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IS THAT WHAT YOU WANT "COS THAT’S WHAT'LL HAPPEN!

At the Prison Service Annual Conference in
1994, the Home Secretary urged that less
attention be paid to the needs of prisoners and
their families also we should listen less to
special interest groups. The voices and views
which should inform our work, we were told,
are those of “the people”. No-one can argue
against the fact that we are a public service
and it is right that we should reflect that fact in
what we do but, as the MORI polls
commissioned by the Service suggest, our
popularity can be dramatically changed by a
single well publicised event. The public can be
fickle and knowing what it is they want is hard
to determine and that being sc the practical
application of policy can be fraught with
contradictions.

An example of these contradictons is the
recent instruction to governors making the
decision to grant temporary release for serving
prisoners a more rigorous process. No doubt
the public would say thar in deciding to release
someone any risk which the public might face
should be at the top of the agenda but as a
practical consequence of this instruction action
has been taken which seems unlikely to win
popular support, A prisoner, a first offender,
serving a short sentence for motoring offences
and within a few weeks of discharge had 1o go
to stay for treatment in an outside hospital. An
obvious and safe case for temporary release or
so it would have been untl the new
arrangemenis.  Now  under those new
arrangements that prisoner is guarded, taking
up the tme of some six staff and causing
consequential restrictions on other activities in
the prison. Thus what would have been a
straightforward decision to release tempeorarily
becomes an expensive operation giving no
added safety w the public and placing a strain
on already stretched resources in the prison .
That can’t be what the public wants! Nor does
it seem a prudent use of resources to have as is
now happening, senior staff at headquarters
second-guessing governors on  decisions to
allow temporary release. If they are routinely
poring over individual reports on prisoners,
what work will they drop? Inspectorial visits to
establishments  perhaps, or the proper
examinaton of the more contentious cases? Is
that in the public interest?

As a result of this same measure restricting the
use of temporary release, many prisoners have
been abruptly withdrawn from schemes of
work in the community where they were
offering something pesitive to local life, paying

something back for harm done and helping 1o
sort themselves out at the same time. But now
they are locked up to idle their time with litile
benefit to them or the community. That can’t
be what the public wants!

The Probation Service run schemes which help
prisoners prepare for their resettlement in the
community through temporary release but now
these schemes are in jeopardy. Does anyone
believe that being - discharged
preparation will enhance the prospects of
successful rehabilitation. That can't be what
the public wants!

without

The current mood of the public will not
tolerate the occasional bui ostentatious
swaggering of some prisoners and the Service
must learn to be more sensitive to that mood
but simple austerity is not encugh.

The MORI pell canvassing opinion on the
work of the Service suggests that the public do
want offenders to use their fime in prison to
some purpose. Ft would be foolish to make
grand claims for what we do or to suggest that
imprisonment of itself can make any impact
upon the level of crime in our society but it
would be immoral and unpopular for prison to
be entrely without hope.

In this context of an apparent change of public
mood towards & more punitive approach to
imprisonment, the article published in this
Issue on the United States experience of
dealing with disorderly prisoners is especially
relevant. The ‘lock down’ regime of Marion
which is to be replicated in a new prison
named ‘Florence in Colorado, also within the
Federal systemn, appeals to that public mood
and to professional concerns about disorder in
QUr Prisons.

The article claims that neither in Marion nor
Alcatraz which preceded Marion as the ‘super-
max’ prison for the Federal prison system can
it be shown that prisoners deteriorate mentally
or physically, Indeed lower reconviction rates
are shown for prisoners leaving those
institutions although much of that effect can be
put down to the men being much older by the
time they are released.

There are dangers in translating the United
States experience to this country. In contrast
our experience of dispersal is that transferring
troublemakers from one prison to another can
have a positive effect and does not simply

move the problem around. A dispersal system
with the complementary provision of smal
units, costly in themselves and not without
problems, nonetheless offers chaoices which do
sometimes succeed and certainly no dispersal
governior would want to be without those
optdons. Nor is it true, as it was in the Siates,
that dispersal reduced the freedom of many
prisoners to facilitate the containment of the
few. Dispersals in this country offer more
choices for prisoners than most other
establishments and it is  argusble that
intmidaton of one group of prisoners by
another is not specifically a feature of dispersal
prisons but can be found as often in semi-
secure prisons as in those of a higher security.
For us to move from dispersal to concentration
would not lessen the problems we face and in
the creation. of a concentraucn of difficult and
dangerous prisoners would be highly expensive
in human and material resources. Untl last
year the dispersal system had not seen a mass
breakout of prisoners. Perhaps what happened
in the Special Security Unit at Whitemoor
where the exceptional risk prisoners were held
in one place could be an indicator of what
could happen in 2 prison where such prisoners
were concentrated in even greater nunbers.

The Prison Service Conference highlighted
some considerable cultural differences which T
think make the ‘super-max’ road
understandable in the States but inappropriate
here. One graphic example of our differences
was given when a misallocation of 2 prisener in
a Federal mnstitution to a landing where he was
not one of the gang which dominated that area
of the prison and the following day he was
dead. Intergang warfare in the United States is
rife in a way we do not ever see. In another
example, Kitty Hawk, the Head of the Federal
Systermn, was responding to questions alter a
talk she had given in which she spoke of
hostage incidents. To a point of clarification as
to whether she was talking about staff or
prisoners being taken hostage she looked
bemused. ‘If prisoners want to take each other
hostage, what's the big deal!” she said!

The Prison Service in this country has believed
traditionally that through relationships between
staff and prisoners something can be retrieved
from the broken lives of the people who come
into our care. We need to hold omo that belief
and w explain it to the public so that they
understand and c¢an support us in what is a
moze difficult but infinitely more rewarding
and hopeful path.
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Officer 5. Astle and

E, R. Brady, Senior
Probation Officer, describe
groupmwork that is done in
Sewinfenn Hall with inmates
wha used firearms in their
offerding.

Swinfen Hall YOI caters for long term
young offenders, the range of sentences
being three and a half years to Life. Among
them are a number who have used guns in
their offending, either handguns (mosthy),
shotguns or automatic weapons.

Existing courses in the prison already
dealt with offending behaviour, drugs and
alcohol, but not specifically the use of
guns. Those offences cause particular fears
and carry, particular dangers both to the
vicums and to the offenders themselves
from the response of the Police Firearms
Units.

It was therefore comsidered important
to tackie this particular facet of offending
behaviour.

The tutors are an experienced prison
officer who has extensive knowledge of
firearms from previous army service, and the
Senior Probation Officer in the prison who
has 30 years experience in the Probation
Service.

Preparation

Inmates are seen individually by the
Senior Probation Officer to explain the
purpose and content of the three day course.
It’s relevance to a future Parcle applicaton
as demonstrating to the Parole Board a
willingness to ‘tackle their offending
behavicur’ is emphasised and is usually their
motivation o attend initially. ¥ is explained
that a report will be prepared on their
response to the course which will be
discussed with them and put in their prison
file to go with their parole documents.

The Aims of the Course

These are described and written up on
the flip-chart to keep in mind:

1. To think about using guns in offences;

2. To better understand the effects of guns
on the victims :-

a, Physical
b. Psychological.

3. To better understand the consequences -

a. Longer prison sentences

b. The effects on their family

c. Geetting shot themselves by Police
Firearms Unit.

The Course

It opens, after the preliminaries, with a
brainstorm on “What I like about guns’, The
ideas are written up on the flip-chart. Replies
have wvaried but usually centred around
feelings that the weapons give ‘power’ and
‘dormninance’.

Two wvideos are screened, the first
showing the effects of bullets upon the
victirn, the second clips from the siege at
Waco in 1993.

The impact of the videos is almost
invariably strong, a little surprisingly as
conversations indicate a liking for viclence in
their normal TV viewing habits. There
seems to be a realisation that these wounds
are for real, not actors make-up.

It is pointed out that this is not only
what would happen to their victims but it is
what would happen to them should they try
to resist a Police Firearms Unit, (Aim 2a.
3c).

The purpose of showing the Waco
incident is to emphasise the point that a
situation can get out of hand from their
original intention. This is used in succeeding
sessions when each recounts their offence/s.

Untitled-4 4
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The ABC Method

This sequence of describing the
offence is also used by the Offending
Behaviour Group in the prison. Some inmates
attend both which are seen as complementary
because of the difference in focus.

Antecedents

What led up to the offence? - The
first questions are - Why commit an offence

at all? Why decide to use a gun?

Frequently the answers are around: ‘I
needed money and an armed robbery was
the quickest and easiest way to get a lot’,
Some have contrasted: “The low returns’
from burglaries and “The quick, big, cash’
from the hold up.

Further probing will sometimes, but
by no means always, indicate it is to
counteract deeper feelings of inadeguacy
and inferiority, but to others a gun is seen
simply as a more effective tool to terrorise
than is an iron bar.

They are asked to describe how they
got the weapon and their feelings when
doing so.

Their answers point up the fact of
how easy it is to get a weapon of varving
levels of capability, and ammuniuon for it.

They are asked if they carried the
weapon as a matter of course, or only when
going to commit the offence. Replies have
varied but a proportion did carry them
routinely even when the weapon was a
replica rather than a fireable weapon.

Behaviour

The offence itself. - They are asked
to describe the whole offence beginning
from the time they left home to their escape
from the scene. Their memories of their
own feelings throughout and the perceived
reactions of the vicrim/s are asked, with the
emphasis on the gun use element, Their
particular part, (ie, did they or a co-defendant
have the gun} is closely questioned.

Consequences

On their victim - a great deal of
emphasis is placed upon this, stressing the
psychological effects {through fear) both
short and long term. The Senior Probation
Officer uses  general principles, the
offender’s perception at the time of the
offenice and any comments in court.

Victim Support, both locally and
nationally, were approached with a view to
obtaining  first-hand material. To our
surprise we were informed that they had
nene as such offences which were regarded
as ‘work based’ rather than ‘home based’,
and the organisation did not deal with such
incidents at the present time. However this
is being pursued locally.

On_themselves - not surprisingly,
almost all were arrested by Police Firearms
Units, One described the shock of being
woken from sleep to find his bed encircled
by three policemen with their guns pointing
at him. He now readily understands his own
victim’s feelings!

Many were told by the Judge on being
sentenced that it was being lengthened by
reason of their having used a gun, sometimes
a specific time period being stated.

Few were concerned abour revenge
attacks on themselves, mainly because of the
type of victims they had chosen, but more
were concerned about younger brothers or
sisters being attacked or abused ar school as
a result of publicity.

On_their family - this aspect most
often produced a thoughtful and sometimes

an emotional response to a degree. One
described the long-lasting shock it was to his
pariner when he was arrested by armed
palice. He too was zble to identify with his
victim’s feelings as a result.

Bach participant goes through their
ABC, with the group eliciting facts, discussing
implications and relevances to their own
situation and experiences, These will not be
completed on the first day but the majority of
the six to eight participants may have done so.

At the end of the first day they are
given a single sheet questionnaire to complete
overnight relating to their offence and
knowledge of fircarms.

Throughout the day ihe tutor who is
not leading the particular section will be
observing the group interactions, the
individuals’ participation and wili participate
himself when he considers it appropriate,

The Fear Factor

This section is used to provide a
break between ABCs if there appears to be a
degree of boredom or repetition developing,
or to start the second day after the
‘homework” has been coliected for later
examination by the tutors,

ISSUE NO. 97
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Diagram]

Diagram 2
NEEDS
Lifestyle
Money
Alcohol/Drags
Food
Friends

ANTECEDENTS
Planning the offence
Getring the gun

CONSEQUENCES
The victim

Yourself

Your family

BEHAVIOUR
The Journey
The Offence

Each participant is asked to think of
and then describe their most frightening
experience. The tutors also participate in
this. Perhaps inevitably the situatdons have
involved a possibility of serious injury or
death. Sometimes it has been when they
were arrested by armed police and so being
at the wrong end of the gun.

This is then related to the fear and
feelings they had caused to their victims.

