the
Managing Director’s needs for the employment of
an allocated work force. Responsibie to the
Managing Director through a Financial Manager.

LIMITS OF Finance—NIL.
AUTHORITY: Selection of Staff and work force—Limited

Would we expect there to be a rush of
Qualified applicants responding to an
Advertisement like this? Would we
really ¢Xpect a manager in the private
*Ctor to be able to achieve his objectives
With 50 little authority?

We are often involved in discussion
With each other regarding the
‘esponsibilities and authority of
Managers, yet in this modern prison
ervice we impede the Industrial
M&nager to such an extent that in many
Nstances it is impossible for him to
berform effectively and meet objectives.
What organisation, whether it be in
the Private or public sector, would have
9 Mmanagement structure where the
Managing Director was not in direct
Ontact with the manager whose efforts
*sult in cash coming into that
Organisation. Yet we do in this service.

Following the May Report, Prison

Department have reorganised at
Headquarters and Board level. With
this reorganisation, the employment
of inmates, (works, industries,
education, etc.) is the responsibility
of one of the Board members, namely
the Director of Regimes and Services.
The Financial Manager referred to
earlier, namely the Administration
Officer, is clearly channelled to the
Director of Personnel and Finance.
How then is it possible that he is the

JANUARY 1982

Managerial responsibility for all staff engaged in
industry except support staff.

General Manager of industry in an
establishment since he is able to spend
on average only 10% of his time on
industrial matters?

The Administration Officer was of
course in charge of industries before
the Industrial Manager posts were
recommended by the Salmon Report
of 1933, which incidently recommended
that the Industrial Manager should
take over from the Steward, the

employment side of the latter’s work,

Colin Hawkins joined at Wakefield Prison in
1968 as a Civilian Instructional Officer following a
long experience of the engineering industry.
Appointed Production Training Officer for the
North East in 1972, he was promoted to his
present post in 197¢. As Industrial Manager
based at Durham Prison he has responsibilities
for industrial activities in six other neighbouring
establishments.

13
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and be responsible through the
Governor to the Industrial Commis-
sioner. Now, nearly 50 years later, we
have infinitely more complex industries,
but we still have a management structure
which was recognised as being outdated
all those years ago.

This current antiquated local
management structure results in the
Industrial Manager reporting through
the Administration Officer to the
Governor, whilst other regime activities
heads, report direct to the Governor
and invariably their activities may
occupy a much smaller part of an
inmate’s time.

The Report on the Profitability of
Prison Industries prepared by the
Arthur Young Management Services
in 1981, realised that if prison industries
were to improve its performance,
changes were inevitable.

The three main proposals are;

1. “Priorities and objectives should
be set by the Prisons Board for each
establishment which should include
an agreed role for the Directorate
of Industries’’. This inevitably
should lead to some changes.
However it is envisaged that an
increase in workshop hours should
be possible in those establishments
where industry is to be a major
regime activity, Many times in the
past, regime activities have been
brought into establishments with
little or no consideration to the
costs or to its affects on the existing
regime resources. Basically this
thinking is in line with other recent
Prison Department initiatives such
as accountable regimes whose
purpose is to ensure that manage-
ment can make the best use of
existing resources. The eventual
aim is that Governors and other
senior staff should be more
accountable for the activities in
their charge.

2. ‘““The training and assessment of
Governors should take into account
their part in the performance of
industrial activities’’. Governors
may be concerned regarding this
aspect, however, since they are
ultimately responsible for all aspects
in their establishment, it puts no
real extra responsibility onto him.
It does, however, put accountability
for the governor to supply a labour
force for an agreed number of
hours, with the Industrial Manager
in turn being accountable to ensure
the budgetted volume is produced.

3. ““In establishments where work is
of a high priority, the Industrial
Manager should report direct to
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the Governor’’. Where an Industrial
Manager is based, clearly reflects
the importance of industry at that
establishment. He should, there-
fore, report direct to the Governor.
This is currently happening in some
establishments.

Personally I believe the report does
not go far enough when it states that
where there is no need for a resident
Industrial Manager, the responsibility
for industry can remain with the
Administration Officer. In many
instances the Industrial Manager may
have a deputy who is available for
more than 10% of his time to manage
industries at that establishment. The
deputy therefore has more time than
the Administration Officer and I
believe responsibility for industry
should be with the Industrial Manager.
Where it i1s established that industrial
work is a high priority, then the
Industrial Manager should auto-
matically become a member of the
Senior Management Committee.

The change will obviously make
Governors apprehensive regarding
their span of control. However, as
stated earlier, industry will probably
be the major regime activity and the
only activity bringing cash into the
department, therefore it is only right
that he should be a member. Governors
will also ask ‘how much time will the
Industrial Manager take of my day?’
This could be answered quite simply,
‘no more than what it should have been
in the past’, This gives Governors no
real measure. It is difficult to assess
because situations will vary. I maintain
however, that if Governors supply the
labour and the inmates, and the
Industrial Manager is fully trained,
then no major slice of the Governors
time should be necessary. Industrial
Managers should be fully trained since
we have training grade posts, namely
the Deputy Industrial Manager.

On a broader issue Governors may
have to reorganise their daily routine
because of the other changes that may
materialise, such as local budgets.
The Industrial Manager must be given
the position in the management
structure in order for industry to be
given the necessary status. All too often
Industrial Managers find that basic
discipline staff, iIn some instances,
don’t even know his name even after
being the Industrial Manager of an
establishment for years. You could
wager money on the fact that they know
the Governor’s and the Chief Officer’s
name.

The Governor should use the
Industrial Manager to the full, after

all he is the local industrial adviser and |
a technical adviser for those areas not ;

covered by the works department. One¢

£

is fully aware that any operational

change or indeed any industrial one,
invariably affects other areas of an
establishment. It is essential therefor¢
that the Industrial Manager is in direct
contact with the Governor in a similar
manner as other recognised heads of
department. These proposals will bé
viewed critically by Administration
Officers. However, a point raised by
the consultant was that in privat¢
industry, the administration would act
in support of production. I have a lot
of respect for Administration Officers
and I enjoy good relationships with
them, as I am sure those who know
me will vouch. However, their own
span of control is far too wide and they
are not, in all fairness, professionally
qualified to manage industries. In the
past they have failed since industrial
performance has declined and they
have not been accountable to DIF. 1
believe some of their failure has been
due to a demarcation problem within
their own group. I refer specifically to0
the control of the Manufacturing
Office. If the Industrial Manager was
an administrative post it would have
been obvious who would have been
responsible for 1its activities. Currently
the Industrial Manager has no control
over this function and this is an area
where failure often occurs. My advic€
to Administration Officers is quit¢
simple. Don’t look back, look forward
to the changes. I see the future role of
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the Administration Officer as being

akin to an accountant’s. Each spending
area of the prison being allocated
various monies and the Administrativeé
Officer monitoring the expenditure on
behalf of the Governor, and himself
remaining a member of the Senijof
Management Committee.

This brings me to quote part of th¢
conclusion from the Arthur Young
Report: ‘The Prison Service does not

—_———
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sufficiently exploit the resources

available for industrial activities’.

These resources as we all know
cost money. Money, which at present

1s wasted because of the under-
utilisation of industrial resources.
Finally, I don’t intend this to be an
industrial takeover, as some readers
may think. Directorate of Industry
and Farms’ activities are however an
integral part of the Prison Service.
Their financial performance is very
dependent upon the priority given to
it and the relationship between work
and other activities. Therefore their
status must be enhanced. B

4

L Y T — ———

i —




L = . —dry ——

rirarragiiisiier,

i e p——— e L— —_—

— e — o

T s A T ey LT

achieving and

mamtaimimg goo
customer ve

A.Hughes-Hunt

The text book approach to this topic is stated quite simply:
“Provide the customer continually with either products or services to the
required standard, in sufficient quantity, on time, at the right price.

Then you will achieve the goal”’.

The prison industrial situation has
‘Crtain aspects which have to begiven
SPecial consideration, and others that
e held in common with the
“Ommercial sector. The following list
Elves some of these aspects and the
feader will be able to identify to which

tategory they belong—

4. Agreement between headquarters
at Tolworth, Regional Director
and Governor before any industry
Is undertaken.

b. The commitment of senior and
middle management at establish-
ments to industry.

- Workshops, plant and machinery
to produce required goods/services.

d. Labour force, and appreciation
of other commitments within the
¢stablishment that compete for
men’s time.,

¢ Co-operation and control between

Instructors and inmates.

An incentive to produce work of

the quality and quantity required.

8. Management services (production
training, quality control, pro-
duction control).

t}- Security.

). Communication.

This is not meant to be a complete
Check list or in any particular order.
Each part will affect the individual as
t? their position and diverse responsi-
Oilities within the management
Structure, and will also be affected by

the type of establishment in which they

Work, Many of the items on the list
Must have been considered when the
department took the initial steps and

rationalised prison industries in the
mid-60s. Consideration, no doubt,
was given to the many trades that were
being practised; some were closed down
and others expanded. This led to the
retraining and recruitment of instructors
for the remaining industries. Manage-
ment services were introduced, and
the next few years were a period of
transition. A new management structure
was established at Headquarters, new
plant and machinery was purchased,
and purpose-built workshops
constructed. This brought a new
concept to prison workshops, and the
outcome has been that a wide range of
products have been developed and
produced at acceptable quality and
required quantity for our many
customers trom ower Government
departments and the commercial
sector,

Recently I attended a meeting with
senior officials from regional head-
quarters, together with officers and
industrial managers from various
prisons: the topic of discussion was
‘“‘increased output in nominated
workshops®’. The range of establish-
ments represented was dispersal to local
prisons and the response was un-
believable. Most governors had facts
and figures and were able to promise
an increase in workshop hours that had
been thought impossible beforehand.
One establishment appeared to have
set up a new routine to accommodate
its requirements, thereby proving it
necessary to involve, if not the Regional
Director, then his deputy to support
the industrial set-up within the region.

[ati VS
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Once this was established the task of
getting commitment from senior and
middle management and staff towards
industry within the establishments
would be made possible. Interest in
industry needs to be stimulated and
not seen as just something that provides
an alternative place to put inmates when
out of their cells.

The labour force 1s not chosen, the
men are committed to prison and then
allocated to the workshops through
the Labour Board. Often there is no
choice on either side. This is where the
skills of the instructors are brought
Into play, teaching men skills to produce
work of satisfactory quality in a trade
of which the inmate may have little or
no prior knowledge. It has surprised
many people, inmates included, to find
they can either sew a straight line,
insert a sleeve, assemble metal or timber
products, or operate printing machines,
etc. Perhaps better use could be made
of the inmate employment sheet, not
only stating the type of work engaged
on but the degree of skill obtained.
This information could be entered into
his prison record and perhaps more
round pegs would find round holes.
It would increase inmates’ ability to
produce quality work in quantity much
sooner. In turn this would increase
their earning-power and, motivated
by the incentive scheme, further
Increase production.