The Forensic Complications

These are explained in a straight
lecture which the participants always listen to
with close interest and attention.

The methods of connecting a
particular weapon to particular bullets and
casings found at the scene of a crime and
that these are recorded permanently are
described. So if they obtain a weapon
illegally they wili not know its history or
what other crimes, possibly murders, it has
been used to commit. They could find
themselves being questioned and possibly
charged with very serious offences they did
not commit by reason of possessing that
weapon.

The Prison Officer Tutor goes on to
explain the fact that illegal weapons are
rarely maintained properly, and couid be as
dangerous to them as to their victim.
Methods of maintaining weapons are NOT
described.

This session is found to have a very

sobering effect.

This is reinforced by videos showing
the effects from mishandling explosives, and
the Police Firearms Units.

The Offending Cycle

This is to clarify the changes the
participants will need to make individually to
break this cycle of offending. It Is introduced
by explaining the Closing Options Concept.
{(See diagram 1.)

At ‘A’ there i3 a wide wvariety of
options available to meet their ‘needs’. As
time passed and they take certain actions,
options become fewer until at ‘B’, options
are limited to perhaps one.

Each presents their ABC again, but
from a different standpoint, beginning with
their ‘needs’ at the time they decided to
commit the offence. (See diagram 2). The
group discussed their alternative options at
the different stages.

It is stressed that at the end of the
cycle they are back where they started - at
the point of ‘needs’.

Closing

The closing sections are ‘reparation’ to
the victim; can they do anything now? If
only a letter of apology, addressed to the
place where the offence took place?

The significance of the Firearms Act
in relation to their possessing weapons is
explained.

Finally a brainstorm on “What I don’t
like about guns’, which is related back to the
brainstorm at the beginning of the course.

Assessment

The take-up for the courses has been
good though there have been refusers, who
have usually been from the ‘heavy’ end of
firearms offences.

Those attending have invariably
participated well even when discussing highly
personal matters.

As far as can be seen from comments
they have made, their attitude to the using of
firearms does become modified through a
greater understanding of the impact on their
victims and their own families and a new
realisation that they will meet up with the
Police Firearms Units and that the possible
consequences for themselves could be the
injury or death with which they have
threatened others. B

Untitled-4 6 @
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This survey was based on a pilot study by
Towl (1991) which surveyed groupwork in
prisons {in England) with psychology units.
A major finding of the pilot survey was that
Probation Officers were participating in
more groupwork than any other professional
group. Given this provisional finding it
made sense to collect our questionnaire data
through Senior Probation Officers (SPPOs)
for the main survey. Thus the SPOs were
asked to co-crdinate responses from thetr
prisons. The Towl (1991) pilot survey
sample was of only 32 prisons, our survey
covered 128 prisons in England and Wales.
Of 128 sets of questionnaires distributed 84
{66 per cent) were returned. This survey
provides an up-to-date survey of groupwork
in prisons.

The questionnaire was based on that
used in the pilot study but with a number of
changes to elicit more useful and detailed

imformation. 'The first section of the
questionnaire used in our study simply
requested respondents  (Senior Probation

Officers) to tick, from a list, those types of
groupwork currently underway In their
prisons. Included in the list was an invitation
to specify what ‘other’ types of groupwork
were underway that were not included
within the eight types of groupwork
specified on our list (derived from the pilot
study), For each tvpe of groupwork noted in
the first section of the questionnaire
respondents were requested to complete a
‘description form’ which constituted the
second section of the questionnaire and was
structured with 10 questions;

1) Please circle facilitators - probation
officers, prison officers, teachers,
psychotogists, ‘outside’ agencies, others.

2) How many facilitators run each course?

A NATIONAL SURVEY

3) What are the total number of hours each
groupwork intervention runs for?

4} What are the total number of hours
involved in preparation and selection of
candidates for the groupwork?

5} Over the past year July 1991 to July
1992) how many of these groups have
run?

6) What is the average number of prisoners
in the group?

{a) at the selection stage,
{b) at session one,
{c) completing the group.

7) Is the groupwork evaluated? If ves how?

8) What is the main difficulty in doing
groupwork in prisons?

9) What is the main strength of this type of
groupwork?

10} What is the main limitation to this type
of groupwork?

On the basis of the answers given to
the above questions in our survey we sought
to answer three related questions. What type
of groupwork is done? who does it? and at
what type of establishments is it done?

What are the most common fypes of
groupwork underfaoken in prisons?

Eighteen (21 per cent) of our sample
reported doing no groupwork whatsoever,
Fifty one per cent of all the groupwork
reported was accounted for in four types of
groupwork; offending behaviour, alcohol,
drugs and anger. Anxiety management,
social skills, lifer groups and sex offender
groups accounted for a further 24 per cent
of the reported groups. Those types of
groupwork recorded under ‘other’ on our

Grafion Towl presented this
paper to the Prisons 2000
Conference ar Leicester in April
last year. Graham is head of
Forensic Psvehological Services
Jor the Hast Angha Avea and
has written widely on

groupuiork.
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The offending behaviour groups are
Table 1 explicitly just that. Alcohol and drug misuse

Numbers of the four most common types of groupwork are commonly implicated in the commission
by PB‘ESOH iype of offences. Anger can be associated with the

commission of violent crime. Psychologists

Off behav Alcohol Drugs Anger have been largely responsible for the

introduction of anger control groupwork in

Male prisons. Anger control groupwork has been

Local (N=13) 5 3 5 2 the fastest growing type of groupwork in

Open (N=9) 6 4 2 1 prisons in recent years. About one in three

Tr_cumng (N=19) 10 12 10 8 prisons have tutor teams able to run anger

Dlspersal (N=3) 3 3 2 2 control groups (Towl, 1991, 1993, 1594).

YOl (N=20) 11 12 9 10 i ‘

Each of these most common types of

Female (= 6) 3 2 3 2 roupwork are likely to i > over the
Unclassified (=12} 2 4 4 3 group are y 10 Ineredse over

coming years with the implementation and
influence of the Criminal Justice Act (1991)

Total Prisons (84) 40 40 35 28

questionnaire, accounted for about a quarter
of all groupwork reported and included 32
different types.

We can see from table 1 that just
under half of the prisons in our survey
reporied  doing  offending  behaviour
groupwork. Also, the same number of
prisons report doing alecohol  control
groupwork. Male training prisons and male
Young Offender Institutions (Y.O.Ls)
appear o have more groupwork than in
other establishment types. It is perhaps
unsurprising that local prisons have the least
amount of groupwork given the high
throughput rate of prisoners to other prisons
with inevitable logistical difficulties in
groupwork organisation. Indeed, if we take
offending behaviour groupwork as an
example of a possible form of groupwork in
a local prison, one candidate recruitment
problem may be that prisoners on remand
may be less willing to talk about their
offending behaviour. Conversely, male
training prisons have regimes which are
increasingly being assessed on the basis of
‘inmate activity’ hours, hence groupwork
may be viewed as a legitimate ‘inmate
activity’. From this we can see the
importance of groupwork in prisons fitting in
with the organisational structure, This is an
important  point, especially given the
difficulties associated with broader
mstitutional and sub-cultural constraints
which remain as a core difficulty for
facilitators of groupwork in prisons.

Perhaps the maost obvious
commonality across these four types of
groupwork is that each is (usually) directly
related to the control of criminal behaviour,

in prisons. Under the terms of the Act it is
clear that prisoners will have an increased
incentive to attend such groups. Their early
release will be subject to a demonstration on
their part of having addressed the issues that
led to their offending.

Who facilitates groupwork
in prisons?

Table 2 provides us with an indication of
who facilitates what groupwork in prisons (of
the four most common types).

Probation officers do considerably
more groupwork in prisons than any other
professional group. Indeed the table shows
that as a professional group they report
involvement in 83 groups for our four most
common types. This seems to indicate a
considerable input given that our total
sample of returned gquestionnaires batches
was 84, and that 18 of those reported doing
no groupwork at all. Overall, prison officers
do marginally more of the rmajor types of
groupwork than outside agencies. Teachers
facilitate marginally more groups than
psychologists. Ourside agencies are
responsible for facilitating many alcohol and
drugs groups. Psychologists are directly
involved in more anger confrol groupwork
than alcohol, drugs and offending behaviour
combined.

What other types of groupwork
are there in prisons?

Let us now turn to the four next most
common types of groupwork. (See Table 3)

Untitled-4 8
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The pattern of responses on Table 3
differs from that of Table 1 in a number
of important ways. Male training prisons
and male Y.O.ls have a similar pattern of
frequencies of these groupwork types with
the notable exception of lifer groups. This
difference possibly reflects the respective
prisoner population characteristics across
these two establishment types. We expected
anxiety management and social skills
groups to be more prevalent in Y.O.Ls.
Lifer and sex offender groupwork are
relatively, common in dispersal prisons.
Again, this probably reflects the profiles of
the prisoner populations of these prisens,

given the number of life sentenced
prisoners and sex offenders inside the
prison dispersal systein. Although

groupwork ‘types’ have been reported in
this survey it was evident from our results
that some groupwork Cypes were more
homogeneous categories than others. This
point is Jlustrated below in our description
of the fourth to eighth most commeon types
of groupwork in prisons.

Lifer groups in the different prison
types are liable to be quite different in their
purpose, structure and content. For
example, lifer groups in dispersal prisons
where prisoners are generally at the
beginning of their sentences, are most likely
to include psychological preparation and
strategies for survival over the long term of
imprisonment to follow. By conwrast, lifer
groups, in say, male open prisons, are likely
to he more orientated towards adaptation to
moving out of prison

Sex offender groups are on the whole
conducted within the national sex offender
assessreent  and  treatment  programme,
These groups are based on ‘vulnerable
prisoner” wings or units in an environment
where prisoners are less likely to feel
intimidated by the dracenian mainstream
prisoner subculture.

Social skills groups are liahle to
include a variety of different areas. The term
social skills is a broad one and may include a
whole host of different types of training
skills.

Given the high levels of anxiety
experienced by prisoners it is perhaps
surprising that anxiely management groups
are not more prevalent. However, perhaps
this assumption is based on perceived neads
rather than a fuller understanding of the
prison context. The macho subculture of
prisons are not conducive to individuals

Table 2
Numbers of Groups Fucilitated
Facilitators Off behav Alcohel Drugs Anger
Probation 30 19 21 13
Prison Officer 13 10 10 9
Teachers 5 3 2 3
Psychology 1 1 1 7
Qutside Agencies 0 13 21 [
Other 2 1 0 1
showing or sharing their anxieties,

particularly within a group setting,

Probably the most robust finding
across all eight types of groupwork identified
is that they are most commonly facilitated
within male training prisons and Young
Otffender Institutions. To reiterate an earlier
point we would argue that this is partly
because training prison and Young Offender
regimes in terms of their ethos and
organisation are liable to be, in principle,
receptive to the inclusion of groupwork
‘activities’.

We will now move on to look at the
likelihood of priscners partcipating in
groupwork in prisons. For the purpose of
this paper we will restrict our discussion to
the four major areas of groupwork listed in
Table 1. From our survey we were able to
calculate  approximate probabilities  of
groupwork attendance by dividing the
reported number of prisoners en each group
per year by the Certified Normal Allocation
(C.N.A.) for the prison. The CN.A. is the

Table 3
Lifer, social skills, sex offender and anxiety management

group work numbers by prison type

Secial Sex
Lifer Skills  Offender Anxiety

Male

Local (N=13) 0 1 5 1
Open (N =9 4 1 0 1
Training (N=19) i0 6 3 1
Dispersal (N = 5} 3 2 3 0
Y.O.. (=120 2 6 2 2
Female (N=4) 2 2 1 1
Unclassified (N=12) 2 3 3 2
Total (84) 23 21 17 8
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total number of prisoner places that a prison
is deemed to be able to accommadate at any
given time, Hence, given ‘throughput rates’,
our calculations are liable to represent an
overestimate of the likelihood of attendance
in groups for prisoners. However, certain
patterns have emerged,

In terms of the total numbers of
prisoners attending groupwork relative to the
C.N.A. Young Offenders are the group of
prisoners most likely to attend. Interestingly,
women prisoners are more likely to attend
alcohol control groups than other types of
groupwork. Indeed, per head of population,
women in prisons in our sample, are more
likely to attend alcohol groups than men.
Women prisoners are highly unlikely to
attend offending behaviour groups. Prisoners
in male local prisons are more likely to be
involved in drugs groups than other groups.
The probability of attendance in groupwork
overall, for our four major categories of
groupwork, s second highest in male
training prisons.

So, in swm, most groupwork in
prisons happens in  Young Offender
Insttations and male training prisons.
Women prisoners are relatively more likely
to attend alcohol centrol groups than men.
The four most common types of groupwork
in prisons are directly related to criminal
behaviour. Some of the groupwork ‘types’
are likely to be heterogeneous in form for
example lifer groups, whereas others are
likely to be more homogeneous for example
sex offender and anger control groups which
are part of national treatment programmes.
Most groupwork in prisons is facilitated by
probation officers.

The Contexi

Groupwork invarizbly takes place
within the context of a particudar culture at a
particular time. The current political zeitgeist
in the public sector invelves a great deal of
emphasis on the measurement of identified
outcomes which are viewed as critical in
evaluating the value (for money} of the
service., The term groupwork may beget two
messages for the prison managers. First, it is
liable to be a constructive activity. Second, 1t
involves using a small number of staff to
engage a (relatively) large number of
prisoners, This first message is generally
plausible, especially so, given the baseline of
‘prison life’. The second message is less
convincing despite its superficial plausibility.
Planning, preparatdon and  candidate

selection are all time-consuming activities,
often well beyond what would happen with
one-to-one interventions. Prisoners agendas
for groupwork may be somewhat different
For example, for some, groupwork is a
useful forum for real change, for others, it is
simply an aspect of what Goffman (1961)
would term a conversion  strategy.
Conversion is where an inmaie ‘acts out’ the
role of ‘ideal inmate’. As alluded to earlier
the implementation of the C.J. Act in prisons
may increase the use of such conversion
strategies.

Evaluation

We found very little evidence of the
evaluation of groupwork in prisons. It would
be a mistake to assume that a lack of
evidence of evaluation work of groups is
simply a product of the difficulties associated
with working in a prison setting. In a recent
survey of groupwork in the probation
services of England and Wales no mention is
made of the evaluation of the groupwork
{see Caddick, 1991).

Where the evaluation of groups in our
survey was reported, it tended to be of a
very limited type, focusing upon whether or
not participants had found the group useful
and enjoyable. With such a relatively high
level of groupwork activity being undertaken
in prisons it seems to us to represent a
significant opportunity to do evaluative work.
Psychologists in prisons are well placed to
assist in the design and implementation of
such evaluative studies.

One of the reasons sometimes given
for not evaluating groupwork is that the
limitations of particular evaluations are seen
as outweighing the benefits of service
evaluation given a context of very limited
resources. Another problem may be that
group facilitators do not feel confident or
able to  effectively evaluate  group
interventions. Inevitably, limited resources
may feature as a reason for not conducting
evaluation work. There are also a number of
conceptual  and  logistical difficulties
associated with the evaluation of groupwork
intervention

Despite the difficulties, the evaluation
of our interventions is important on both
empirical and ethical grounds. The empirical
point is that we need to demonstrate what
works {and what doesn’t). At its most basic
level, the ethical point is that if it does work
we need to do more of it and if it doesn’t we
need to stop such groups.
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Reflections
Our four major categories of
groupwork  (all  related to  criminal

behaviour) are likely to persist, Offending
behaviour groups will probably continue to
thrive, particularly whilst there are probation
officers based in prisons. Alcohol and drug
groups are facilitated, in large part, by
outside agencies and thus are less dependent
upon prison personnel for their
continuation. Anger control groupwork is
the second largest national ‘treatment’
initiative and asg such is liable to continue to
increase over the coming vears, although
growth will be dependent upon a shift in
facilitators from psychologists to prison
officers. Sex offender groups are likely to
improve further in quality because of the
high profile and resources involved in what
is the major national assessment and
treatment initiative in prisons. Numbers of

lifer groups are lable to reflect numbers in
the overall prison lifer population (currently
on the increase). The futmwre of anxiety
management and social skills groups is less
clear,

Overall, groupwork appears to be on
the increase in prisons, the immediate future
is fertile for development.
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‘In prison deaf inmates are isolated
and very often frightened vesulting in violent behaviour.’

Progress through equality

I wish to focus this article on the deaf and to
give an insight into their world and their
specific communication problems.

The conference was aimed to make
‘professionals’ aware of problems in other
specialist areas. It focused on five main areas
Forensic, Mental Health, Educaton the
justice  systern, Rehabilitaton and the
Counselling services. | will be frying to extract
impartial issues from that conference.

Communication at the conference between
deaf and hearing people was first class and
set a standard for us all to aspire to. Many
lectures were ‘signed’ by deaf professionals
and for hearing people a “Voice over
translation was provided., For the ‘spoken’
lectures the ‘signing’ was interpreted into
Sign-supported English (SSE}, British Sign
Language (BSL) and mouthed orally for
the deaf without signing skills.

For the benefit of Buropean visitors French
Sign was provided. For the hard-of-hearing
a loop system was laid which connected
directly with hearing aids.

Types of sign

To explain further about sign language, each
region of the country has variations (as with
our accenis) and there are four main types
of ‘Sign’, BSL, SSE, Piaget Dormann and
Makoton.

Each country also has its own
language (so Esperanto it is not). 1

‘sign’

Forensic aspects of mental health
and deafness

Under the Forensic aspects of deafness and
mental heaith speakers from Rampton
Hospital made us aware that not only were
their inmates deaf but also disordered,
detained and dangerous. Yet despite these

1 (Esperanto) = An international artificial language based on words common to the main Furopean languages.

Gristine Callatway

Cristine 15 a prison officer at
HMP Holloway. She atfended
the Briuish Society for Menial
Health and Degfness - Thivd
National Conference at
Qwens Park, University of
Manchester on Friday 9 and
Saturday 10 Septesmber 1994,
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problems they had achieved a long-standing
‘sign’ class in education. During educational
holidays inmates became very disturbed and
frustrated at the lack of classes and
consequently their lack of communication.

Sexual Offenders

Within this same area came the assessment
and treatment of deaf sexual offenders. This
area appeared to be reliant on the services of
a few dedicated ‘signing’ psychologists.

Advocacy

One lone man in the North was meeting the
challenge of helping with advocacy issues.
He travelled great distances each week
helping in courts and prisons but he was just
completing a one year contract.

issues in Educaiion

A small percentage of hearing children are
born to deaf parents but 90 per cent of deaf
children are born to hearing parents thus
they have no common language and many
of these hearing parents are still being told
not to allow their children to ‘sign’l
(presurnably so that speech is acquired in
some mysterious way). Is this the start of
frustration and anger?

A child in the past may have followed the
life plan of being sent at three to a boarding
school and rthus deprived of both parents (in
the child’s best interest of course).
Whichever type of school is chosen ‘hearing’
‘deaf or ‘deaf integrated’ the communication
is often ineffective and the child feels he has
done something wrong. Then  after
struggling with frustration, anger, emotional
loss and learning English as a 2nd language
the child is labelled ‘slow’.

Thenr some ten years later the young deaf
adult is faced with obtaining training
{practically impossible} or finding a job
(usually in the lower strata).

Culture and Language

Being Asian or black and deaf raises sign
language problems and culmaral language
misinterpretations over and above the
accepted ones for English speakers. For
example why would a hearing person in
reply to a question say ‘No problem’ to a
deaf person? Why? thinks the deaf person
would they say ‘No’ whilst meaning ‘yes’.

Mentally ill and Language

The mentally il and deaf tend to stay that
way because of the lack of specialist centres.
There are three around the country in
London, Prestwick and Birmingham. There
is a lack of specialised language for instance,
there is no sign for “hallucinations”. But a
dictionary of specialist signs is now being
compiled by Springfield workers.

Counselling

A counselling service called ‘Compass’ in
Merseyside is now undertaking counselling
for the deaf and the training of deaf
counsellors. A necessary service for sick
people with Human Immuonodeficiency
Virus (HIV) and other life threatening
diseases.

The St John's project is for deaf people but
rehabs and housing were very sparse with
Community Psychiatric Nurses and Social
Workers bearing the brunt of support in
their area.

Nursing Training

Deaf nurses are now being trained under the
National Vocation Qualification (INVQ)
system and are excellent at their work.
Students are now being accepted at hearing
colleges but cannot take notes easily as they
must watch the interpreters. Then the other
problems of ‘interpretation’ occur which are
the lack of emphasis to elucidate meanings
and occasionally words are misinterpreted
due to dual meanings.

Therefore given the above it is remarkable
that the deaf manage to control their anger
and frustration and in the majority of cases
grow inte normasal contributory adults in our
society.

Fear

The ones whoe do not control their anger
and frustration come to prison. Often to
avoid stigmatisation, they have become
‘easy prey’ in their desperation to fit in
socially.

In prison deaf inmates are isolated and very
often frightened, resulting in violent
behaviour. They have littdle access to
education and even on Sundays have no
access to angelic texts or signing vicars.
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Medically they are interviewed by
nonsigning psycho-therapists and doctors
must guess at their physical sympioms.

In the whole of the country we have only
three known probation officers with signing
skills and a dozen or more signing prison
officers.

The court diversionary scheme works
spasmodically and there seerns to be mixed
opinions about whether or not offenders
who are mentally ill, should face-up to their
offending.

Communications oufside prison
via Minicom

The plight of the deaf without reading or
writing skills worsens considerably and their
contact with the ‘outside’ world is prevented
by their limited access to telephone facilities,
A minicom system is a necessity, then
messages can by typed and sent via the
type-talk service. I am sure a minicom could
be hired and moved around the prisons with
convicted deaf inmates.

Hopefully, I have raised an awareness of the

problems associated with deafhess. From
their education, cultural znd language
problems followed by their mental health
difficulties and their lack of facilies in
prison for counseling, communication and
rehabilitation.

Improving communications’ in  prison
becomes a whole new problem compared
with our deaf equals.

Below iz a short story from Jo in Holloway.

Well, I am deaf and I am stll i prison on
remand, even though I am veally afraid. I
desperately need 1o talk via a minicom system
to my boyfriend and parvents but I could not
hear with a phone card. T try 10 make people
understand what to say bur when they pass it
on with ‘speech’ the phone card is used up very
quickly.

Summarx

Also bear in mind that when deaf people eat
they can’t sign, when they walk away they
caninot be called back, they cannot hear in
traffic neither can they ask directions or
questions. Things we take for granted. &

Dear Sir,

In your issue No. 93, it was quite
understandable for lvor Ward as the Prison
Service's Equal opportunities officer to
defend his department from his ‘ivary’
tower backed by some statistics.

The rec|iry at grass roots level is another
matter. You only need to read the
vernaeulor press to judge the dilemme of
ethie minority staff, BOY members and
other volunizers trapped and marginalised
in the Service.

Could it be that the 99 per cent of Ethnic
Minority that he claims to hove retained is
due to the fact that these people have no
other alternative job prospecis to turn to in
the present emp|oyment climate?

Apart from paper commitments, | do not

believe that ivor and others in his position
have ventured to address the plight of these
people or their quality of life in a racist and
sexist culture. Only a victim is aware of the
patronising and humiliating treatment one
faces from so caled colleagues and
management,

Nevertheless, [ absolutely agree with Ivor
that uniike the iudiciory and others, the
Prison Service have made great strides to
try to monitor their problem. We at leas
have some ided of our encrmous
shorfcomings. All we now need to do is to
spare some resources to forge ahead with
racial awareness education amongsi our
population.