The quality standards and rates of
production in some prison workshops
are In many cases equal to or better
than those expected in the private
sector. Now, to achieve and maintain
this situation, and in doing so create
good customer relations, decisions
have to be made on the methods used.
Quality and quantity are usually
achieved by a stable, experienced, and

15
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motivated workforce. The labour and
labour turnover experienced in most
prison workshops does not promote this
type of workforce, The alternatives
are to deskill work and employ more
inmates under supervision in an attempt
to obtain quality and quantity, or
purchase sophisticated plant and
equipment (with their inherent dangers)
to produce quality and quantity, There
are decisions to be made and many
factors to be considered such as: type
of industry, security, category of
establishment, numbers of inmates
involved, the availability of staff (both
instructional and discipline), length
of stay in workshops; workshop hours,
etc. This information is now being
gathered, I believe thus making the
allocation of work more realistic and
bringing us nearer to our goal. How-
ever, in the initial stages a meeting
should be held at governor level with
the administration officer and the
industrial manager. When agreements
are reached they should as far as

possible be adhered to and progress
monitored to ensure that the industrial
production was meeting agreed
schedules. Deviation would be noticed
quickly and remedial action initiated.
This way, everyone involved in
industry, from the governor through
to instructor, would know what was
going on and their place in the scheme
of things.

I appear to have laid at the governor’s
door the inference that he has not been
made aware how his industries have
been committed to meeting the
customers’ requirements. That is not
a criticism, merely an observation. I
am aware that the governor has many
areas of responsibility. His main task
1s to keep those in his charge incarcer-
ated and he has delegated his industrial
commitment to the administration
officer and the industrial manager.
They in turn have responsibility but
no authority in the manning of a
workshops. I feel that the Department
of Industries and Farms have gone

THE FUTURE OF THE CLOTHING AND TEXTILE INDUSTRIES

continued from page 11

and firms will increasingly have to
regard the EEC as their home market,
despite the problems of adapting to
the diversity of European tastes, and
also to recognise the world-wide
opportunities for their products.

For us it means that we must improve
our reliability and produce what
customers want, when they want it and
at an acceptable price. Because of past
failures we have lost orders this year
to a value of approximately £2m from
other Government Departments. This
has left a number of workshops short
of our traditional work, for example,
CB Suits, Workwear and even reduced
the quantity of mailbags. As a result
new orders are for quantities relative to
our past performance. If our manu-
facturing shops can achieve their
quality, quantity and delivery targets
we have no doubt that we can by
trimming costs and more efficient use
of materials compete successfully with
imported products. Such markets, for
the products of our Knitwear, Tailoring
and Weaving industries have already
been identified, for example, 100%
cotton ‘T’ shirts, and economy donkey
jackets and we are exploring how our
products can be brought to the notice
of potential customers within the EEC.
As an indication of the steps we are
taking to improve our efficiency, we
hope, by mid-1982, to be able to
provide lay patterns of the highest
quality with the use of automatic
equipment which in addition will
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provide a facility for computing
costings, estimates of cost, material
and production control data. And in
order to meet the demand for a greater
variety of fabrics, to reduce noise
levels and costs, we have invested in a

number of modern looms, and further
capital investment in this area is

planned for 1982. This will provide us
with a satisfactory supply of materials
for our Tailoring and Textile industries
at a minimum expenditure to the
Department. We hope to build on the
successes we have over the past few
years in the central cutting of materials,
and the establishment of an industry
based on one central prison with a
number of local satellite units, Feather-
stone Knitwear 1s an example of the
latter, where the additional manage-
ment resource has been given more
accountability to the establishment
than has been general practice.

It is also worth mentioning that the
prevailing market conditions do bring
considerable benefit to one of our
functions, the buying of yarns, material
and machinery. Keen prices are the
order of the day and yarn prices, for
example, are 6% lower than last year.
Purchasing contracts are running to
time and in some cases in advance of
our requirements with only those
suppliers who try to buy work at
ridiculous prices offering a product
inferior to our specification and en-
countering problems of quality-
assurance who run into difficulties.

along with their part by supplying
machines, materials, etc., but the man
who controls the manpower has not
been taken along at the same pace.

This discussion has been based on
the problems of production. Perhaps
a look should be taken at the customer.
From personal experience, I have met
both the satisfied and the dissatisfied
customer. Some are confused by ourl
systems, some take advantage, knowing
we need the work, and change ther
schedules (if they have any), putting
extra strain on the production resources-
This type of pressure should not b€
direct to the establishment but through
the Sales Department and discussed
with the industrial manager. This would
climinate situations where work is left
in the shop in various stages of
completion. Thereby, by  satisfying
Peter you dissatisfy Paul and this only
ends up in chaos.

To reach our objective we all need
to have the same objective and move
in the same direction. .

We are now in a position to call the
tune, offer no concession to specifl-
cation and insist that it is met in every
respect. Our Purchasing Manager 15
now able to meet his targets of right
price, right quality, to the right place,
at the right time far more consistently
than in the past, and we can say with
some confidence that the situation 15
unlikely to change in the near future.

To sum up, our objectives are clear.
We must manufacture to mor¢
consistent standards of quality and
delivery. We must increase capacity
and output through productivity and
improve profitability through greater
efficiency and reduction of costs. We€
must move forward on all these fronts
if we are to better our current financial
performance of 20% short of sales
and 60% increased loss against budget-
We cannot ignore the restraints.
Expenditure cuts, industrial relation
difficulties, low hours, undermanning,
and the loss of staff morale through
our poor performance are majorf
problems in themselves and it 18
important that the future includes
increased elements of leadership at all
levels. We have had many changes in
the past and there are many mor¢
changes ahead.

If we are to achieve a viable level of
quality, reliability and service it IS
vital that everyone gives special
attention to communication and 1S
ready to appreciate mutual problems
thus leading to better understanding.

Tl
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INDUSTRY
Jack Dawson
Industrial Manager, Ranby Prison
BICC

Those initials may be familiar to you as standing for British Insulated
C_alender Cables. They will always remind me of Metal Recovery Shops at
Lwerpool in the mid 1960’s. Workshops whose main resources consisted of
heavy lump hammers, a cable stripping machine, and a lot of muscle. Even
the ‘thought’ of working in them filled me with dread. But the staff who both
Managed and supervised them, seemed to have a sense of purpose, however

basic

Since that time, massive industrial resource has been poured into prisons.
Modern workshops with first-class equipment and service back-up have been
Provided. I manage such a workshop complex. It should be a rewarding and a
fulfilling task; it is not. Instead I, like a lot of people within the Service, from
all grades and all shades of opinion, feel frustrated.

In this article my frustration will no doubt be directed at the Directorate
Of Industry and Farms. That faceless, functional structure that operates from
Tolworth Tower. I could just as readily have a go at: Governors,
Administration Officers, Chief Officer, Prison Officers’ Association, Civil

Service Union, Delph and Dobcross Brass Band, Margaret Thatcher and Tony

Benn. I will however try to be objective, and hope to suggest an improved
4pproach to industrial work in prison life.

I have just read a speech given at the 1980 Chaplains’ Conference by the
Right Rev. A. Harris, Bishop of Middlesborough, which so impressed a
lapsed ‘“Independent Methodist’’ like myself, that I have no hesitation in
Pinching part of his text to collate my thoughts around. BICC can also stand
for Belief + Identity; Coherence and Continuity.

Belief
_YOU may ask, do I believe in industries
M prisons, or more fundamentally,
do I believe in industrially organised
Work within prisons? Of course I do.
ut then I have a vested interest, so
Perhaps the question of belief in
Ndustry should be aimed at those
le_vels of management who are not
directly involved in industrial activity.
0! I do not want a kiss on the cheek
*Very Monday from the Chief Officer
01‘_ Education Officer. I would like a
[Citerated belief that a ‘need’ exists

e ——

for work within prisons, quantify it
as you will with any of the modern
cliches, such as humane containment,

occupational therapy, work experience,
positive custody.

This belief should be reinforced by
the Prisons Board and Senior
Management in prisons by encouraging
local policies with regard to work.
Policies that express that ‘Need’. Let
me hasten to clarify; there is a world
of difference between prison needing
industries and there being a need
within a prison for industry. The
former may not be true, because it
emanates from an operational require-
ment. The latter, however, stems from
a personal requirement of inmates,
how did they get in this article? I'll let
you into a secret. DIF believe inmates
get in the way of industrial efficiency.

To summarise this section on belief,
[ believe that there is inmate need for
work in prisons and we must somehow,
by re-affirming, reinforcing or reiter-
ating policy, recognise that need. If
we don’t believe in industries we
should not have them!

Identity
Officers, Civvies! PTO Grades! CI1O

Grades! Governor Grades! Adminis-
tration Grades! lesser spotted Blue Tits,

e —— ——

Jack Dawson, now the Industrial Manager at
Ranby Prison joined at Manchester as a Prison
Officer in 1965 and later served at Foston Hall
Detention Centre. Regrading as a Civilian
Instructional Officer in 1966, he was at Liverpool
before his promotion to Production Controller
(Woodwork) at DIF. He took up his present
post in 1975 when the industrial complex was
opened.
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and any other species that are around
or to be a true Darwinian, have evolved
—QGreeting!

You probably know and can identify
yourself and your job easily and readily.
I am afraid that in terms of the prison
contact, I have found identity
becoming increasingly difficult over
the years, It seemed quite simple,
many years ago at Liverpool, as an
Instructor, I controlled inmates; went
in awe of the Governor and fear of
the Chief Officer, but generally had a
happy, harmonious relationship with
all staff within the prison. We seem,
however, to have bred, or fostered, a
race of grade-conscious warlords,
whose only thought of identity is to
their own feudal grades. We, who
have some sort of loyalty to DIF, are
amongst the worst of them. We tend
to talk of problems within the prison
but outside the workshops as being of
no concern to us. We talk of industrial
resource within the prison being DIF
resource, not Prison Department
resource. We shy away from identity
with a Prison Establishment and we
seem to spend most of our time trying
to change the prison structure in which
we work, not to improve the prison in
general terms, but to meet the sectional
needs of industries.

Unfortunately, that is true of every
grade and sectional interest within the
Service. We all seem to have a mis-
guided belief that, only by joining the
rat race of grade and grade functions
can we survive. Identity with grade or
specialities is not enough.

Darwin would have classed me,
albeit loosely, in the following terms:
Homosapiens, caucasian, male. Using
the same terminology I class myself:
Prison Department employee, Ranby
Prison employee, Industrial Specialist.
That I believe gives me a better identity
base. I then have two characteristics
in common with every other member
of staff at Ranby. It follows, therefore,
that I have a fair chance of relating to
their beliefs and identity problems on
a day-to-day basis. We are all losing
the ability to identify with others in
the Service and what worries me most
is that we seem less and less able to
identify what we do to the inmate.
How do we reverse this trend? The
Prison Board could start the trend by
saying ‘‘All staff who have day-to-day
contact with inmates will undergo the
same basic training’’. That training
should devote more time to the so-called
““specialisations’’. I believe it is highly
significant that almost all the civilian
instructors who work with me, say

I8

that, the most informative part of
their induction programme, was the
one week they spent at Officers’
Training School. Perhaps for one week
they identified with the broader needs
of the Service, and with the problems
of other staff and inmates within the
Service. Recognition is identity! The
specialist must receive generalist
training. The generalist must receive
insight into the work of the specialist.

Coherence
If belief and identity are the foundation
of the structure, coherence is its shape;
its design, its practicality and above
all how it fits in with other structures.
To be coherent, industries in prison
must seek to match their constituent
parts: skill requirements; space; cost,
etc., with the constituent parts of the
prison. This means a critical examina-
tion of inmate need, security levels,
before an industry is planned. To
illustrate let me cite some obvious
mismatches between the Service and
the industries within the Service:

1. Sophisticated industries with high-
cost plant, situated in prisons with
high security requirements. Which
gives little hope of practical
working week being achieved.
Which in turn leave ‘return’ on
that plant, a practical impossibility.