Under the charismatic leadership of
Mandella and DeClerk, South Africa
appears to be on the road to recovery from

=TT

the ills of apartheid. Quite frcmldy, it is
about time Britain followed suit with some
vigour insfead of the usual pussyfooting.

Yours faithfully

Anver Jeevanjee

Board of Visifors and Prison
Service Race Relations Group.

Dear Sir,

| have recently read Journal Issue No
94, July 1994. On reading Page One's
‘comment’ headed ‘Breathalysers before
Urine Tests’, | challenge the article. In my
opinion it is drugs not cleohol that is the
leading problem within prison
establishments.

In my experience drunken inmates
admittedly can be, but are not always, o
problem. They are never as difficult to decl
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with as o drug addict whose eraving
exceeds all else. Many addicts in prison get
into large debts to feed habits and then
become victims of the violence the drug
culture breeds or another Rule 43 statistic
erying for sleeping pills, whilst in
Segregation, to help them through their
cravings.

Remembering alcohol is o depressant it
follows that dealing with inmates ‘under the
influence’ is a better bet than trying to deal
with those who have token sfimulants and
want to ‘take on the world’ or taken
hallucinogenics and don't know what world
ihe)f are on.

Mo inmate ever made a fortune out of
brewing hooch. They do from drugs.

No inmate ever risked HIV infection from
hooch. They do from drugs.

No inmate ever risked Hepaitis infection
from hooch. They do from drugs.

Add to this the increased risks fo staff and |
question just how much out of touch and ili-
informed the Author of this shori comment is.

Admittedly drunkenness is a cause of crime
in the community, but as it is socicbly
acceptable to drink, society must accept and
deal with the consequences.

Possession and sale of drugs is a criminal
offence as much in prison as cut.

We must give more time to or take stronger
action in approaching the problems caused
by drugs in our prisons. Clearly, if we do
not act now, the problem will get much
WOrSE.

Yours faithfully

PESO M Brown

Physical Education Department
HMP Everthorpe

Dear Sir,

| usually look through most issues of the
‘Prison Service Journal’ and find a lot of it
inferesting. However, | wish to make o plea
through you fo certain of your writers for
brevity and, more importantly, for the use of

plain Engfish if they want their material to
make any impact, or even be read.

For example, the article entifled ‘A Strategy
for the Prison Service’ in your September
issue was fotally bewildering. Admittedly
the subject matter is not the most promising
stuff for a rivetting read but although the
authors say they have found their work
‘enriching and liberating’, this enthusicsm
does not come out in the article.

Instead of o helpful and ifuminating piece
of work, the reader is presented with a
hotchpotch of largely unintefligible material.
The diagrams just add to the confusion. The
article argues that the Prison Service is
swamped with information’, yet itseff
comprises 11 pages. | imagine few, if any,
readers will have persisted long enough 1o
reach the end. Instead of helping fo explain
and justify difficult conceps, all the article
has achieved is to give proposed change o
bad name.

The Prison Service’s ‘Better Jobs” newsletter
recently won one of the Plain English
Campaign’s Inside Write awards for
government depariment and agencies. In
presenting the award the then Public
Services Minister, William Waldegrave,
said:

‘Brevity takes time - it is hard werk. But
using plain language is being friendly to
our readers’.

Ten years earlier another Minister, Lord
Gawrie, in the foreword to a Cabinet Office
booklet entifled The word is PLAIN
ENGLISH’, wrote:

“Using plain English is the best way to write.
The audience will pay more aftention to
what you have to say if you can capture
their interest and if they don't have to waste
time unravelling the language.’

The Cabinet Office booklet urges caution in
the use of jargon. Despite the ‘Better Jobs’
award, the use of confusing and
unnecassary jargon words and phrases
seems, if anything, to be growing in the
Prison Service as a whole. This would not
appear to comply with the wishes of
Ministers.

There can be itfle objection to a limited use
of such vocabulary where its meaning is
clear. But if some jargon is unavoidable
terms must be clearly defined. ¥ is counier-
productive fo use jargon so extensively that
the reader merely switches off. The
‘Strategy for the Prison Service” article uses
jargon so liberally that any sense of overall
meaning is lost.

Examples are:

‘external and infernal environmental audits’
‘organic recrganisation’

“‘Acquisition and Joint Alliances’

‘synergy’

‘Sub-Generic Strafegies’

‘Cost Leadership’

Yours faithfully

C.M. Willson
Construction Services
Room 216

Abell House

Dear Sir,

It wass refreshing to read ‘Some Are Mare
Equal Than Cthers” in the July edition of
Prison Service Journal. Equal opportunities
{EO} in prison has for too long been the
quiet recipient of expediency and lip service.

Qur cardphones have no affachments for
those who are hard of hearing, and our
showers harve no safety rails for those
unsteady on their feet, Young offenders and
female inmates are often marginalised en
masse, while Multi-Faith rooms are often
Jittle more than an obvious afterthought in
which numbers are made to fit the room,
rather than vice versa, Sexual orienfation is
another sphere where the lack of qualitative
research data points a lethargic finger af
the flawed EQ approach of the prison
service - in which the issue has fo become
either fashionable or troublesome before
senior management climb off the fence. The
prison service happily pays UK-wide
membership fo Language Line for foreign
nationals, yet inmates who have concerns
about HIV/AIDS cannot even contact the
National Aids Helpline - available free of
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charge 24 hours a day - because prison
telephones screen out 0800 numbers. The
some policy denies us access o DSS benefit
advice lines and a whale variety of other
counselling services that do not cost @

penny. Why?

Shorily | begin work on @ ook detailing the
experiences of lesbian and gay inmates and
staff, to be published in 1995 by Cassell. |
am co-writing the book with a leshian who
was an officer for 14 years and whose
partner is still o serving officer: their
treatment and that of other staff who have

contacted us, shows that the homophobic
“‘Canteen Culture’ of the police, is alive and
well in the prison service,

As an openly gay prisoner with o partner
outside, the prison service will not convince
me it is serious about EO as long as it
continues to practice such homophabic
policies as that which disqualifies
gay/leshian partners from the ambit of both
infer-prison visits and the Assisted Prison
Visits Scheme. In Jaruary 1994 the Home
Secretary said he ‘did not think taxpayers

thing'. Is it only heterosexuals who pay tax
then?

The problem afflicting prison EQ is to be
found in the opprooch that tackles issues not
because it is polifically expedient at the fime.
The end result of such an qpprocch is that
the solutions put in place to address the
pr0b|em5, are often as fransient, Fragmenfed
and disingenuous as the purported concerns
which gave rise fo them.

Yours faithfully
Mark Leech

would want their money spent on this sort of Edifor, The Prisoner’s Handbook

Parole in transition: evaluating the
impact and effects of changes in the
parole system.

Roger Hood and Stephen Shute. University of
Oxford,CCR Occasional Paper No. 13. Published
1994, Price £10.00.

The book is the first of a three-part evaluation of the
parole system prior fo, and consecuent on, the
1991 Criminal Justice Act.

This initial study s intended fo show how the system
operated before the Act, and to produce baselines
against which to measure the changes. The authors
suggest that the evaluation will also be useful in
studying the problems of parole systems in generdl,
and point out that there has been no previous full
study which examined the whole system. One
would have expected an in-depth study to have
preceded the Carlisle Report.

The evaluation which forms the subject of this paper
was carried out between April and Ssptember
1992, before the 1991 CJA took effect.

Hood and Shute attended between them 16
meetings of Parole Board panels, ai which 383
long term determinate cases were considered. They
also interviewed 201 prisoners serving determinate
sentences of four years or more, of Pcrkhurs?,
Albany, The Verne, Feaihersione and Wandsworth,
together with 54 prison officers, 20 seconded
probation officers and six wing governors at the
same establishments,

The study examines the actual process of the panel
meefings, and how decisions were made. For
instance, the average fime taken for discussion and
decision on long term cases was only 4.7 minutes,
though panel memkers were expected to be
thoroughly familiar with the contents of the parole
dossiers before attending the meeting, The
researchers found no consensus within or between

paneis regardiﬂg the weightings to be given to
different factors in reaching a parole decision, and
there was minimal use or mention of the
Reconviction Prediction Score by the punels.

In general, the prisoners interviewed, knew litile
ahout the pcaro|e system. The staff inferviewed had
o wide range of views and interpretations, with
marked differences in affitude towards the
importance of different factors leading to a
favourable parole result. This reflected the
vagueness of the panels on the Weightings to be
given to different factors,

Both the staff and inmates involved in this study saw
the system as o ‘lottery’ and the results of this
evaluation seem fo bear out this view. The booklet
would make depressing reading for inmates and
could only serve to reinforce their cynicism.

Hood and Shute estimate that 110 fewer prisoner
years per annum should be served under the new
system, compared fo the old. Against this must be
weighed the fact that in the pasi many cases seen
as ‘high risk” by panels were still released early on
parote because it was considered safer for them o
be released under supervision. Under the new
system, these people would still receive supervision,
even if released at the two-thirds point of their
sentence, and therefore may be kept in prison
fonger (ta their NPD) than they would have been
under the old system.

Both prisoners and staff interviewed had generally
high expectations of the system infroduced with the
1991 CJA. There can only be increased cynicism
and disillusionment if these expeciations are not
met.

P Midgley
Governor
HMP Kirklevingion Grange
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David Fanlkner was one of a
number of participanis in a
seminar on Punishiment and
Politics mganised by the
Goethe Institute i June
1994, Dauvid Faulkner spent
wmany years in the Home
Office at o sentor level guiding
Criminal Fustice Policy and 15
a long standing friend of the
Prison Service. He retived as
Deputy Under-Secretary of
State at the Home Office in
1992 and ook up his current
post as Sentor Research
Associate at the Cxford
Centre for Crantnologtoal
Research.

‘... course of events ... will depend ... on ... skill, confidence and
integrity; ... assert professional standards and principles; ... regain
the confidence and respect of the wider public.’

The Current Scene in England
and Wales

Crime and punishment seem to have a
special fascination for people in Britain. It is
fllustrated by the popularity of detective
novels and of police films on television; by
the detailed reporiing of sensational crimes -
for many years in popular newspapers and
now again on television; and by the debates
about forms of punishment which have
ebbed and flowed for 200 years.

Issues of law and order, or crime and
punishmens, have always been matters of
acute political concern. But it is only since
1979 that law and order has featured
prominently in the political parties’ election
manifestoes, and perhaps only in the last two
years that the government has presented its
policies on law and order as a test of its own
credibility.

The 1980s and early 1990s were a
period during which important developments
took place in the country’s approach to
crime and criminal justice, for example

— the increasing emphasis on crime
prevention, pursued independently of
policies on law enforcement and the
operation of the criminal justice process;

— the increasing recognition of the situation
of the victim and the need to appreciate

and respect victim feelings  and
expectations;

~ reforms in  the  procedures  for
questioning, charging and prosecuting

suspects and defendants, including the
Police and Criminal Evidence Act 1984,
the formation of the Crown Prosecution
Service, and the appointment and
subsequent report of the Royal
Commission on Criminal Justice;

~ changes in the management structure and

style of the wvarious criminal justice
services, reflecting the emphasis on
efficiency and value for money which was
being applied to public services generally;

— the attempts to introduce a more
principled  statutory  framework for
senfencing, to moderate the use of
imprisonment, and to establish the
validity and credibility of community
sentences, culminating in the Criminal
Justice Act 1991;

— reforms in the administration of prisons,
both as regards the principles and
standards to be applied following Lord
Woolf’s report on the prison disturbances
in April 1990, and in the contracting out
of certain prisons and prison functions to
the private sector.

These developments were the subject
of extensive consultation with all the relevant
services and professional groups, and were
for the most part carried out on a basis of
broad agreement Dbetween the political
parties. They were a natural and logical part
of the Government’s Financial Management
Tnitiative, with its emphasis on outcomes,
cost effectveness and vahie for money.

A dramatic change of political mood,
and of political direction, took place at the
end of 1992 and during 1993. it was claimed
that the policies pursued since 1979 were
‘not working’, and that they were the
creation of ‘soggy lberals’ and ‘trendy
criminojogists’. Crime was in futare to be
dealt with by vigorous law enforcement..
certainty of conviction and severity of
punishment, with the slogan ‘prison works’
and a claim that the balance of the system
was to be changed ‘in favour of the victim’,
The government itsell took the lead, but the
opposition parties felt obliged to follow suit
for fear of appearing ‘soft on crime’. The
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Labour Party did however adopt an
alternative slogan ‘tough on crime and the
causes of crime’ and continued to
emphasise the social context in which crime
takes place and the social and economic
influences upon it.

A Change of Direction

Events which may have contributed 1o the
change of direction include

~ public anger at the continuing rise in
recorded crime, perhaps experienced by
Members of Parliament during the 1992
election campaign;

— a public perception that criminals were
‘getting away with it’ because the police
and the courts were powerless (or
unwilling) to stop them, and that the
county was being terrorised by tecnage
villains;

~ judicial and public criticism of some of
the detailed provisions of the 1991 Act;

— the exploitation of all these by the media;

— a political need to the Conservative Party
to find a new, unifying focus of attention
after the debates on the Maastricht
Treaty;

— the political ambitions of certain
individuals.

The consequences have included

— a hardening of sentencing practice as
courts reacted to the change in public
and political mood, resulting in a sharp
increase in the prison population;

~ a circular intended to restrict the use of
police cautioning for minor offenders;

— a move towards ‘more austere’ regimes in
prisons and ‘tougher’ standards for
supervision by the probation service;

and above all

— the proposals in the Criminal Justice and
Public Order and the Police and
Magistrates Courts Bills before
Parliament at the time of speaking.

The most relevant provisions of the
Criminal Justice and Public Order Bill are
those which create new custodial institutions,
to be run by private companies on prison
sites, for children aged 12-14; an increase in
the maximum sentences available for young
people aged 15-17; restrictions on the grant
of bail; new police powers and new criminal

offences aimed at demonstrators, sguatters,
travellers and ‘raves’; and changes in the
presumption of innocence and the burden of
proof where suspects decline to answer
questions by the police or in court. The
Police and Magistrates Courts Bill changes
the basis of accountability for the police and
the magistrates courts service, with an
mcrease in central direction and a loss of
local control; and provides the basis for a
major shift in the role of the police away
from their leng standing functons of
preverting crime  snd  supporting  the
community and towards 2z  narrow
concentration on law enforcement and the
detection and arrest of offenders. The Bill
was amended in several important respects
during its passage through the House of
Lords, but the policy thrust remains.

A Pessimistic View

The prevailing political view is one which
reflects the classical notions of free will and
personal responsibility, to be expressed
through a largely retributive view of justice
with little attention to preventive measures
apart from those involving physical
protection and security. Policies reflecting
the contrasting ‘determinist’ view,
emphasising the influences which affect
personal development and human behaviour,
are those which can be dismissed as the
failures of the 1980s. Associated with the
‘free will’ view of crime is the conception of
4 ‘quiet’ or ‘deserving’ majority who wish to
benefit themselves and those around them
without interference or inconvenience from
others; and of a separate, undeserving,
dependent and potentially criminal class
from whom they need to be protected. The
latter group is seen as having been getting
away with fecklessness and criminality for
too long, and the balance needs to be shifted
away from the criminal and in favour of the
victim.

This view of crime Is essentially
pessimistic. It has litde confidence in the
prospect of individual or social progress, and
in its current form it sees the motivation for
human conduct mainly as a desire for
personal gain and a fear of punishment or
disgrace. The purpose of criminal justice is
to supply the coercion which is ulimately
necessary for social conirol.  Within
organisations, particularly public sector
organisations including those in the criminal
justice system, the view has its counterpart
in an approach which has little regard for a
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sense of public duty, equity or personal
loyalty, and which emphasises material
rewards (such as performance related pay)
for those who conform; the discipline of
competition; the threat of dismissal or the
loss of the coniract for those who do not
perform adequately; and a top-down
siructure of output measures, performance
indicators and performance appraisal.

A More Hopeful View

The contrasting view is more hopeful. I
believes in the capacity of individuals to
change and improve if they are given
guidance, help and opportunities It
emphasises respect for human dignity and
autonomy. It loocks more towards putting
things right for the future than towards
punishing what is past (although the latter
may sometimes be part of the former).
Within  organisations, it favours a
participative style of management, with
consultation and representaton and an
emphasis on mutual trust and individual
discretion, It recognises that an
organisation’s internal style must match its
external performance: staff who deo not feel
respected themselves will not easily show
respect for others, or receive it in return.
The criminal justice system, like other
public services in this country, is placed
awkwardly between these two points of view.
Neither provides a2 complete paradigm, or a
complete analysis of the dynamics of a
complex modern society or a modern: public
service, The courts must usually take a
predominantly ‘free will’ view of guilt and
culpability, although considerations of age,
social background or future prospects may
enter into their judgement by way of
mitigation.  Coercive powers including
imprisonment must always be available to be
used when the public cannot otherwise be
adequately  protected. But  preventive
measures must also be taken to deal with the
large volume of crime which never comes 1o
court and which is effectively out of reach of
the criminal justice process. The Prison
Service and the probation service, and to
some extent also the police, try to function
on the basis that their task is to make things
better for the future, and in the case of
prisons and probation to help offenders
towards the prospect of a better life. Their
objectives and values, strongly reinforced for
the Prson Service by Lord Woolf’s report,
are closer to the ‘determinist’ than to the
“free will’ approach. The political message t©

those services is often ambivalent and
confusing, but a sense of hope, a belief in
the possibility of progress and respect for
individuals are essential to their professional
identity and integrity.

It is difficult to forecast the way in
which events will now unfold. Amendments
may be made to the Criminal Justice and
Public Order Bill during its passage in the
House of Lords. Prison overcrowding or
prison disturbances may return on a scale
which requires emergency executive action.
Finance, even private sector finance, may
not be available to support a prison building
programme of the size needed for the
present policies to continue indefinitely.
Courts may not use their sentencing powers
as severely as seems to be expected. The
political emphasis may in time shift from
punishment t prevention. Or the political
and public obsession with punishment may
continue and grow, with results such as
those which can be seen in the United
States.

Tension between Politicians and
Professionals

An inevitable feature of the present simation
is an underlying tension between marters of
political and matters of professional or
judicial judgement, and ultimately between
politicians and professionals, and possibly
also the judiciary themselves. It has been a
consistent theme of government policy since
1979 to displace professionals, of all kinds,
from the elitist, privileged and self interested
positions which they are thought to have
occupied; and professionals who have not
shared or come to accept the government’s
political outlook have felt themselves to be
weakened and  sometimes  intimuidated.
Acadernics  have  suffered a  similar
experience. The management changes now
taking place in the criminal justice services
(and other public services) may reinforce
that situation. It is however the professionals
who have ultimately to operate the system
and to give effect to the legislation that is
passed. The ultimate course of events will
depend to a large extent on their skill,
confidence and integrity; on their capacity,
with academics, to sustain, renew and assert
professional standards and principles; and on
their ability to retain, or regain, the
confidence and respect of the wider public.
B
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An exciting example of inter-agency co-operation between the prison and the T.E.C. in dewveloping an
bnaginative scheme to help prisomers find work.

BACKGROUND TO THME SCHEME

A general consensus existed amongst
interested agencies that prisoners were a
particularly difficult group o get into
employment or further training after release.
In addition to having a criminal record,
other barriers ecxist which impede ex-
prisoners from finding work, These barriers
include low skill levels, 50 per cent of those
in custedy have less than functional Lteracy
levels and surveys indicate that 70-80 per
cent left school with no qualifications (recent
CBI estimates indicate that 75 per cent of
jobs will require at least NVQ Level 2 by
1996). In addition, many prisoners have a
poor Dprevious work record, unsettled
accommodation, poor health, low self
esteer, low motivation and a lack of self
confidence (Employment Department
1994).

The Devon & Cornwall Training &
Enterprise Council (TEC) took a particular
interest in the employability of ex-prisoners.
The Devon & Cornwall TEC is one of 82
TEC’s founded in 1991 with responsibility
for the allocation of central government
funds to meet the training needs of the
community by contracting with approved
individuals and institutions. Fhe TEC's are
the responsibility of the Training, Enterprise
& Education Directorate (TEED) which is
part of the Department of Employment.
TECs have identified prisoners as a ‘special
needs’ group who required particular
consideration when it came to training.

As the result of preliminary discussions
between Tony Murphy (Head of Inmate
Activiies at Channings Wood) and the
Devon & Cornwall TEC, the TEC agreed to
Channings Wood acting as managing agent
for an options for learning scheme to be

based at the prison, subject to a satisfactory
tender being submitted. The intention was
that the scheme would co-ordinate a range
of skills training, personal development
training and work experience to achieve a
single aim - employment or further training
on release. The scheme would be funded by
Deven & Cornwall TEC with no additional
¢ost to the prison.

The contents of the contract proposal had to
meet the same criteria as any other private
training organisation. The 60 page proposal
document covered details on the background
of the organisation; occupational coverage;
staffing and premises to be used; equal
opportunities policies; quality assurance
policy and means of training delivery. The
TEC made it clear that Channings Wood
would be dealt with like any other training
provider and that there would be an
enforceable contract governing the
relatidnship.  Following prolonged and
difficult negotiations successfully brought to
& conclusion by the hard work of Tony
Murphy, the TEC agreed to sign the
contract and to provide £6,000 as a set up
loan for the scheme. A pilot contract lasted
from November 1992 to June 1993,
Successful completdon of the first full
contract (June 1993 1o March 1994)
generated a  potential  £150,000  for
Channings Wood, which was used to meet
the overheads of the scheme and to develop
the scheme further.

THE PERSONAL TRAINING PLAN

The Options for Learning (OFL)
programiume was set up as a volunlary
scheme for a maximum of 100 prisoners (at
any one time) who were within 18 months
of a probable release date. The main
objectives of the scheme were: to help

by Shane Bryans BA, M.Phil,

MBA.

Unitil February 1994 Shane
Bryans was Head of Inmiare
Activities ar HMP Channings
Wood and had responsibility
Jor the development of the
Options for Leayning scheme.
He now works in the Market
Testing Support Unit but his

work at Channings Wood was

carried forward by Penny
Fefferies.
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prisoners gain competence in a specific
range of occupational skills; to provide
training which would lead to NVQ or equi-
valent qualifications; to provide oppor-
tunities for prisoners to develop their own
personal skills (including training in how to
apply for jobs, CV completion, interview
techniques and reading and writing skills)
and to provide a post release plan for further
training or employment.

OFL aimed to meet these objectives by
providing prisoners on the scheme with a
Personal Training Plan (PTP). The PTP was
drawn up by negotation between a qualified
member of OFL staff and the prisoner. The
PTP outlined existing employment skills
together with future aims, training needs and
arrangements necessary to achieve a
successful outcome. Prisoners were referred
to OFL as part of the Sentence Planning
System, by their personal officers.

The planned programme of training involves
existing courses run within the prison
coupled with access to guidance and support
through the OFL team. The prisoners
progress is regularly reviewed and assessed
so that the PTP can be updated as they
move through the programme. The formal
bi-monthly reviews involve a visit at their
place of work by a member of the OFL
team and a discussion between the
employer, the prisoner and the OFL team
member.

In addition to developing work based
competencics, the scheme also attempts to
adopt an holistic approach to developing
sach prisoner., All prisoners on the scheme
attend a variety of generic modules on a
voluntary basis. The Development Training
medule focuses on  assertiveness, siress
management, working  with others,
negotiation skills, coping with change, time
management, study skills and confidence
building. The Employability Training
module helps prisoners to obtain work by
covering arcas such as job search; agencies
who can help; CV  design; lemers of
application; telephone  techniques;  self
presentation and interviewing skills. Where a
prisoner is identified as needing Foundation
Skills, day release or evening classes are
arranged to assist with literacy, numeracy,
problem  solving, communication and
computer literacy. The OFIL scheme also
funds individual counselling and drama
therapy where the need is identified.