2. Industries which turn out sales
work to the value of one million
pounds a year, In a system in
which no local staff are trained
in Cost Accountancy (except by
pure chance).

3. Governors at those establishments
who have neither industrial back-
ground, nor have received any sort
of training about the needs and
problems of a large industrial unit
(Assistant Governor training and
secondment?).

4. A top-heavy bureaucracy that
seeks control both sophisticated
and simple industries at long-
range, and control it with such a
complex management structure
that even the well-meaning people
within it fail to identify themselves
with it (DIF now have liaison
officers to decide who should
make decisions about what).

5. Local management structures built
on different grading structures.
Structures that result in conflicting
loyalties, and unclear accounta-
bility.

We could all add to the list. We would

all, of course, have different solutions,

but these problems must be tackled

NOW. The shape of industries in prison

is in need of a radical overhaul—no!
review!—overhaul. The production
management-structure that has so far
failed it should be made to fit the
needs of the establishment. Prison
industries cannot survive in thell
present form. If the Service wants
industries it must, through its seniof
management, insist on coherence.

By gum I feel better for that!

Continuity

The Right Rev. Harris referred 10
continuity as being the cult of
discovering one’s family tree or history-
Continuity is therefore roots.

I believe that successful continuity
in all walks of life is dependent on the
people who run it. There are othef
factors to continuity, but people ar¢
the key. Prisons, however, are uniqu¢

and the people who run them in what- |

ever specialisation they may be 11
know them better for having worked
within them. It follows that thelrl
performance will be better if both thel
roots and future are seen to be closely
linked with Prison.

I do not wish to denigrate th¢
contribution of those people of whom
it can be said they are just passing by
within the Prison Service. New blood
is, from time to time, necessary at all
levels within the Service. But with
much better career development pro-
grammes, and a much wider training
scope, both for specialists in prison
matters and more specialists in industrial
matters. If people can, through broadef
training, become more aware of th¢
uniqueness of a Prison, then bettef
continuity must result. The Prison
officers leaving training school should
be better aware of the place, problemb
and working of industries in prisons.
Not as a ‘nice to know’ approach,
but as a ‘need to know’!

The new boy in DIF should be given
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a meaningful experience of ‘prisons’
That does not mean a weeks inductiof!

or a series of visits—it means second-
ment. If I may elaborate—we have 11
industries emploved some very bright
people, who have been brought in as
new blood. With mixed results, both
good and bad, for prison industries.
It is not unfair to say that they have
often failed because of poor imple-
mentation. Implementation means
making the plan work in prison.
Implementation in prisons is difficult
if you know your way around.

-y ey ey

Implementation is near impossible if |

you don’t. The prison is a body
reluctant to change, and change,

coming from people who seem not tO
continued on page 22
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The Oreanisation
of Prison

Industries
in Sweden

Claes Lundqvist

JANUARY 1982

(Planning Unit of the Swedish Industries and Work Training
Department). Translated by Norman Bishop.

Introduction

Industrial work is only one of several
OCcupational possibilities offered to
Nmates in a Swedish prison. Other
Possibilities are agricultural work,
Market gardening, forestry, various
lﬂrlg?la of building work and of course
various kinds of maintenance work.
In addition, inmates are given the
Opportunity to undertake full or part-
ime study which can be either
theoretically or practically focussed.
Inmates with very little or no real work
Xperience are offered vocational
testing, training and counselling. An
‘Ncreasing number of inmates are being
Eiven the opportunity to work or study

1 society through what Americans call
work release.

The Administration’s main aim with
all these activities is to use the period
I prison as an opportunity to promote
the inmate’s capacity to adjust to
WOl:king life after release. In order to
achieve this aim, it is necessary to have
Wwell-differentiated programmes and a
tontinuous modification of activities
S0 that they correspond to the current
Sltuation on the outside labour market.

Industrial Work

Industrial work includes various forms
Of engineering production as well as
assembly  work. Carpentry  work
Includes the production and assembly
Of prefabricated houses, furniture and
Packaging. Other industrial work
Includes the production of clothing and
textiles, leather products and certain
Kinds of office equipment, In addition,

IEn:mdri's:s have been installed at three
Prisons.

Prison workshops occupy about 55
per cent of prison inmates. The size
of these workshops varies from those
with places for 8 to 10 inmates up to
others occupying about 100 inmates.
The work undertaken in these shops
1s organised in forms which as nearly
as possible correspond to the organi-
zational forms to be found in ordinary
industrial life. Standardised and
normal production machines are used.
Even the manufacture of those articles
produced in small volume which vary
considerably, can be undertaken with
conventional machinery.

Manpower—a Troublesome
Chapter

About 11,000 persons per year are
received in Swedish prisons. All age
groups—from teenagers to old age
pensioners-——are represented. Some
of these persons are almost entirely
without social or personal problems
and come from every level of society.
But there are others who are society’s
outcasts, indeed some of them might
well be said to be total rejects. About
10 per cent of the intake are in receipt
of sickness or age pensions. Work
motivation varies from good to bad
and includes those who have never
worked and do not want to work.
Among the inmates are to be found
not only those who have been badly
damaged by drugs and alcohol, but
those who are entirely free of such
problems. These circumstances must
be met by a richly varied and individ-
nalised set of activities. Many work
activities must be carried out by inmates
without previous experience of work

or workshops. Such a situation
makes considerable demands upon
foremen and instructors if high
standards for delivery dates and quality
are to be maintained. Efforts are
being made to develop new work
methods with the aim of introducing
automated processes into the pro-
duction chain. In this way it is hoped
to counteract inmates’ lack of work
experience and to reduce the time
necessary for learning.

Products

The variety of articles produced is
considerable. Engineering production
is focussed primarily on cupboards,
storage shelves and certain items of
telephone equipment. Steel equipment
includes such furniture as beds, chairs,
tables, stepladders stands and steel
frames for warehouse trucks. In
addition, specialised parts are produced
for governmental services. At one
prison, road signs are manufactured.

Three institutions are completely
engaged in the assembly of prefabri-
cated house and garages. Cell
equipment and furniture are other
important products.

The general workshops have many
branches. Tailoring work provides for
the manufacture of protective gloves,
protective bags and linings, storage
and transport containers, etc. The
laundries serve both prisons and
hospitals. Workshops for office
products make plastic and cardboard
files as well as certain other office
equipment. The smaller workshops
deal with assembly work, packing and
certain kinds of craft products.
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Eamings

In accordance with the provisions of
the Act on Correctional Treatment in
Institutions, earnings are paid to
inmates which take account of work
effort. Both fixed time rates and piece
rates are used. Inmates who are
completely or partially incapable of
work, or of taking part in some similar
activity, receive earnings in the form
of sickness benefits.

The financial framework for the
payment of earnings is decided upon,
each year, by the government. An
average wage is between 3 and 4
Swedish crowns per hour (35p-45p in
English money). Such amounts are
naturally perceived as being minute
in comparison with rates paid on the
open market. Direct comparison
however is not possible since prison
earnings are not taxable. Inmates
therefore receive a certain natural
advantage through the form of
earning. Even so, earnings for inmates
differ markedly from the system of
payment operated in free society. This
conflicts with the principle that the
institutional climate, so far as possible,
shall correspond to normal
circumstances outside the prison. It
is this view which has led to the attempt
to adjust inmate earnings to the
situation on the open market resulting
in the experiments at the Tillberga
and Skogome prisons.

At these prisons, the point of
departure for calculating inmates’
earnings 1s the standard agreements
with the trade unions on the free
market, but attentjon is also given to
the level of work effort. An amount
corresponding to national taxes 1is
withdrawn from the amount payable
and inmates also pay for their food.
The remaining amount can then be
used as follows: 25 per cent of the net
remaining amount can be used by the
inmate as he wishes, but 75 per cent
must be used in accordance with a
planned budget which is constructed
with and for each inmate. Special
social worker assistants—roughly
corresponding to assistant governors
in the English Prison Service—help
the inmate to plan his personal finances
so that he can, for example, contribute
to his family’s maintenance, cover
expenses during the first period after
release, pay for travel and upkeep
during the frequent leaves which are
granted and reduce debts which can
lead to difficulties after release. The
research evaluations which have been
made of the experiments at Tillberga
and Skogome show that the wages
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system has facilitated post-release
adjustment to society and appears to
have had a certain influence on
preventing recidivism at least during
the first period after release. Many
inmates have left these institutions
having completely paid off their debts,
whilst others have reduced them. The
National Prison and Probation
Administration has now proposed a
modified basic wage system which is
derived from the Tillberga-Skogome
model. The intention is that the
proposed system should come into use
in all prisons and in all forms of work
or study.

Financial Results

Parliament and the Government make
available financial appropriations
each budget year for costs in connection
with work in prisons. These financial

 appropriations cover the salaries paid

to various grades of industrial
personnel, costs of buildings and
shops, depreciation, etc. On the other
hand these appropriations do nof cover
inmate wages, the costs of buying raw
materials for production, nor teaching
material. Such costs are covered
through the income gained by the sale
of products.

The turnover from the Administra-
tion’s industrial activity is about
£10,000,000 yearly. The cost of raw
materials is about £8,000,000 and for
inmates’ earnings about £1,400,000.
During the last few years, the income
derived from sales has been higher
than the costs for inmates’ wages and
raw materials.

Of course for a full financial analysis
of the outcome of industrial operations
it is necessary to reckon in the above
mentioned costs for salaries paid to
industrial staff, as well as the cost of
workshop space, depreciation interest,
costs, €tc.

If such a total analysis is made, then

-OvVer recent years, expenses have been

greater than income to by about
£6,000,000 yearly. This amount
represents the cost of occupying about
2,500 inmates every day in work,
training, work therapeutic measures,
work release, etc., for 40 hours per
week throughout the year with a
strength of about 400 industrial staff.
Compared with other Swedish services
which provide work for socially
handicapped persons, these costs are
not high.

Ccllaboration with the Civil Labour
Market
Special councils have been set up at

most prisons; the Councils for Labour
and Trades Union Matters. A Council’s

functions are as follows:
@® to be a point of contact between
the prison and the labour market

® to deal with questions concerning
inmate work and training, work
release and preparations for
discharge

@ to assist inmates over trades union
problems and to try to engage the
unions in the problems facing
inmates on the labour market

@ to initiate and promote informa-
tion on correctional matters.

The Councils are composed of
representatives drawn from prison
management, industrial staff and th¢
custodial staff. Inmates have twoO
representatives, The Labour Market
Board and the After-Care Service hav¢
each a representative on the Council.
In addition, the two largest trades
unions are represented as well as the
employers’ confederation. The prison
governor is the chairman, whilst the
Council’s secretary acts as contact
man for inmates.

Management

Responsibility for the management of
Swedish prison industries lies with the
Administration’s Industries and Work
Training Department. The department
consists of a Production Office plus 8
planning unit, training unit, handicap
unit, building unit, agricultural unit
and a staff unit. Units and sections
are responsible for all functions within
their respective areas of competence,
1.e. technical management and super-
vision, taking initiatives to improve
products, deciding on choice of
products, exercising control and
supervision of operations and
managing, selling and marketing. Th¢
guidance of prison production opera-
tions is a direct responsibility of the
central administration.

Agricultural work however 1S
organised in close collaboration with
the agricultural co-operative organi-
sation and prisons deliver to the nearest
local branch. Units within the National
Prison and Probation Administration
are responsible for all main elements
in the management of production,
the prisons having part to play in
determining the choice of products,
decisions on the acquisition of
machinery and other important
investments.

Published by permission of the Swedish Nationd!
Prison and Probation Administration
Information Unit.
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There I was sitting on my bar stool
Irying to enjoy my pint of best bitter
amid the distractions of a raucous
Celebration. The Genial Host was
looking even more hang-dog than
usual as he struggled to open a bottle
Of gaseous vinegar which was making a
brave attempt to imitate champagne.

'I’ll have another glass of Chateau
Barnsley 1980’ said the soak as he
Sl&lggered unsteadily towards the bar.

‘Common, don’t be so bloody
Miserable. Have a glass of this aerated
gnat’s water: it might be rubbish but
al least it’s free’’. These remarks were
addressed to me as I tried manfully to
‘€main aloof from the conviviality.

“No thanks’’ 1 replied, ““I’ll stick to
the poison I know and, furthermore,
[ can’t understand why we are
Celebrating The Old Brown and Mild
Eetting the sack’’. The soak adopted a
Pained expression which he uses when
liz'llklng to mental defectives and said:

"“You inflation-proofed Civil
Servants can never understand the
Qualitative difference between getting
the sack and being made redundant.
Now listen carefully, when you get the
sack you sue for wrongful dismissal
'0 make your fortune, and when you
are made redundant you are saved the
leg_al expenses. The Old Brown and
Mild has just received enough lucre to
Keep him in pints for the rest of his days
and his dole money will pay for the
‘®mainder of his living expenses. |
Would have thought that even an idiot
“Ould identify grounds for smiles and
free champagne”’.

[ refused to be 1nt1midated into either
drinking the wine or accepting the
dargument and retorted:

"“But there are now about 24 million

‘N___________—

R. Mitchell

unemployed and that’s nothing to
celebrate. We are even finding it
difficult to find work for prisoners’’.

I knew I had made a mistake as soon
as I said it. The light of battle appeared
in his glazed eyes and he tipped the Old
Codger off his bar stool in order to
settle his ample rump down and take
up the traditional philosophising
posture.

““Now that is something on which I
can safely consider myself an expert™
he said with the authority of one who
considers himself an expert on every-
thing. “‘I once tried to do some business
with your industries people and, as |
understand it, you have an army of
bloated bureaucrats in an ivory tower
in London trying to find work for
prisoners who have little skill or
motivation, and who are sitting 1in
workshops where the supervision ratio
i1s so high that it would make any
commercial business go bankrupt 1n a
week. | ask the simple question, why
bother? Why not sack all the bureau-
crats, close all the workshops, and do
something useful with prisoners like
teaching them how to be honest—or
at least demonstrating that it doesn’t
pay to be dishonest. It would be cheaper
and couldn’t be any less effective’’.

r Sto ol

to swallow my ale rather than the bait
he had offered but I have never been
able to resist an alcoholic discussion.

‘““And what would public opinion
have to say if we announced that we
had adopted a policy of prisoners not
being required to work during their
sentences. The old battle-cry of ‘holiday
camps’ would scream in banner head-
lines over the front pages of the Daily
Express and the Daily Mirror alike—
and it’s not often they agree on a
headline’’.

[ sat back, having, I thought, shoved
his own petard up the part of his
anatomy where 1t should hurt most.

““The answer to that i1s simple’’, he
replied, not being in the least taken
aback, ‘““You tell people how much
money it is saving, which I would
conservatively estimate at a few million;
you tell people how it will take a few
thousand workers out of unemployment
by diverting government contracts to
private industry; and you tell people
how prison officers will be able to get
on with the job they have been asking
to do for years, namely training
prisoners. I doubt if even the Morning
Star could make any propaganda out
of that”’.

[ began to feel that it would be less
painful to start drinking the champagne

[ would have done better to continue

Ray Mitchell joined the Prison Service as an
Officer in 1967 and after three years at Liverpool
became an Assistant Governor serving at Dartmoor
and the Prison Service College, Wakefield. He
was Reviews Editor of the P.S.J. in 1977/79
and was appointed Deputy Governor of Preston
Prison in September 1979,
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than to get him to understand the
problems of the Prison Service, but I
decided to make one last effort:

‘““That all sounds very simple but the
fatal flaws in your argument are, first,
that the Prison Service has always
relied on work to occupy a substantial
part of the prisoner’s day, at least ever
since we stopped expecting them to sit
in their cells reading the good book and
contemplating their sins. Secondly,
it depends on the feasibility of being
able to teach or persuade prisoners to
lead an honest life. The magic cure for

crime seems as elusive as a virgin in a

brothel”’
There was a pause in the discussion

whilst the soak pulled the Old Codger’s
cap down over his ears for pinching
his drink and, I suspect, whilst he
worked out how he could sound
intelligent whilst talking through the
back of his neck. At last he found
himself a comparatively clean glass,
secured a bottle and said:

““You are always complaining that
the Prison Service is too cautious, too
frightened to experiment. Such a drastic
change would give an opportunity for
a re-think of the whole philosophy of
imprisonment. You would be forced
to develop new things to do with
prisoners. As far as the cure for crime
is concerned, you claim to be an
optimist, so just keep trying’’.

I decided I had tried enough for one
night and as The Old Brown and Mild
staggered over with a wide grin splitting
his wrinkled countenance, waving a
bottle of plonk at me, I held out an
empty glass and said, ‘‘Congratulations

Old Band M”’. _

Reprinted from the ‘Informer’ with the kind
permission of the Editor.

WHO SUPPORTS INDUSTRY?
continued from page 18

understand the prison, is made with,
at the best, reluctance, and at the worst
with conflict. Conflict between prisons
and prison industries has been there
for all to see over the past years. We,
who know the Prison Service, must
through people who know the Service,
and have first claim to loyalty to it,
seek to change for the better, and In
particular for the betterment of those
we are charged to keep. To pursue
industrial aim or ‘Gods’ alone will not
give continuity. Keep our ‘roots’
within the prisons.

An easy summary to this article
would be to reverse the initials BICC
to CCIB and appeal for Continuity
through Coherent policies. Policies
that can be identified with and ones
which the Service believes in. The
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PRISON INDUSTRIES AND THE TOY MARKET continued from page 12

within 12 months from embryo.
pRINDUS confidently expected to produce
around 3,000 toys per week, but for a
variety of reasons this was not to be
achieved.

From the outset, severe difficulties
were experienced in producing
satisfactory injection mouldings. It
was found that the silver finish specified
for the target panel could not be
attained and a decision was made to
mould in black instead.

Problems were experienced with
the printed circuit boards. Does one
crop after flow soldering or before?
We were indeed learning the hard way.
The pads were too small on the printed
circuit boards, and we had difficulty
in connecting the light-emitting diodes
and the light-sensitive diodes. The
track occasionally lifted, making the
gun-firing sequence intermittent.
These are but a few of the host of
technical problems that were experi-
enced in our first electronic toy venture.
Despite considerable efforts by all
concerned, DIF failed to meet the
Christmas market for 1980 and even
produced short of target for Christmas
1981!

Some 18 months after first starting
the Quickfire Target Game, production
has now reached 1,000 per week, with
maximum production appearing to be
1,500 per week. This is quite an
achievement, considering the substantial
setbacks encountered. Now that the
design and production problems have
been resolved, we have a real chance
of meeting our full obligations for

Christmas 1982. What has been learned
1s that whereas a commercial firm

difficult summary is to lay down an
action plan, that turns thoughts into
actions. The Prisons Board have, in
my opinion, with the current financial
and political situation, an opportunity
to reshape prison structure for the
better. I hope and believe that industry
in prisons has a large contribution to
make to ‘‘positive custody’’.

The prayer of the bureaucrat is |

‘““Use me, O Lord, but preferably in
an advisory capacity’’.

Advice gives options. Directions give
none. Perhaps more directives are the
answer. o
Editor’s Note: A number of the articles in this

issue have been commissioned within the
Directorate of Industries and Farms. This

particular article represents the views of the

individual contributor rather than those of the
Directorate.

takes 12 months from inception t0
delivery, Prison Industries need 2
minimum of 24 months to complet¢
the same task. Side benefits are that
PRINDUS have now established a reason-
able track record as far as quality,
output and volume are concerned,
and this must hold us in good stead
for the future. Having now success-
fully resolved the problems of their
first electronic toy, pPrRINDUs havé
launched into their second and third
toys with a fair modicum of success.
These are the Sound Phasor and
Sketch-A-Sound toys, all of which ar€
in great demand. They are already
illustrated in mail-order catalogues
and will also be advertised on television.
They are first-class products of which
PRINDUS should be proud. Each toY
has a considerable play value, is inno-
vative and interesting to manufacture.
Both toys will be available in time for
Christmas 1981.

Whilst the experience has been
extremely worthwhile and augurs well
for the future, it must be said that
serious shortcomings in our organisa-
tion have been highlighted. DIF hav¢
failed to convert the aesthetic idea
into reality quickly enough. Their
production engineering could have
been very much better—alterations in
mid-stream proved to be very costly
both in time and money. They failed
to obtain the service that they should
have expected from their suppliers—
they were let down badly both on
quality and delivery, Communications
were not wholly effective, both within
and without the organisation. Relation-
ships between Head Office and out-
stations and Head Office and customer
were at times most acrimonious. Full
technical support was not available
when it was needed, and as a conse¢-
quence the programme slipped. The¢
management structure was far too
cumbersome to respond effectively-

Procurement procedures did not
allow DIF to purchase at the most
advantageous price nor did they allow
materials to be procured quickly
enough.

Despite the above constraints,
laudable efforts have now been mad¢
to improve the situation. If everything
goes well, then the second phase of the€
electronic toy programme should
proceed a good deal better than the
first. Furthermore, the whole of the
Commercial Group is now under
review and it 1s hoped that any new
restructuring will be much more¢
effective than the current organisation.
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Prison Service Journal

Dear Sir,

Prison Service Journal, 21 years;
‘Omments on Ray Mitchell’s article.

If the Journal is not eagerly awaited
by staff then it is because it does not
‘Ontain information which might
affect them,

What it does contain is over-long
articles on personal views and remin-
ISCences, about organisations outside
the service including abroad, historical
magerial about ideas long dead and
pititious compilations of papers
around a theme.

What the Journal should but does
N0t contain is news of changes at
Stablishments and the opening of new
Ones, of staff promotions and transfers,
Of régime experiments, riots and escapes
(brevented), new equipment and
Changes in our working conditions.
These are of proven interest as the
Substances of conversation between
Staff members. It is a pity that they
are provided for only by the grapevine.

In addition to interest value, another
f€ason for change is that if the service
Vants to improve its image the starting

Place should be its opinion of itself.

S0 et Us s€e In our magazine some

THE EDITOR _
Prison Service Journal

Dear Sir,

Having just struggled through Keith
Ritch’s polysyllabic convoluted and
jargonistic letter 1 feel that I should
write to nail my colours to the mast. I
am proud of being a ‘‘fringe-ologist’’
and feel that if there were a lot more
fringe-ologists about in the prison
service then we could not be handi-
capped with a prison system that is one
hundred years behind the times.