Prior to release all prisoners also undertake
an Exit module. This module covers dealing
with the Benefit Agency; interviews with the
Employment Service and obtaining funding
for self employment. The local Employment
Service performs the key role in the Exit
module by ensuring that each prisoner has a
named Emplovment Service contact in the
home area, is provided with information and
suitable job vacancies, is given practical
training in how to apply for jobs. Where
possible job interviews can be arranged for
prisoners about to be discharged.

In order to create a realisic working
environmeni, various personal responsi-
bilities are placed on the prisoner. These
responsibilities are additional to the require-
ments of standard prison procedures. These
additional responsibilides include each
prisoner maintaining his own work time
sheets (which have to be countersigned by
the employer), completing self sick
certification forms and agreeing to a code of
conduct in the workplace. These personal
responsibilities are included in the Personal
Training Plan and form a ‘contract’ between
the prisoner and the prison. If the contract is
breached by the prisoner (for example by
arriving late for work or not participating in
the modules) the prisoner can be removed
from the scheme with the loss of the
associated benefits.

MANAGCING THE SCHEME

The options for learning scheme is run on a
day to day basis by an Options for Iearning
Manager, her role primarily involves
managing the operations, staff, finance,
information and public relations for OFL.

Penny Jefferies was appointed as the OFL
Manager from the start of the pilot contract.
She took on most of the pioneering and
developmental work and the success of the
scheme owes much to her drive, enthusiasm
and dedication.

The OFL team consists of two co-ordinators
who are responsible for prisoner recruitment
on to QOFL, Personal Training Plans, OFL
induction, prisoner reviews, guidance and
support, providing the  development/
employability training and for the post
release plans. In addition, there is a full time
administrator who completes the necessary
documentation and statistics for the TEC
and manages the OFL office.
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The OFL manager is responsible to the
Head of Inmate Actvities for the
management and operation of the scheme.
In order to obtain a multd disciplinary
perspective, an OFL Management
Committee was created. The Committee
acts in a supervisory and advisory role and
also authorises expenditure, As all OFL staff
are employed by the Governor on short
term non civil service contracts, issues such
as pay and conditions of service, form of
employment contract and the mechanisms
for recruitment and selection had to be
developed and introduced.

FINANCING THE SCHEME

The scheme had to be self financing given
the lack of spare resources within Channings
Wood. The repayable loan and money
generated from the THC were used to pay
the OFIL, team salaries, to provide office
accommaodation for the team and to meet all
rmnning costs.

The income from the TEC consisted of two
elements, process funding and positive
cutcome funding, The ‘process’ funding
element accounted for two-thirds of the
potential contract worth and was dependent
on the numbers of prisoners on the scheme.
OFL generated £35 for each week each
prisoner spent on the scheme. As an
incentive to prisoners to take part in the
scheme, £10 per week (of the £35) was
kept for each prisoner until his release. The
remaining £25 was used to fund the
scheme. Prisoners were therefore able to
accurnulate a lump sum of money, half of
which they could take with them on
discharge, The ‘positive’ outcome efement of
the funding was related to prisoners
successfully gaining NVQ’s (or equivalent
qualifications) and/or obtaining work or
further 1taining on release. For NVQ
obtained, the prisoner had £50 added to his
lump sum and OFL earned £260. For each
prisoner in employment or further education
at the three month post release point, OFL
earned 4260, Prisoners were required to
contact OFL three months after release and
provide evidence of their occupation or
continuing training to receive the remaining
half of their lump sum.

Any money remaining after operating costs
{salaries, equipment, office accommodation)
had been met, was used to fund special
projects, supplement materials grants for

NVQ courses, pay for NVQ registration and
purchase specialist NVQ equipment for
which funds were not available in the
prison’s annual budget. The additional
equipment and material grants were needed
because of the advanced level of NVQ’s
which prisoners were keen to undertake
whilst on the OFL scheme,

MEASURING THE BEMNEFITS

The main criterion used to assess whether
OFL achieved its objectives was whether
prisoners actually obtained employment or
further education training on release. Until
very recently, prisons did not receive post
discharge feedback from prisoners and were
therefore unaware of whether prisoners had
been helped to ‘lead law abiding useful lives’
following their release. OFL was able to
collect post discharge data and was able to
assess whether an holistic approach te the
development of prisoners had improved
their emplovability. The data collected
revealed that of the prisoners who have
taken part in the scheme 26 per cent had
gone into a positive outcomne {21.7 per cent
inte full tme employment and 4.7 per cent
into further education - waining}, This 26
per cent figure compares favourably with the
statistics produced by the Department of
Employment which indicate that on average
only 10 per cent of prisoners have a job or
further education to go to on release. The
OF1. scheme not only improved the
emplovability of prisoners, it also provided
themn with a lump sum of money to take
with them on release. In some cases the
lump sum was used to assist with starting
their own small business.

THE WAY FORWARD

The options for learning scheme at
Channings Wood provides a good statistically
based model of where a cohesive and
comprehensive multi agency approach can
improve the employability of prisoners on
release. A recently pubtished guide for TEC's
‘partership initiatives - helping offenders
into training and work’ provides other
evidennce of good practice which exists
around the Prison Service. The key point
underlying the success of the various schemes
is that the Prison Service cannot operate in
isolation and only focus on a narrow work
based approach if it is 1o achieve its statement
of purpose and help prisoners lead law
abiding and useful lives after release.
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SUMMARY

The Prison Services’ purpose statement
indicates that it is part of its duty to help
prisoners lead law abiding and useful lives
after release. With the growing consensus
that there is a link between unemployment
and crime, the Prison Service, if it is to fulfil
its duty of preventing prisoners re-offending,
must do all it can to ensure prisoners have a
job or further training on release. As a
survey by the Association of Chief Officers
of Probation shows that over 70 per cent of
offenders prior to  sentence  were
unemployed, helping offenders into
employment and training is not an easy task
given present levels of unemployment. This
paper oudines z scheme in which an
intensive and integrated multi agency
approach can improve the chances of
emplovment and training for prisoners on

release. The ‘Options for Learning” (OFL)
scheme at Channings Wood, funded by the
local Training & Enterprise Council,
provides money for prisoners whilst they are
training in prison, bonuses for successful
completion of NVQ’s, staff to co-ordinate a
training plan for each prisoner and close
liaison with the prisoner’s home employment
service. The holistic approach adopted by
OFL focuses not only on developing work
competencies but on developing the
individual to improve his employability. The
first assessment of the scheme indicate that
26 per cent of the prisoners who took part in
OFL were stll in employment or training
three months after their release from
custody. This compares very favourably with
the Employment Department (1994) figures
which show that 90 per cent of the 100,000
prisoners released each year have no job or
training to go to. @

Gabrielle Garion Grimwood 15
Equal Opportunities Manager
within Personnel Planning
Grroup, Prison Service
Headguarters..

ING DIVERSITY

The Prison Service states that it is an equal opportunities emiployer.
But is it entitled to do so? One article could not do justice to such a
vast debate and so the following article by Gabrielle Garton
Grimwood, Equal Opportunities Manager for the Service, picks out
some of the live issues in this area. Gabrielle also responds to some of
the issues raised in Comment in Prison Service Journal 94 about the
way in which the Prison Service’s equal opportunities strategy is
being taken forward.

Section 95 of the Criminal Justice Act places
a duty on those engaged in the
administration of criminal justice to avoid
discrimination against any persons on the
grounds of race, sex or any other improper
grounds. In order to provide a good quality
service within the criminal justice system, the
Prison Service must reflect the society in
which it is based. We are, after all, here to
serve all members of the public and just as
society is made up of a muldplicity of groups

and cultures, so the Prison Service should
reflect that diversity. Tt would manifestly be
unjust to recruit only from one section of
socicty and it would also be misguided: in
the search for talented people te work in the
Service we must ensure that anyone with the
skills, aptitudes and qualities we need in
today’s Prison Service has the chance to
apply and be considered on their merits. The
essence of equality of opportunity, then, is in
accepting and welcoming diversity.
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Equality of opportunity is therefore one of the
core values in the Statement of Purpose,
Vision, Goals and Values, We are committed
to the fair and equal treatment of all staff,
with equal access to employment, training,
promotion and career development regardiess
of gender, race, nationality or ethnic origin,
religion, marital status, sexual orientation,
disability or any other irrelevant factor.

Policy into action

Having given a commitment to equality of
opportunity, we have to translate that policy
into action. This requires both awareness
and support from staff at all levels. Again,
the Statement of Purpose, Vision, Goals and
Values places equality of opportunity at the
centre of the Prison Service’s business and
the Corporate Plan 1994-97 identifies as a
strategic priority the development of a well-
trained staff with a shared commitment to
the Service’s goals and values. So the policy
is in place. How successful are we in
implementing it?

At a time of devolving personnel
management responsibilities to establish-
ments, groups and services, the lead in
ensuring fairness and equality and delivering
a good quality service is increasingly passing
to Area Managers, governors and heads of
groups and services. For some time Race
Relations Management Teams (RRMT)
have been working within establishments
and, with Race Relations Liaison Officers,
have acted as a focal point for driving
forward the Service’s race relations policy.
We need now to consider what stuctares
might be put in place to provide a similar
focus for the equal opportunities strategy.

One option, which was suggested in the
Equal Opportunities Annual Progress Report
1992-93, would be for an equal
opportunities management team to act as an
umbrella Organisation within the
establishment, with the Race Relations
Management Team and other teams within
it, dealing with such issues as gender (and
particularty some of the issues arising out of
the cross-postings policy) and disability. This
would ensure that there would be no loss of
momentum in the Service’s work towards
full implementation of its prisoner race
relations policy - the RRMT would keep its
distinct identity - and would still sarisfy the
need for monitoring localty the full range of
equal opportunities issues.

But this is not the only option. Some
Governors  have already nominated a
manager 1o act as equal opportunites co-
ordinator for their establishment, again with
the aim of ensuring the effective local
implementation of the Service’s equality
strategy. Whichever option 1is chosen,
guidance, support and advice on good
practice will continue to be provided by the
Equal Opportunities Team based in
Personnel Planning Group at Headquarters.

Support groups?

Another topical issue is that of staff groups
(sometimes referred to as support groups).
In some organisations in the public and
private sectors, support groups have been
established to provide an informal source of
guidance and support to staff. These groups
have often proved to be very valuable to staff
who are in a minority - such as staff from
the ethnic minorities or women working in a
male-dominated environment - as they offer
a chance to network and share experiences
with colleagues in a similar situation. At the
end of last year, the gay press reported the
setting up of a support group for gay and
lesbian prison officers and auxiliaries.

In speaking to colleagues, I have found
differing views on the need for staff support
groups within the Prison Service. During cur
recent equal opportunities seminars for staff
from the ethnic minorities and staff working
In cross-postings, some participants doubted
whether such groups wouid be helpful, Some
{as they saw it) did not want to draw
attention to or make an issue of their race or
gender: for them, the priority was getting on
with the job. But other participants believed
that they and others would benefit from
being able, through a support group or
network, to make contact with colleagues,
from whom they could seek informal advice
if they were experiencing difficulties at work.

Recognising this, somme establishments have
already formed groups where members of
staff can go to air problems - in some male
establishments where the numbers of
women staff are especially low, some
women have little or no contact with other
femnale colleagues during their work and
they in particular might welcome the
opportunity to meet informally, Some of the
groups which have been set up are focused
on women siaff, others are open to all staff.
It would not be appropriate for Personnel
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Planning Group to prescribe from the
centre whether support groups should be
open to all or focused on women, men or
members of the ethnic minorities. There are
arguments for and against opening a
support group to all staff. A group open to
all staff can help in team-building - which is
welcome at a tme when we are seeking to
promote team working - and in breaking
down any barriers or divisions between
groups of staff within the establishment.
This, in itself, can help to further the
Service’s values not only of equality of
opportunity but also of commitment 1o staff.
But- staff who are in a minority within the
establishment may feel more comfortable in
sharing experiences or voicing concerns in a
closed group, which may be their best
opportunity for talking freely about issues of

concern to them. This, then, is a decision

best taken locally.