I spent part of my secondment with
the prison service at the same institution
as Mr. Ritch and I must confess that
I was one of the five that not only
bought the Prison Service Journal,
but I also read it, and worse still
enjoyed reading it, To add to my sins,
having returned to the mainstream of
probation work I still enjoy reading
the Journal,

Your correspondent 1s correct when
he reiterates the comments of May on
the need for a house journal, but he is
wrong in suggesting that the Prison
Service Journal should be undertaking
this task. Those working in the service

JANUARY 1982

are already too taken up with what’s
going on within the walls and spend
insufficient time in looking outside to
learn from the experience and expertise
of others, Are there not lessons that
can be learned from the way the Swiss
run their prison service? Should not
all staff be made aware of the efforts
being made to help single, inadequate
homeless offenders? Could not Risley
benefit from the experience of Brixton?
Rather than seeking to discourage
others from reading the Journal 1
would have thought it was the
responsibility of governor grades to
facilitate discussion on such issues
with all staff, and that their main tool
could have been this Journal.

I am sure that the introduction of a
crossword and a move down-market
would increase sales and circulation
of the Journal, but only at the cost of
building even bigger walls around the
prison system. Please, Mr. Ritch and
fellow governors, face up to your
responsibilities and encourage some
wider debate amongst staff.

Yours faithfully,
CoLIN J. BERG
Senior Probation Officer

NATIONAL INSTITUTE OF
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ADULT EDUCATION
new publication... |

Prison Education in
England and Wales

edited by W. Forster, University of Leicester l

Contributors include:

Mr. A. S. Baxendale, Chief Education Officer, Prison I
Department |

Professor N. A. Jepson, Head of Department of Adult
Education, University of Leeds

Prison Education Officers

A Prison Governor
Local Education Authority Personnel

Price £4.75 (inc. p. & p.) From: National Institute of

Stirring  words of encouragement,
‘Ome contributions from higher up
Which express confidence in policies
and some contents which suggest that
10t only the care of inmates but also
the well-being of staff is important.
S0 shall we dispose of the
Criminology symposium’® approach
Nd go for a “‘news’’ format giving
feal information about current events
and future trends in the service. Ideally
' would be organised like an actual
“®wspaper with correspondents who
Will follow up information rather than
Wait for contributions.

Such a publication might be inelegant
and even inaccurate but if it is read,
discussed and thrown away by most
Of the service it is to be preferred to
the present sublime product which is

6

“Ollected by a literary minority. cash with order please Adult Education
ours sincerely, 19B De Montfort Street
NEn FLUDGER ISBN: 0 9005599 44 6 Leicester LE1 7GE

1517 Prison, Coldingley
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VIABLE
ALTERNATIVE?

The Future of the Prison Service

Roy D. KING and RoD MORGAN, with
J.P. MARTIN and J.E. THOMAS

Gower 1980, £11.50

This book arose out of the dissatisfaction of its
authors with the deliberations of the May Com-
mittee of Inquiry into the United Kingdom Prison
Service, out of their concern with the “over-
whelming pessimism”™ which followed the
Report and from their belief that “what now is
needed is debate, leading to policy formation,
perhaps by one of the specialised ad hoc com-
mittees . . . followed by action™. The two main
authors have together and separately already
made major contributions to the analysis of
9_rison rcgimes through publications such as A
aste of Prison and Albany, and through their
outstanding submission to the May Committee
itself under the title of Crisis in the Prisons: The
Way Out. Indeed, this book should be read in
conjunction with the authors’ submission Crisis
in the Prisons, partly because some of the
original coherence and strength of argument
tends to be lost in the book’s detailed examina-
tion of the May Committee’s deliberations. The
other two contributors to the book are also
notable commentators on the prison system: J.P.
Martin (co-author of The Social Consequences of
Conviction) and J.E. Thomas (author of The
English Prison Officer).
ne of the valuable features of the book is that
it critically appraises some of the evidence sub-
mitted to the May Committee, not least that
provided by the Home Office, as well as the
conclusions which the Committee drew from the
evidence, The authors clearly believe that ‘May’,
faced with a shortage of time and apparent lack
of relevant experience, inadequately challenged
existing Degartmental policy and was unduly
influenced by Home Office evidence. But
perhaps this book’s main value is that it uses this
appraisal as a platform from which some of the
themes of Crisis in the Prisons can be pursued,
particularly those which stem from the alleged
collapse of the belief in the treatment/training
ethic and the consequent need for a commitment
to the policy of humane containment. The
strength of the authors’ case lies in their
extremely logical and thorough analysis of the
implications of the move from treatment/train-
ing to humane containment and the detailed
examination of the three components of the
Jatter — the minimum use of custody; the mini-
mum use of security; and the normalisation of
tqrisq::m. However, in face of the authors’ unquali-
ed acceptance of the demise of the treatment/
training objective and the scathing dismissal of
the ay Committee’s ‘“‘positive custody”
objective which retained at least an element of
treatment/training, one should, perhaps, reflect
upon the confident assumptions of criminologists
in the 1950’s and 1960’s. This might prompt some
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degree of scepticism about the equally confident
turn-about in criminological thinking as it rejects
the ‘Welfare Model’ and espouses the ‘Justice
Model’ of sentencing and its counterpart In
prison objectives.

In their dealing with the first element of
humane containment, the minimum use of
custody, the authors are adamant that the size
and composition of prison population is “always
a policy choice”. On this issue the May
Committee is criticised for being ambivalent, but
the main target is the Home Office whose
evidence on future population trends, it is
claimed, was almost exclusively limited to extra-
polating on the basis of existing practices and
thus encouraging a belief in the inevitability of
prison population growth. For the authors, the

uestion was not whether prison population
should or could be reduced, but what were the
most appropriate measures. Opposed to in-
creasing executive discretion, they nevertheless
believed in a multi-method approach without,
perhaps, examining sufficiently the ideological
and practical implications of advocating a
reduction in sentence length.

In the case of the second element, the mini-
mum use of security, this partly related to the
central issue of the demise of treatment/training
in that the introduction of the dispersal system
which King and Morgan reject, was influenced
by considerations of treatment/training. But the
main and verzr powerfully-argued contention is
that, arising from a confusion of security and
control issues, the number of prisoners under
conditions of maximum security is unnecessarily
and excessively high and is in conflict with the
concept of humane containment.

The third element, however, IS in many
respects the most Erovocative in that it not only
chalienges widely-held beliefs about the quantity
and quality of existing prison resources, about
the need to build more prisons and about the
criteria of overcrowding but argues that, if
humane. containment replaces treatment/train-
ing, the need for the distinction between local
and training prisons disappears and the space
and resources in many training prisons could be
used to alleviate the pressures in other parts of
the prison system. This, however, i1s but one
aspect of humane containment, the overall
standards of which the authors spell out within a
framework of prisoners retaining all the rights of
the ordinary citizen which are consistent with
security.

Meanwhile, the enforcement of these stand-
ards and the consequential management
problems are the subject of the two chapters

contributed by Martin and Thomas. It is salutory
to be brought back to the hard reality of indus-
trial relations by Dr. Thomas and not least to the
reactions of prison officers to a constantly
changing and complex situation. In the wake of
the original emphasis -on treatment/training,

specialists were seen as usurping the creative rol¢
of the officer; in the subsequent wake of the
demise of treatment/training and the decline n
the military traditions an ideological vacuul
existed; and in the wake of prisoner militancy
and Home Office laissez-faire a power vacuull
existed. It is a pity that these crucial issues wer®
not related, in the concluding chapter of th®
book, to the question of officer attitudes to th¢
;Tplications of the proposals made by King and
organ,

Pr%fessor Martin, however, does examine the
main worries of staff, as well as prisoners and in 8
chapter entitled “Maintaining standards: who
guards the guards?”, he not only examines the
rules and procedures which are concerned Wltfhf
prisoners’ rights, but recognises that “Stal
morale is vital to the quality of care” and that “I*
is essential that some understanding of staff fears
should be shown . . .”. This is a highly informa”
tive and critical chapter, which looks at the rol¢
of internal and external (including Europcaf})
bodies in formulating and enforcing standards 17
prisons. The future requires, he believes, a I¢
thinking of this whole area which might be mos!
appropriately carried out by a body similar to the
Streatfeild Committee on the Business of the
Criminal Courts of the early 1960’s.

N.A. JEPSON
University of Leeds

The Suspended Sentence after
Ten Years: a Review and
Reassessment

PROFESSOR A.E. BOTTOMS

Changes in Conservatism of
Prison Officers, Police Officers
and Social Workers During
Training

L. POTTER, A. WATSON, P, WATSON

Both University of Leeds Occasional Papers 1980

The Centre for Social Work and Applied Social
Studies at Leeds University has invested a great
deal of effort in understanding the problem?
facing those working in the fields of social welfar®
and criminal justice. For many years it has give’l
the Prison Service academic support, advice and
expertise. It has co-ordinated the work of
advisory staff at the Prison Service College and
the Officers’ Training Schools and contributed 19
our understanding of training and t::[)f:rati.ﬂmﬂl
problems.

These Occasional Papers, then, are not the
work of remote academics, They are pamphlets
written by people who have a clear under
standing of the difficulties facing our Service and
others within the criminal justice field. They ar°
published in order to bring research findings 10

rﬂ_
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Ehe largest possible audience and widen the
ebate on specific issues.
€ first paper is an expanded version of a

aper delivered at the Frank Dawtry Memorial
, Smmar In 1977 by Professor A .E. Bottoms, The
Jai‘i]?)f:ndv.fx:l sentence has been in use since
t Nuary 1968. It was the first totally new sen-
ﬁncmg option since the statutory creation of
E;Dbatlon 60 years earlier and has become the
ab(ltond commonest penalty for adult male indict-

¢ offenders, being used twice as frequently as
gl‘t)banon. Despite its popularity with the courts,
; has attracted far less critical appraisal or

cSearch acitivity than parole or community
SCrvice,
Y Professor Bottoms® pamphlet is an attempt to
Q?ng the suspended sentence further to the front
s ¢nological debate. The first section reviews
p IStory since its proposal in 1950 by Sir Leo
thage'- Page’s original argument proposed two
thﬁOI'lps._ Irstly, as a more efiective deterrent to
De mdmdl_lal offender, the “Sword of
Cﬂﬁmocles“ image. Secondly it would allow
offurts to show the degree of gravity of the
Thence without sending the offender to prison.
h C Option was seen as an alternative both to
Ustodial and non-custodial sentences.

, ggvhatemr the views of Page and other pre-
du theorists, the suspended sentence was intro-
. ced as an alternative to imprisonment; this

a3 supported by Roy Jenkins throughout its
PAarllamqntary stages and upheld by the Court of

[Eeal in late 196%8.
co tSpite the official view, Bottoms shows that
ot}?m used the new provision as often to replace
st er forms of non-custodial sentences. Magi-
i ates seemed to impose longer sentences when
offey were suspended than they did when the
d °nder was sent directly to prison, rather than
dec!d}ng on a suitable sentence length and then

¢Ciding whether to suspend it.