Support groups can therefore be 4
constructive way to help staff to express their
concerns and, from Personnel Planning
Group, we recognise the value which such
groups can have. This is an area where we
would hope to support local initiatives.
Heads of establishments, groups and services
may therefore wish to seek staff’s views on
whether a local group would be helpful or
even, perhaps, set up a preliminary meeting
to gauge responsc.

It is sometimes argued that supporl groups
can become ‘cligues’ and can even be
counterproductive by marginalising staff.
However, I sense that this is a risk ondy if the
group is the only venue at which equal
opportunities matters are discussed. Any
support group should be an adjunct to, not a
substtute for, management’s formal - and
legal - responsibility for ensuring that the
Prison Service’s commitment to equality is
acted wpon. One of the principles
underpinning the Service’s equal
opportunitics  strategy is that this is a
management issue and, as one of our values,
something that managers must convey to all
staff under their command.

Equality of opportunity is not, therefore, a
peripheral issue, of interest only to women,
members of the ethnic minorities or staff
with disabilities and it should not be left o
those groups of staff alone to monitor
whether equal opportunities policies are
being followed. So although support groups
may be an opportunity for staff to discuss

their experiences, the responsibility for
implementing the equal opportunities
strategy rests with managers, who must take
ownership of that strategy.

Marassment and discriminafion

Amongst the problems which staff may
want to air at a support group are
harassment and discrimination and, again, a
support group cannot and must not act as a
substitute for managers’ exercising their
responsibilities. The staff survey - reported
in Briefing 74 - has revealed the extent of
harassment in the Service. More than a
third of women staff reported difficulties at
work because of their gender and half of
those women describe those difficulties as
sexual harassment, Just as disturbing is that
25 per cent of staff from the ethnic
minorities have experienced difficulties
because of their ethnic background. The
survey  therefore  suggests that our
commitment in the Statement of Purpose,
Vision, Goals and Values to equality of
opportunity is not being carried into the
working environment and harassment is
widespread.

Harassment and discrimination are inimical
to our values, They are inexcusable and
cannot be tlerated in a modern Prison
Service. Staff must feel confident that they
can bring their complainis into the open,
that they will be investigated sensitively and
thoroughly. The revised Code of Discipline
and Standards of Conduct {pubtlished in July
1993} created specific disciplinary offences
of racial or sexual  Tharassment or
discriminaton towards inmates, colleagues or
members of the public, which can attract the
full range of penaliies up to and including
disrnissal.

Notice to Staff 47/1992 set out our pokcy on
sexual harassment {and It is worth re-
iterating that sexual harassment can include
the harassment of those who are or are
thought to be homosexual) and made it plain
that such behaviour was entirely
unacceptable. But it is clear that the problem
persists and, as & Service, we need to take
action to combat all forms of harassment. As
part of the effort to stamp out harassment,
Staff Care and Welfare Service has opened a
help line for staff who are being sexually
harassed or bullied. The next stage will be to
add advice on racial harassment to the help
line’s services.
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Staff appraisal

There are other developments within the
Service which will impact on equality of
opportunity which, through lack of space,
cannot be explored at any length here. One
of the rmost significant will be the
Performance, Planning and Review System.
In PPRS, each members of staff will be
appraised according to how they have
performed in their job and how far they have
achieved their objectives. By relatng
appraisal to performance, we intend that
each member of staff should be assessed
fairly and objectively and this in itself should
reinforce the principle of equality of
opportunity.

Disability issues

So far, this article has referred primarily to
the needs and interests of women and staff
from the ethnic minorities. Comment in issue
94 noted that comparatively little attention
was given in the annual progress report on
equal opportunities for 1992/93 to disability.
The Service currently employs very few
people with disabilities - even if we allow for
the prison officer grades and others where
we must recruit people with a high level of
physical fitness, we come nowhere near the
three per cent quotz of staff with disabilities
which all employers are expected to fill. As
foreseen in the annual progress report, we
have reconvened the Joint Consultative
Group on disability and are now looking to
implement the Cabinet Office’s programme
of action on disabled staff in the Civil
Service (which complements the existing
prograrnmes  of action on women and
members of the ethnic minorities),

The Prison Design Briefing System
guidelines provide for access ramps, lifts,
toilets and circulation routes to be made
suitable for the passage of wheelchairs. New
prisons which have opened in recent years
have been provided with such facilities and
the guidelines are taken into account where
possible when existing establishments are
refurbished. Yet Comment was entirely right
to say that we must challenge the prevalent
but erroneous assumption that the lack of
wheelchair access in some establishments
makes it impossible to employ people with
disabilities. Only a minerity of disabled
people are wheelchair users and many need
few or no special facilities or equipment in
order to do their jobs,

Recognising diversity

That same Comment also pointed to a lack
of activity within the Service on issues of
sexual orientation and cridcised the equal
opportunities strategy for comcentraling on
discrete groups within the workforce. For
lesbian and gay staff, we have already made
a start by referring to sexual ortentation both
in our policies on sexual harassment and in
the equal opportunities statement which
appears on Notices to Siaff and elsewhere
but, no doubt, more needs to be done, Yes,
it is true that only one paragraph was
devoted specifically to sexual orientation in
the annual progress repori for 1992/93. But
the report had already stressed that,
although our equal opportunities strategy
has to take account of specific issues and
specific areas of need - to take just a few
examples, we have 1o monitor recruitment
and promotion, we have (o recognise the
particular issues which surround being a
woman or a member of the ethnic minorities
{or both) in a predominanty whire, male
Service - the success of that strategy will
ultimately depend on creating a climate
where all members of the Service feel
comfortable, respected and valued. We have
to recognise the diversity within our
workforce. This is about cultural change,
where change will be gradual rather than
dramatic. &

This one article can only hope to give a brigf overview of a
few aspects of the Prison Service’s equal opportunstics
strategy, Further information about that strategy is
available from Fohn Thomas-Ferrand, Equal Opportunities
Officer o Gabriclle  Garton  Grimwood,  Equal
Opportunities Manager within Personnel Pldmu'ng Group,
Cleland House, Page Streat, London SWI1P 4LN.
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Sty Bryan Nicholson
Chairman of BUPA, and
President of the CBI

Sir Bryan is weiting in a
personal capacity i this
article; the views expressed
should not be when necessarily
as those of BUPA or the CBI

IN THE PUBLIC AND PRIVATE SECTORS

some similarities and differences

I know that there is discussion and debate
within the Prison Service at present on the
question of whether the management of the
Prison  Service (and by implication
management of other public sector
organisations) is similar to or different from
management in the private sector. As
someone whose career has spanned both
sectors I worked initially in the private sector
with ©Unilever and Rank Xerox, before
moving into the public sector at the
Manpower Services Commission and the
Post Office, and am now in the private sector
again at BUPA - the matter of similarities and
differences in managing public and private
sector organisations is a matter which is of
considerable interest to me also.

Managing in a Context

There are clearly important differences
between  public and  private  sector
organisations, which have major implications
for their management. There are, though,
considerable similarities, and important basic
principles of management which apply
across organisations. The similarities in
organisational management requirements and
the common underlying principles, are
probably more substantial than the
differences. But the differences are of
considerable importance. I take as a starting
point that management does not exist in a
vacuum, but rather that as managers in any
organisation, we have to manage in the
context of the distinctive purposes, culture
and values of that organisation. Insofar as
those purposes, culture and values of
organisations in the public sector have some
differences from those in the private sector,
management in the public sector is to at least
some extent different from that in the private
sector.

Different  organisations have  different
constraints and expectations of their key

‘stakeholders’. Within the private sector an
important group of stakeholders is, of
course, shareholders, whose expectations
about the financial performance of the
organisation are obviously important. Within
the public sector, the expectatons and
constraints on the organisatdon are of a
different kind, and would typically include
requirements for speed and quality of service
delivery and efficiency, amongst a range of
requirements which set the context for
managing the organisation.

It is important, also, not to under-estimate
the differences between organisations within
the public sector. The differences between
managing a prison, a local authority, a
hospital and a school are important. It would
be naive, therefore, to assume that there is
only one way of managing in the public
sector.

What of Managers Themselves?

In talking to managers in a range of public
sector organisations. I am often aware that
their self-perception and self-image as
managers is not as positive as that of thejr
peers in the private sector. This may partly
reflect that it is only relatively recently that
people with responsibilides for staff, finance,
buildings and other resources in for example
hospitals and schools - and perhaps in
prisons also - have regarded themselves as
being managers, carrying out a managerial
role. It may also partly reflect stories carried
in the media about inefficient state-
subsidised industries, local authorities making
poor commercial decisions for overtly
political reasons, and so on. My experience
in a range of both public and private sector
organisations has been that there is not a
major difference in the level of managerial
skills in the two sectors; I have worked with
considerable numbers of excellent managers
in both sectors. A similar experience is
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typically reflected also by a range of
colleagues who have moved from the private
to the public sector and been very favourably
impressed with the managerial skills and
abilities which they have found on moving
into the public sector.

I do not take the view that managing in the
public sector is in total more difficult or
more easy than managing in the private
sector - though there are some aspects which
are more difficult and some which are less
so. Rather, the organisational context in
which one manages is different, and that
needs to be taken into account constantly,

The question of any differences in
management requirements between the
public and private sectors has become
particularly important, of course, for a
number of organisations which have moved
from one sector to another. In recent times in
the UK that has particularly been the case for
some large organisations which have been
privatsed. I know that my former colleagues
in the Post Office have been giving this
matter a considerable amount of attention.
There are clearly some matters which private
sector organisations need to address - such as
relations with the City - which are not
relevant for public sector organisations. It is
too easy and too simple, however, to say that
private sector orgamsations need to be more
commercial and customer-focussed than
those in the public sector. Within the Post
Office, for example, a considerable amount
of managerial effort, supported by substantial
raining and development investment, has
been committed over recent vears to
progressively making the organisation
customer-focussed through a Total Quality
programme which is central to the way in
which the organisation is managed, and
builds in widespread involvement from large
numbers of people in quality improvement
projects. That is by no means a “soft option’.
It is carried out for hard-edged commercial
reasons focussing directly on  business
performance. It is no coincidence that the
Post Office has recently reported its 18th
consecutive year of profits, and on a
continuously improving trend. 1 know that
many orgamisations in the public sector are
also becoming much more customer-oriented
and have invested considerable amounts in
training and development to support that
initiative. That is not simply in order to
become more  like  private sector
organisations. Rather, it is based on the

recognition of one respect in which all
organisations - whether in the public or
private sectors - are similar: that their purpose
Is to support their customers, and they will
be successful or not depending on the extent
to which they meet customer needs.

Wheo Is the Customer?

There is a further example which iflustrates, I
believe, that it is not so much being in the
public or private sector which directly affects
management style, but rather the societal
expectation and how one chooses to manage.
To illustrate that, I am drawing again on my
experience within the Post Office, but this
time to make comparisons across different
countries. Around the world, post offices
have a rather similar - indeed, almost
identical - function, so one might expect that
they would be similar in their operational
activities and how those operations are
managed. In fact, they are very different. The
main difference relates to the extent to which
they are customer-focussed. The gquestions
are essentially ‘do they or don’t they have a
concept of the customer, and base the
management of the organisation on a
thorough wunderstanding on what that
custorner wants?’ And ‘is that method of
operating in relation to the external
customers applied also in relation to internal
customers, within the organisation.” Almost
all the post offices around the world are in
the public sector, but there are enormous
differences between them in how they are
managed, particularly in terms of how
customers are viewed. I would be interested
to learn whether a similar comparative
analysis of the operation of Prison Services in
different countries with different cultures
would reach similar conclusions.

I would maintain, then, that the degree of
custorner focus is not a characteristic which
now distinguishes private sector from public
sector organisations, but that differences in
the extent of the customer focus reflect
choices which have been made about how to
manage particular organisations.