In re-assessing the suspended sentence, the
ffcon_d part of Bottoms’ books shows that dis-
hngulshed academics, judges and administrators
aaVE_found the disposal confusing. Isitalet off or
: anous award held in abeyance, a custodial or a
. N-Custodial sentence, a sentence for use in

arefully selected cases or one with more general
Pplication?
th I considering these issues, Bottoms discusses

C various arguments surrounding the sus-
Eﬁnded sentence and then looks in detail at the
nase for abolition. The suspended sentence has
hOt been markedly successful, having failed to

dVe a permanent impact on the number of
People in prison. There may be humanitarian
“Onsideration in its favour but rising criminal
: fviction and tight limits on public expenditure
'€ more convincing arguments at this time.
o fPart 3 concludes very succinctly; the possibility
» abolition is worthy of serious debate. Bottoms
sam faxour of the abolition of the sentence and
SeyS, Its effect is that we give custodial
i Ntences to persons whom we intend to release
Mo the community. We need to reduce the
Plison population but we need to do so in a
POsitive, permanent way”.
atThe second paper outlines studies of certain
thtltudes.amongst student groups and the ways
ofese attitudes are affected by training. Studies
W Priscn officers, police officers and social

Orkers, evolved separately but showing
“Onsiderable similarities are considered.
am'C purpose of having applied social studies
s”,b‘le?ts in the prison officer training course is
Ad, in the paper, to encourage the students to
ﬁ!‘eater flexibility. Flexibility and rigidity are
‘ivf'ﬁcult to measure objectively but use of the
. lison Patterson Test goes some way to
echlevmg this. Tested at the beginning and the
s}?d of the residential course, student officers
t Owed some modification of attitudes, tending
O be more liberal at the end.
, This is not a surprising result as much of the
Csidential part of officer training gives students
OPportunities to examine controversial issues in
*ome depth. They are exposed to views and hard
NMormation from tutors and fellow students
Which cause them to think about issues in alter-
Natjve ways. Not unnaturally this extends

beyond the classroom into ordinary conversation
and debate.

Being a prison officer is nothing like being a
mechanic or a lathe operator. It is a job which
requires tremendous inter-personal skills, self-
confidence and the ability to command respect.
Technical knowledge 1s not very important;
officers always have time to find the answer to a
prisoner’s query. _

In establishing an effective working relation-
ship however, they cannot afford to be dilatory.
Each prisoner is different and because of this
every prison officer must learn the qualities of
Rexibility and tolerance. The influence of Officer
Training Schools’ tutors is one important part of
that learning process. It is good to know that
officer training is achieving one of its most
important objectives.

PETER J LEONARD
Deputy Governor
Wellingborough Borstal

The Economics of Crime

edited by RALPH ANDREANO and JOHN J.
SIEGFRIED,

John Wiley and Sons, 1980, £9.00

This is an American book containing twenty-
three essays on crime by writers whose points of
view and methods derive from their training as
economists. As a “growth industry” crime is of
obvious interest to the economist especially so
perhaps because growth is no longer a feature in
other industries in the Western industrial world.

In 1965 a United States Commission on Law
Enforcement and Administration of Justice esti-
mated that crime was responsible for 4 per cent
of the gross national product. Inevitably, there-
fore, the eye of the economist is attracted and the
tools of his trade marginal utility, elasticity of
supply and demand, used to analyse the deci-
sions made by those who commit crimes, those
who try to prevent crime and those who are
victims of crime.

Paul Rubin in his essay on the economics of
crime offers a useful corrective to the assumption
that delinquency is simply abnormal behaviour
or the unpredictable behaviour of abnormal
people. He argues that rational motives are a
significant factor in nearly all criminal activity
and not cmlr in crimes against property and the
more overtly acquisitive crimes, In which case
criminal behaviour would respond to crime
being made less rewarding in the same way that
businesses and customers respond to changes in
the costs and the prices of goods.

Those who have worked amongst professional
criminals will have heard them say that unless a
certain level of income can be obtained legi-
timately then, rather than fall below the living
standards which that income would bring, they
will resort to crime. The economists take this
argument at face value and extend it to other
oftenders.

Morgan Reynolds emphasises the element of
choice 1n offending. “Criminals commit crimes
because in their judgement it is profitable to do
SO. People respond rationally to their oppor-
tunities”. But is it true that even in the market
place people “respond rationally to their oppor-
tunities”? Is not the advertising industry devoted
to an opposmﬁ concept based on consumer pre-
ferences which may be only marginally affected
by straightforward economic considerations? In
a recent study of burglary in the Thames Valley
area 1t was discovered that, although many
burglars found shoplifting a more viable occu-

ation, it lacked the excitement and occasional
arge rewards of their preferred profession.
However, even if criminal behaviour can be
described so simply, this does not mean that
solutions are equally simple to find. In the same
chapter Reynolds recounts the experience of one
African country where widespread robberies
had become a major cause of public alarm. As a
deterrent it was decided to execute summarily
those convicted of robbery. The number of
offences fell but the unforeseen consequence
was that when robberies did occur, and such

JANUARY 1982

savage punishment did not deter all, then the
robbers made sure there were no witnesses to
their acts. Overall, therefore, the position
worsened. _

Gordon Tulloch in a short but stimulating
cssay on the effectiveness of punishmnent claims
that there is a true analogy between crime and
punishment and the demand curve on the graph
which slopes downwards in response to greater
costs. In America, those States which have the
harsher punishments have fewer crimes. To my
mind Tulloch does not fullz counter the notion
that the social pressures which led to the State
legislature adoEting harsh penalties were respon-
sible also for the low leveFof crime and not the
penalties per se which may have been only the
formal expression of those social pressures.

Economic sanctions can be applied not only to
individuals but also to institutions and William
Landes writing on the bail system argues
forcefully that those who are remanded in
custody and subsequently found innocent should
be financially compensated so that the true costs
of such remands are felt by the courts and added
pressure put upon the authoritics to use bail
more. The Prison Service might want to add the
costs of the escorts to court to the bill to press
courts into examining the necessity for long
remands and the consequent trips to court.

Not all the economists in the book are con-
servative. David Gordon offers a radical expla-
nation of crime as a justifiable response to
economic exploitation. He draws attention to
the selective way in which the law operates to
disadvantage those from the poorer sections of
the community, The man who steals from the
shop with its wares laid invitingl% on open
counters is punished by the law. The manu-
facturer of lead filled petrol may be censured but
IS not subject to legal prosecution. And yet who
does more harm to the community! Gordon goes
on to argue that this selective use of the criminal
law 1s essentially part of the capitalist system and
this leads him to the conclusion that *we must
somehow change the entire structure of insti-
tutions in this country in order to eliminate the
causes of crime”.

The majortiy of the articles are less wide
ranging, concentrating on specific aspects of
crime such as income tax evasion, heroin misuse,
jury conscription, punishment and offering an
economist’s view. However, it would be unfair if
I have suggested that the economists in this book
are unaware of the complexity of human moti-
vation, They present a point of view which taken
with other perspectives does aid our under-
standing of crime in society. It is a book to be
dipped into rather than read cover to cover.

J. STAPLES
Deputy Governor
Holloway Prison

Psychiatry in Dissent
ANTHONY CLARE
Tavistock Publications 1980, £5.25

It is always refreshing to read a book which
achieves what it sets out to do. As the title of this
book suggests, it is a critical appraisal of the
various and controversial issues both in the
thought and practice of psychiatrists today. It is
concerned not only with those being cared for
under compulsory orders or the mentally ab-
normal offenders, but examines the whole area
of changing concepts in the ficld of psycho-
dynamics and psychotherapeutics, in attitudes
and understandings, in long term interests for
psychiatrists and in areas of concem for both the
doctor and the public.

In some ways the drawing together of current
views on mental ililness with its controversial
topics and widely diverse opinions, ought not to
be difficult. However, in this revised edition the
author has not only brought them together but
has sought to critically analyse them, present
some in a provocative way, to stimulate thought
and discussion and provide a wealth of ref-
erences. Anthony Clare begins by examining the
concepts of mental illness and the various idealo-
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gical attitudes taken by psychiatrists both in this
country and abroad. 'l%en, through an examina-
tion of the models of mental illness he discusses
the diagnostic progress. Nevertheless, the rela-
tively small proportion of abnormal psychic
phenomena discussed is more than sufficient for
the reader to follow the direction and inter-
pretations in the chapters following on schizo-
phrenia. Here, the many varieties of
presentation and complexities of this disorder
are clearly discussed and stimulate thought. The
contemporary views on perhaps the most sensi-
tive of all areas in the treatment of mental illness
namely ECT and psychosurgery are then dis-
cussed at considerable length. Considering the
stance taken on the question of psychosurgery in
this country, the author did seem to spend a
surFrisingly large amount of time, but the reader
will certainly enjoy the intelectual excursion
provided.

More controversial issues developed towards
the end of the book and concerned the question
of responsibility and hospitalisation. The author
very carefully brings together the problems
facing psychiatrists in this country in providing
an adequate and comprehensive health care
service for the psychiatrically disturbed, both in
terms of in-patient care and out-patient facilities.
Dr. Clare expands on many contentious issues,
not surprisingly man-power and finances, the use
of junior and overseas doctors and the position
psychiatry now seem to have in the pecking order
of specialities. All this gives an initial feeling of
gloom, but it must be remembered that any
doctor worth his salt diagnoses first and then
prescribes treatment.

A striking feature of the book is the shear mass
of quotations and references, and, I must admit,
I found myself searching for the author amongst
them all. Nevertheless, the text has been pain-
stakin gly compiled and is a scholarly
contribution to psychiatry which I thoroughly
recommend as an addition to the library of all
concerned with the care of the mentally ili.

R.C. INGREY-SENN
Deputy Director
Prison Medical Services

The Seventh Denis Carroll
Memorial Lecture—ISTD

Psychiatry, the Law and the
Offender

by ROBERT BLUGLASS

Professor Bluglass traces the historical back-
ground which led to the increasing interest in the
mental health of prisoners and then discusses
various dilemmas which face the psychiatrist and
lawyer. Moving on to psychiatry and prisions,
the author considers that prison hospitals cannot
undertake the treatment of patients who would
justify compulsory care. Many readers will
ap‘)reciate that it is not so much the inability or
failure of the prisons to treat patients who would
justify compulsory care, but the basic conceﬁt
that those who do justify compulsory care ought
not to be in prison. Finally, the author examines
future prospects in terms of research treatment
and assessment and emphasises the need for an
effective net-work of institutions which can
provide the wide range of facilities necessary in
the total management of the offender patient
and within which the general psychiatnist must
also play his role, together with forensic gs¥-
chiatrists and all the other agencies involved,. It
was indeed refreshing to hear these words
spoken again.

R.C. IS

Probation in Penal Philosophy
W.R. WESTON

Occasional Paper No. 1
Centre for Social Work and Applied Social
Studies

University of Leeds 1980

This paper sets out its author’s perception of the
place of crime in our society, the development of
attempts to deal with that phenomenon and what
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could (ought?) to be done to improve those
attempts. The author, a Chief Probation Officer,
approaches this innocuous, if hardly modest,
task with gusto. The gusto, unfortunately, falters
very early on with the author reeling from own

goals in the Probation Service half. He comes to
when the list of ills to which the

probation flesh is heir appear to become too
much. “The symptoms of this (ambivalances and
uncertainties of aims and approaches) aré now
seen in the fact that some of these questions
cer?) are still

a dead sto

(what and who is a Probation Offi

the subject of a major debate in the Service,
when for the real health and sense of purpose of
the organisation they should have been resolved

long ago™.
At this point the author appears to take a dee
breath and addresses himself to a task at whic

the Probation Service is as good as the rest of us
(and just about as likely to be right I imagine),
that of answering the questions ‘why are we in
this mess?’ and ‘ what can be done to get us all

out of it?’

Not unexpectedly, however, the reader is
again faced with a lengthy list of rhetorical
questions as the author squares up to the fact
that, since the decline of adherence to the ‘treat-
ment philosophy’, no-one now has the correct
remedy for the present troubles and it does not
look likely that anyone ever will have such a

remedy.

Despite this, Mr. Weston feels his way
towards the idea that somehow society ought to
lace crime, and its treatment and effects at all
evels, in one “system as a whole”. This notion of
the ‘system as a whole’, encompassing not only
the official agencies, police, courts, probation
risons etc, dealing with the problem of crime
ut also the crime and the criminal himself, 1s in
danger, 1 venture to suggest, of becoming a
modern shibboleth. In reality, is it not the case
that the system as a whole is too big for our own
comprehension? Do we take refuge in that
notion of a system as a respectable way of avoid-
ing our individual responsibilities to the immedi-

ate problems with which we are faced?

A system, in the sense of the actions of one

part affecting all the others, there undoubtedly
1s, but rather than strain our eyes looking for that

system’s limits, should we not try and ensure that

our own individual actions are good enough \Rt’o
? We

stand the test of commonsense judgement
can often get too complicated for our own good.

It is precisely here that Mr. Weston’s call to his
fellow Probation Service workers to speak from
those convictions to society in terms it can under-
is linked with his
carlier view that the qualities of Frank Dawtry
(in whose memory this Eaper was first given) of

ness, efficiency” are as
much needed now as ever they were, We can all

stand and respond to (?6)

“vision, humanity, toug

say ‘amen’ to that.

M.R.J. GANDER

Governor
Low Newton Remand Centre

Psychiatric Aspects of
Imprisonment

JOHN GUNN, GRAHAM ROBERTSON, SUSANNE
DELL and CYNTHIA WAY

Academic Press, 1978 £12.80

In 1970, the Home Office Research Unit invited
Professor Gibbens of the Institute of Psychiatry
in London to conduct a series of studies into
psychiatric aspects of imprisonment. The first
two of these studies — about remands for psy-
chiatric reports to court and about disruptive
long-term prisoners - have been written up, the
latter by Patrick Pope in the Prison Service
Journal for May 1976. This book, by other
members of the Institute of Psychiatry, reports
on three other projects: an evaluation of the
psychiatric prison at Grendon Underwood, the
operation of prison psychiatric services as
exemplified at Wormwood Scrubs, and the pre-
valence of psychiatric disorder in the prison
population.

efore getting down to these projects, how-

ever, the book plots the history of the prison
psychiatric service as an offshoot of the medical
care first introduced by an Act of 1774 to combat
gaol fever. Mental health matters really only
emerged for the prison surgeon at the beginnng
of the 19th century but Eradually he assumed an
advisory function on the mental and physical
health of inmates — including, as today, the
effects of discipline and treatment — and a role @5
expert witness on the sanity of those facing trial:
From the start, therefore, the relationship beé-
tween doctor and patient was unusual and 8
reflected in the development of the prsoft
medical service distinct from the National Health
Service: one important difference lies in the fact
that, instead of the prisoner consulting the
doctor, it is the State which consults the doctof
about the prisoner.

This interesting opening chapter also plots
significant developments like the move from
diagnosis of insanity to its treatment in the
Eloneering work done by Hamblin-Smith al

irmingham in the 1920’s and 1930’s; the rise of
psychotherapy at Wormwood Scrubs in the
1940’s; the subsequent burgeoning of psycho’
logical treatments and the effects of the Menta!
Health Act, 1959. Its climax is understandably
the opening, in July 1962, of Grendond
Underwood as a unique and still widely
acclaimed psychiatric experiment.

By far the greatest part of the book concern>
Grendon. Research results are reported on the
nature of the 1971-1972 intake of 107 men; of
those “ghosted out” (over one-fifth of the intake
was transferred as unsuitable); of the regime:
and of the changes in the individuals who stayed.

The first evaluation is based on changes during
treatment, The interviews, questionnaires an
psychological tests, which are detailed in the
appendices, showed a reduction in symptoms 0
disturbance and of antagonism, an increase 1P
inmates’ self-confidence, and a fall in thelf
unrealistic estimation of psychiatrists. Given th¢
therapeutic community and the regime’s emph?-
sis on people’s ability to help themselves, these
are evidence of Grendon’s success. Most of these
changes, however, take place in the men’s firs!
three months at Grendon which points not $0
much to a therapeutic development but an ad-
justment to and benefit from Grendon’s uniqu®
regime. The authors stress this and, later in the
book, they play down the failure of the regime 0
affect reconviction rates, interpreting the
research as evidence that Grendon breaks down
the negative consequences of prolonged 1M
prisonment. “One interpretation of our results
of the Grendon study is that the therapeutl®
community reduces or eliminates the prison!”
sation effect of previous imprisonment: a ¥e
markable effect if that is correct”.

The second evaluation centres on a controlled
reconviction study conducted by Gunn et al-
Now, the results of a psychologist’s reconvictiof!
study of Grendon were summarised in the Prisoft
Service Journal (Number 7) in July 1972 and
provoked a series of articles and letters
unprecedented in the Journal, Something as un”
expected as interest was revealed in the Prisor
Service: Journal Numbers 9 (Peter Scott 1M
Janua? 1973), 11 (Mark Williams in July 1973)
and 14 (correspondence in April 1974y). The
essence of Margaret Newton'’s research was that,
when inmates from Grendon and elsewher¢
were matched on a handful of features, there was
no evidence that going to Grendon related 10
lowered reconviction rates. In their turn, Guni
et al point out the methodological pitfalls of such
research. They query the possibility of properly
matching men even though they themselves were
helped enormously in identifying a sample
matched to their 61 Grendon inmates by the
Home Office’s “parole index”. They reject as
unethical the idea of randomly allocating men 10
different treatments and evaluating the out-
comes. They end up regarding reconviction as no
satisfactory test of any prison treatment: the
criterion of reconviction, they say, may be 3
better guide to after-care than imprisonment. SO
what did their own study reveal? That’s right:
there were no significant differences between the
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tEConviction rates of Grendon graduates and of

the inmates superficially matched with them.

thifhe authors are more enthusiastic about their
M ¢valuation: a postal follow-up survey of
Scrn released from Grendon and ormwood
mall_bs. Though the results are not easily sum-
o “Eﬁd and are too often prone to small
Casm €15 of respondents, they make good use of
Chae Studies to describe the findings. Two
o Piers in the book deal with the psychiatric
ch?lce’ the treatment population and the
Prisnges during treatment at Wormwood Scrubs
atioon' It is the parallel of the Grendon evalu-
tio N and is meant to demonstrate a more tradi-
W“al Prison psychiatric service — albeit that
ﬁr;l’mwoad Scrubs is exceptional in being the
e largest and most important psychiatric
de ;Jll‘t outside of Grendon. The research does not
and with physical methods of treatment (drugs
G d_ECT: ) nor with hormonal and behaviour
s ification therapies which are sometimes
¢d for sex offenders at Wormwood Scrubs.
quTh? researchers, using interviews, tests and
nuﬁsnonnalres, were disappointed at the small
Mber of responses they got in following
Rlaetlents through various stages of treatment.
du;?rth_eless, there seemed to be a real re-
Th '0n 1n the disturbance revealed by the tests.
trels was not necessarily due to psychiatric
thaﬂtment because the reduction was no more
X N one would expect of the adaptation made
Euﬂlcularly by first-timers in  prison.
. dé!hennore, the shifts were greater amongst
the ICts who had engaged in group psycho-
in d? 3%)/ than amongst others who had undergone
. Vidual psychotherapy. These two findings
whggest that, as at Grendon, it is the group'work
thelch affects the men, helping them deal with
DS etfects of imprisonment. T e%r suggest that
eny%h-latm treatment in prison is often palliative,
; abling men to cope with problems that prison
S¢lf has created.
peTh'e essence of group therapy and the thera-
me‘-g}c community at Grendon is not exclusively
e ical - the regime and day-to-day activities
DS ‘un mainly by non-psychiatric staff. Though
A Yehiatrists should be involved, argue Gunn et
il here seems to be no reason why the prin-
pgfs of Grendon could be extended to other
m ons”, Shortly after their research, indeed, a
Scra“ therapeutic unit was set up at Wormwood
Wit'»lb_s for about 40 patients. Reading this book,
h its message of hope in group therapy a
mg chdon and at Wormwood Scrubs, it is all the
uthre Ironic to see reports in the newspapers of
th ¢ Annexe” being closed during rebuilding of
¢ hospital at Wormwood Scrubs.
as ! would be easy for a book on the psychiatric
onpects of imprisonment to get caught in at least
inee Of two traps: that criminal behaviour is
thevltably related to psychiatric disorder and that
vl OPEr management of prisoners always
ﬁ‘nto ves psychiatric treatment. This book gets
prerﬂppecl In neither but does uncover a hlEh
o Valence of psychiatric symtoms among the
or “0n population. In a separate research
abﬁjet‘:t, which lies less happily alongside those
&u?ﬁu Grendon and Wormwood Scrubs, the
sy, IS 2dded a psychiatric dimension to a
Uy €Y conducted by the Home Office Research
SU“II. One in ten of the prison population of the
lg%h East region was surveyed in February
s . One-fifth of this sample had had previous
Eeychlatnc treatment 1n the National Health
psﬂ'lqe; approximately one-third was defined as
mychlatrlc cases by the researchers’ criteria,
mOre than one-third wanted psychiatric treat-
Oent; and maybe 2 per cent were psychotic.
qun&-thlrd admitted iliegal drug-taking; up to a
on rter could have been problem drinkers; and
€ in 7 had gambling problems.
ﬂnThE_ book 1s extremely interesting, written in
fin (?_b jective and honest manner. Sometimes the
Sopq N8BS have to be read and re-read, because the
re‘?tloqs are not always well organised from the
pufgi_ers point of view. The book was first
ofs lished iIn 1978 and, notwithstanding the
of tCts of the industrial action on the production
X book reviews, that is an exceptionally long
wme ago for the Journal to be reviewing the

Ork: happily, the results described in the book

are important enough to be conveyed even at this
stage. In addition, reviewing this book feels
rather like completing a full circle because it was
In the Prison Service .%oumal that John Gunn set
out his original stocktaking of the psychi-
atric services at Grendon and Wormwood Scrubs
Prisons (numbers 8 and 10, October 1972 and
April 1973 repectively) while undertaking the
research reported here.

RICK EVANS
Regional Psychologist
Midland Regional Office

Social Work Studies No 3:
Throughcare with Prisoners
Families

MARK MONGER, JOHN PENDLETON, JENNY
ROBERTS

University of Nottingham. Department of Social
Administration and Social Work £5.30

The fact that this important piece of work has
taken eight years to pass from fieldwork to publi-
cation is, in my view, a serious indictment of the
status of research in the subject matter as well
as of the system by which research reaches (or
doesn’t reach) those who most need it.

The book gives an account of the attempts
made by one probation area to give expression to
the notion of ‘through care’ as distinct from
aftercare. Since being stuck with the title of
Probation and After Care the debate about the
meaning of the concept of after care and its
unsatisfactory relationship to the needs of
prisoners and their families has raged (or more
accurately, spluttered!) This book gives powerful
support to the demands that the Probation
Service should grasp the nettle of ‘through care’
and strive to make a more powerful commitment
to helping prisoners and their families, not from
any high flown notions about treatment but from
a humanitarian concern to reduce the damaging
effects which forced separation inflicts upon
family life and the upbringing of children.

In describing the experiences of probation
officers inside and outside in trying to implement
a through care model the authors reveal many
holes and unsatisfactory aspects of practice.
They emphasise however their conviction that
through care can work and give some good
examples of action taken which was directly
related to the ability of the prisoner and or his
family to overcome some at least of their
problems.

Their analysis of the depressive aspects of the
service’s involvement with prisoners and the
inhibiting and deskilling influence this has on
officers work 18 valuable in its own right. 1 was
partcularly impressed with their chapter on the
relationship and role conflict problems of pro-
bation officers working inside and outside in
Chapter 6 and with their thoughtful and opti-
mistic Chapter on Implications for the future. I
do wish to identify with this optimism not so
much from conviction that the service has the
capacity to make through care work but from
conviction that probation officers can work with
families to ameliorate some of the worst effects
of separation due to imprisonment and that this
1S a proper task for a humanitarian service
concerned with keeping people out of prison.

I hope this book, despite its limited
publication, will be read and debated in all
corners of the penal system by practitioners and
trainers.

BRIAN FELLOWES
Assistant Chief Probation Officer

The Life Style Violent Juvenile
ANDREW H VACHSS & YITZHAK BAKAL

Lexington Books 1980 £16.50

The title of this book is somewhat misleading as
it is predominantly about designing a Secure
Treatment Unit for violent youths in the USA
who have usually been members of gangs.
However, in order to give the reader an insight
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into the feelings and behaviour of the life style
violent juvenile it begins with an interview
between Vachss and a youth, *“Pirate”, who is a
gang member in New York. From outside the
gang the activities of the members can be viewed
as extremely violent, sadistic and motiveless.
Pirate, for example, describes his initiation
ceremonies as a mugging, a rape and beatingup a
stranger with a baseball bat that had nine-inch
nails across. The prevailing philosophy of the
gang seems to be “Hurt people before they hurt
you”, regardless of who they are. British gangs,
In contrast, tend to have as their main aim the
physical abuse of ethnic minorities such as
Pakistanis and the protection of the gang’s
territory. The Life Style Violent Juvenile would
seem, then, or simply reading the introduction,
to be a book of particular relevance to the USA
but of little relevance to Britain. This is not the
case if one reads on.

The book is actually a follow uE to Closing
Correctional Institutions by Bakal which, as most
readers of this review will know, deals with
the closing of many institutions in Massachusetts
in the early 1970’s and the placement of youn
delinquents in the community. By 197
Massachusetts confined only six per cent of
delinquents in correctional institutions and the
current book argues for secure intensive care for
the dangerous offender. This is not a new notion
to Britain and hence the book 1s relevant to
Bntish readers. What is new is the description 1n
extensive detail of plans for a Special Treatment
Unit to deal with 50 such individuals. Securty
hardware, staff selection, assessment and classi-
fication, staff training, shift systems, the politics
of institutional care and detailed architectural
plans of the Unit are all included 1n subsequent
chapters. The philosophy of the unit is there
cannot be treatment without security for life style
violent youths. We found this a novel and
attractive philosophy.

The residents, for whom violence is a way of
life, are protected from each other through
attention to the design of the buildings and
elaborate staff manning and training levels. The
Secure Treatment Unit has limited aims and
“‘makes two promises to the public: (1) it will
successfully incapacitate the life style violent
delinquent for a minimum period, and (2) it will
produce a de-escalation of life style violence in
the released offender”. The authors recognize
the difficulty of the task but expect progress
through the unit. This involves moving through
four sub units with more emphasis on vocational
and cognitive aspects as there is a concomitant
decrease In the likelihood of violence. The
estimated cost of the institution {in 1979) was 3
million dollars and it would cost 50,000 dollars

er year to keep each juvenile in the institution.

e book concludes with verbatim records of
interviews between the authors and senior ad-
ministrators, lawyers, prisoners and crimin-
ologists. One budding senator was asked if the
financial cost was excessive. He simply replied
“No”. Presumably he felt that there was no need
to justify providing resources where they were
most needed.

The only criticism we have is that the book
says very little about how youths would fare once
back on the violent streets. This is a shame
because the authors could have tackled the issue
with the honesty that charcterises the rest of the
book. Overall the book is well written, readable,
and informative, We recommend it to anyone
interested in exploring the practical details of an
idea which has much support; the incarceration
of only very dangerous oftenders.

B McGURK

Senior Psychologist
Low Newton

D Scotr

Borstal Trainee
Deerbolt
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ADVERTISEMENT

MEDICAL AID FOR
CIVIL SERVANTS?

by Desmond Main Thompson
Secretary, CSMAA

““What’s all this about? We don’t need any special
treatment, We’ve got the NHS, haven’t we, and that
covers us from birth until death, doesn’t it?’’ Well, of
course, if you have the misfortune to be knocked down
in the street, or your appendix blows up in the middle of
the night, you will almost certainly be rushed to hospital
in an ambulance provided by the NHS. But there are an
awful lot of medical conditions, often involving
considerable discomfort and pain, which cannot be
relieved quickly because there are long hospital waiting
lists for the particular treatment or surgery required.
That is the principal reason why private health organisa-
tions such as BUPA and Private Patients Plan are
flourishing and expanding: another is that in most cases
you can choose the time and place (and the surgeon)
for an operation to suit your domestic circumstances
or your work commitments. But, you may object, by
““buying’’ my medical treatment won’t I be ‘‘jumping
the queue’’ and delaying some one else’s treatment? No,
you won'’t, and the reason is quite simple. Most consult-
ants and surgeons have contracts for service with the
NHS (although some do not work in the NHS at all)
under which they work for the NHS for a number of
sessions a2 week. Outside these contractual sessions they
are free to accept patients for private treatment. By
doing so they do not in any way shorten the time they
devote to NHS patients.

This is where the Civil Service Medical Aid Association
(‘““CSMAA?) comes in. By the way, do not confuse it
with the Civil Service Motoring Association (‘‘CSMA®’).
The Medical Aid Association has been in existence since
1929 and has adapted itself over the years to changing
conditions, and in particular to the introduction of the
National Health Service. It is the fifth largest private
health insurance organisation in the country and, as its
name implies, membership is in general limited to civil
servants and others in employment closely linked to
employment under the Crown, though membership can
continue after retirement. Spouses or dependent relatives
under the age of 60, widows or widowers of members
and children can also be covered.

THE CIVIL

SERVICE
BENEVOLENT
FUND

The Association is managed by senior civil servants,
who give their services free, and a small paid staff of 9.
It is partly because of the relatively low cost of manage-
ment that the Association is able to offer cover at a
fraction of the cost of better known organisations.
Another reason is that the Association meets 85% of
admissible expenses, not 100%, but most members prefer
it that way. A few take out additional cover, at low cost,
with another organisation to fill the 15% gap. The
Association itself is currently considering the possibility
of offering 100% cover on a voluntary basis (within
defined maxima graded according to the nature of the
operation) at a higher rate of contribution.

Since becoming Secretary of the CSMAA earlier
this year, I have been surprised to find how many civil
servants (and, of course, their dependants) are not
members of the Association. I know from letters we
receive that, in quite a number of cases, this is due to
lack of knowledge of the Association’s existence and, of
course, of the benefits it provides. I have not mentioned
the benefits specifically in this article because the Association
publishes a brochure, copies of which are held by Welfare
Officers, which sets out the benefits and contributions in
some detail, Particularly favourable rates of contribution
are available for members who join under the age of 41.
(Even more favourable rates for people below the age of
31 are in the pipeline, When introduced these will apply
both to existing members and to new members.)

Of course, ke any other health insurance association,
it is sometimes necessary to impose a limitation on benefit
where there is a pre-existing medical condition. But I
know from experience that the Committee takes a very
sympathetic view of all applications. If you have any
queries concerning membership of the Association why
not write to me at Charles House, 375 Kensington High
Street, London W14 8QL? I look forward to hearing
from you.

cAmaa

HELPS

those who have financial hardship due to sick leave
at reduced pay, premature retirement on medical
grounds, unforeseen domestic emergencies.

HELPS
widows, particularly those with children.

HAS

a Convalescent Centre at Bournemouth, Residential

Homes for the elderly.

CAN YOU HELP TOO
by becoming a member?

Application forms are held by Welfare Officers or write to
National Publicity Officer, CBSF, Watermead House, Sutton Court Road, SUTTON, Surrey
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Please send them to the Editor or:
John St. Q. Ross, South West Regional
Office, Prison Department, Government
Buildings, Flowers Hill, Brislington,
Bristol BS4 5L.X.
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D Prison Service Journal
D Order Form

Those working in the Prison Service should
order as under at special rates:

In establishments—from the Admin. Officer
The Governor, H. M. Prison, Leyhill, In HQ —from P7 Division
Wotton-under-Edge, Glos. GL12 8HL In ROs —from ELOs

....................
D ..........................................................................................................................................................

Single copies Annual Subscription
Home 55p £1.85
Overseas 65p £2.25

U Special rates for bulk supplies will be quoted on application.

The Journal is published quarterly in January, April, July and October.
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Home Office Research Studies consist
mainly of reports on research undertaken
in order to assist the Home Office in the
exercise of its administrative functions
and to provide information for the
judicature, the services for which the
Home Secretary has responsibility (direct
or indirect), and the general public.

Over eighty titles have been published in
this and in the earlier series Studies in the
Causes of Delinquency and the Treatment
of Offenders. Many of these are likely to
be of interest to Prison Service staff,
including the following which have been
published in the last two years:

No. 51 Life-Sentence Prisoners

Edited by David Smith

Describes the life-sentence prison population,
the reasons for its growth over the last two
decades, the prevalence of psychiatric disorders
within it, and the characteristics of the men who
are detained in prison for the longest periods.
ISBN 0113406916

No. 52 Hostels for Offenders

by Fane Andrews, with an appendix by

Bill Sheppard

Describes the decision-making process
underlying the allocation of offenders to hostel
accommodation. An appendix provides
information from a survey of the characteristics

of hostel residents.
ISBN 011 340692 4

HOME OFFICE
RESEARCH STUDIES

No. 64 Taking Offenders Out of Circulation
by Stephen Brody and Roger Tarling

‘The two reports which comprise this volume
are also addressed to the question of crime
prevention. They concentrate however on the
extent to which crime can be prevented by the
use of imprisonment. The first examines the
‘incapacitation effect’ of imprisonment —the
amount of crime prevented by incarcerating
offenders; the second looks at the problem of
the so-called ‘dangerous’ offender.

ISBN 0113407041

No. 66 Persistent Petty Offenders

by Suzan Fairhead

This study arose from concern about the
increasing prison population and interest in
ways of reducing it. It concentrates on
persistent petty offenders and whether they
could be kept out of prison or indeed the
criminal justice system altogether. A description
is provided of the characteristics of a sample of
such offenders and attention is then turned to
their arrest, sentencing and discharge. The
study concludes with an examination of
measures to alleviate the problem in so far as it
affects the criminal justice system,

ISBN 011340706 8

These and other titles are available
through HMSO bookshops and
agents—see Yellow Pages for details.

an

[}

Crown Copyright 1982, Printed at H.M.P, Leyhill, Wotton-under-Edge, Glos.