Balancing Objectives

But there are some significant differences
between managing in the public and private
sector. I have already mentioned the private
sector concern with relationships with the
City. I think it would be fair to say also that
a commercial instinct is more commonly
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found in managers who have worked in the
private sector for a considerable time than in
their colleagues whose experience is steeped

“in the public sector. On the other hand,

public sector managers have more commonly
had to develop skills of managing in an
environment where there are muliple
objectives, not all of them are gquantifiable
and some may be political, and where an
important skill is balancing a range of
objectives, some of which may be at least
partially in conflict with cthers.

1 koow that there are currently a
considerable number of managers in the
Prison Service who are studying for
management qualifications, and [ am sure
they will have faced the issue of similarities
and differences between management in the
public and private sectors in their studies.
The management literature grew from a
historical base firmly in the private sector. It
is interesting to speculate on how different
the management literature might be if it had
grown from managing public sector
arganisations, or service organisations, rather
than being rooted essentially in private sector

~ manufacturing organisations. The growth of

interest in management of public sector
organisations is gradually adding to, and
refining, management studies. It will be
interesting to see how the management
literature develops and changes over perhaps
the next two decades to reflect important
experience in managing in the public sector,
Similarly, it is certainly true that the current
management  literature is  based upon
managing in a Western Buropean and North
American context. One can again speculate
on how the current management literature
might be different if it had grown and
developed not from Western Buropean and
North American practice but from perhaps
Indian, Chinese or South FEast Asian
experience. And  similarly, it wil be
interesting to see how management thinking
and action evolve during the next couple of
decades to reflect the increasing importance
and influence of the Pacific rm in
comparison with the Atlantic rim.

Managers as Professionals

Returning to the UK, one of the main
developments in recent  years in
management study and practice, and the
integration of management study and
practice, has been the development of

competencies. We have made substantial
and important progress in the UK in basing
a wide range of gualifications not simply on
knowledge tested in traditional written
exartinations, but on competences which
can be demonstrated in the workplace and
certificated as National Vocaticnal
Qualifications. Particularly in relagen to
management, there has been an important
debate azbout whether it is desirable and
possible to describe management in terms of
competencies of the kind deveioped by the
Management Charter Initiative, CMIL It is
interesting to see in the management
competencies developed by MCI, as the
result of widespread consultation with
emplovers, educatars, and other key groups,
and in relation to first line managers, middle
managers and senior managers, that
management competencies are presented as
generic and equally applicable in both the
public and private sectors, though with a
clear recognition that the specific context in
which management is carried out is
important,

In addition +to formal management
education programmes, we ecach can learn
much from participation in relevant
professional associations, and from
discussions with friends and neighbours
who have an involvement with various
organisations through employment or in
voluntary capacities. Providing we don’t
simply try to transfer experience from one
organisation to another, but rermain alert to
the individual characteristics of particular
sectors and organisations, there i a lot
which we can learn from such contacts to
complement our development as managers
through direct experience and through
more formal and structured means of
learning. #
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Ithough the critical issues
* * Amnl’mnling prison edminisraters
vary between counines, one
problem is evident in mest correctional
* * pystemis, That issue relates to the
.
I T
= y

management of the small number of violent
and dangerous offenders who, for whatever
regsons, engage in predotory or disruptive
behaviour while incarcerated. Though the
proportion of such offéenders s very small,
typically accounting for less than 1-2 per
cent of the total prison population, they
frequently present a very real threat to
ipstitutional order and security as well as to
the safefy of staff and their fellow inmates.
I J,l e

To gantrol thig small subset of the
infnate ppulations correctional policymakers
ri-;, fm]h:r.l on o principal
d:sp:rﬂgpn or consolidation
it 1:h of ptSe methods have
i u meifthere has been comparatively

piricalevid nee as to which is the
ifethve. Correctipnal systems have
Fom one strategy to the

ave hi

Uy AL
ather based on fn-::gg.r:_ﬂr_]_mr than research
resnn]1s. Di:.ﬂ.'ﬁliﬁﬁlt‘[iﬂ.[‘l with one method
TR ﬁumw that the other

ate P mthmv prove more effective,

der the disptrsim model, inmanes
ssent anagement problems are

A% marﬁr"prisuns in the sysem as
L W g, thuslimiting theirtotal number in

III | % 'f:._ ! ¥ &N 15 insinttion. In so doing,

’ L adminisrarors hope that they will cease thear
) du.rupuw behaviour and begin to participate
in regular instititional programs: Dispersal
also seeks to prevent the establishment of
groupings or gangs that attempt to control
llicit actvity through threats, intmidation,
and violence directed toward stafl and
ITITATES.

Ly Igp

sl Tered

Pus

While it has the obvious advantage of
NOL requiring an expensive “super-max’
physical plant with its large staff, dispersal

nl.’émhnz

| often results in eéxch prison in the system

being forced 1o employ high levels of
security and control to deal with only the

tiny minority of the population that requires
such supervision, Consequently, the freedom
and sctvities for the vast magority of
offenders who want to serve their sentences
without incident and seek release as quickly
as possible are severely restricted.

To muntain order under the dispersal
strategy, predatory affenders often end up
spending long periods confined 1o
disciplinary segregation units because of
actual, threatened, or even remoumsd
invalverment in serfous rules violations, When
staff patience wears our, they arc then likely
to be transferred 1o another institution in an
attempt 1o temporarily disrupt alliances with
other rroublemakers and to give them; as well
a3 staff, a fresh start. But experience indicares
thar simply mransferring management
problems from one prigson to another reduces
disruptive behaviour for enly a brief period
of timee — or untl those inmates reach the
stage in their lives where the aging process
itsell prompts a slow down in physical
activity and & more contemplative state of
mind. But as the current generation of
roublemakers grows older, 4 new, younger
group is always moving up 10 take itz place,

The obsvtous alternative to dispersion
has been consolidation — the intentional
concentration of the most agrressive, eocaps
— prone, and disraptive prisoners in a
single facility where the level of security and
the overall regime is specifically designed to
coniral them, The small number of “super-
max’ prisons in the United States specifically
designed and built 1o house these particular
offenders are well known due to the
notarety of the inmates, the drama of events
in these prisons, and the controversy that
these particular regimes evoke. And while
the consolidation strategy can positively
impact the quality of life and operation in
other prisons in the system, it also has
limitations, Although they are generally small
in size; they require a large staff complement
ko insure security and control, and are
therefore considerably more expensive w
operale — ranging up to §36,000-540,000
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Per year, per inmate, in some U5 systems,
And these special institutions, even when
they are successful in controlling vielence,
tend 10 produce criticism that the
punishment is too harsh and thus
exacerbates already emotionally unstable
personality problems

Adminkstrators and wardens/governors
spend & significant amount of their tme
dealing with the concerns ramsed by this
small percentage of their prison. population.
Because of our backgrounds and academic
interests, we are quite familiar with steps
thait the U Department of Tustice has taken
stnce the early 1930% o ey o manage the
imast violent and disruptive prisoners held in
federal custody. In 1934, the Department of
Justice acguired the former military prison of
Alcarraz Island in San Francisco Bay and
converted it into a high security penitentiary
for "habitual’ offenders and “intractable”
prisoners — o prison that became populardy
knvown as “The Rock”. Uniil its closure in
1963, Alcatray served as the symbol of the
federal government's no-nonsense approach
in dealing with iz most highly publicized
offenders, its most sophisticated prison
escape arnse and ot leaders, and is most
assaulive inmates.

The decision o close "The Rock” and
to disperse its inmares 1o other federal
prisons throughout the country was made
for several reasons. One important factor
concerned the high operanng and
maintenance costs of an island facility as
well as the deteriorating infrastrructure
resulting from sea air corrosion. But, the
primary consideration was a major shift in
public palicy in the United States regurding
the purpose of mprisonment. During the
F960% the federal prison system like those in
many siartes, entered an era in which
rehabilitation became the dominant ratonale
for pennl confinement. The continued
operanon of Alcatraz, an insditGon
dedicated only to incapacitation and
deterrence; did not fit comfortably in a field
thar began o call iselfl ‘commections”,

While a new 500 bed miaximum
SECUEIY peniténtiary was authorized and
consttucted in Marion, Minois 10 coincide
with the closure of Alcatraz, a decision was
fmade by the Bureaw of Prisons and the
Department of Justice o abandon the
concentration model and to desperse
problem prisoners o vanous federal prisons
across the country. As a result, Marion was
opened as a standard federal penitentiary
with the full range of programs and
activities and the freedom of movement for
inmates that went with them. Marion
operated in this manner untl 1978 when ag
a result of increased confliey between, \
inmates, often along the lines'gl race ind
ethnicity, and encouraged first by the
growth of the “mmale rI{ﬂ!l{' movement iy
later by the drugetrade, the el of asgaulis
and violence directed taward staPhgnd
mmates passed the level of"salerance™yg th
federal system. -

*
*

**
> *

= N

Controls-and restrictions inclidig
eztablishment of a ipcn::i:l Efid =TT 1
‘contred undt” within Marion increased over
the next fow years untl late Oerober, 198
when two correctional offices
murdered in-separate incidents on g ime
day and on the following, dayithe 26t
inmare was killed, Ffom that daigs& the
present, Manon returned woufie basi
elements of the Alcatraz'Tegime, nofv
officially called, ‘indefinite administrariyé
segregation’, but more popdlarly idepfified
as & ‘lockdown’. The press and ityrities
soon labelled Marion, “the new Alcatraz’y

The basis elements of a ‘lockdown'
regime in the federal prison sysiem, consis
of the following key elemenis:

1. Each inmate is housed in & single cell.

2. No congregate activity is allowed, except
in pre-transfer wnits.

3. Inmates spend 23 hours of each day in
their cells, emerging only in handcuffs
and leg restraints o be escorted, one at 3
time, to an enclosed exercise area or to 8
lecked, barred shower stall.
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4. Edvcanonal (comespondence courses),
religicus, and case work activities are
conducted by staff through the bars of
each inmate’s cell, inmares do not go o
iheir offices.

5. No contact visiting is permined, except
with attormeys.

6. Mo commissary {5 allowed; cell activities
are limited to watching a five-inch black
and white TV, listening 1o a radio (with
carphones), reading, and writing letters
and legal briefs.

. Inmates do have access 1w books and

4 articles from a bagic law library, o

f paru.le,pﬂ assisance, and o their

attgneys.

hy differences between the
wogf and Alfarraz regimes are that
congffegntedictivities, esfcept for inmates
fingd 1o disgiplinary segregation, were
altgi¥ed opsth anh.ﬂ.ﬁ..wé’ri assignment al
e was, howtver, a privilege 10 be
2o -:nm:luEt_._,Thm WEre fo
A vchologis: i5e workers, teachers, of
‘ocational mraining instructors on swff at
Alearrgr. The Marion staff includes a
vehlog T anadUCcation Supenisos,

“-—-L- manager, who deal with: routine
., INT ) Tt o 0 1‘I gl:ra.n::l'ﬂ H-ﬂ'-i
F | = -.-:'. \[) %, rﬁn‘ﬂ?mﬂjl\tmj :fl.d

sengo cducEonal and religous
=y
Sgrarees Sy, oy

e

ie key difference for the inmates a1

Grion is the mght, never enjoved by their

qmm ar Alcatraz, 1o uncensored

| wrirten communication and contact visits
with their attorneys, and sccess to a law
library so that they may file legal briels
related either to thedr sentences or to the
‘conditions” of their confinement.

The use of physical punishment was
not allowed ar Aleatraz and is smictly
prohibited a1 Marion. The punishment in
both prisons was, and is the restraint on
activities and the limited mamber of
privileges and amenities compared o
standard penitentiaries.

The use of maximum coercive
authority by the government always anracts
the attention of the press, and since the
1960% the electronic media, as well as from
prison reform groups and inmates” rights
organizations. Operations at Alcawraz and
Manon have produced the same allegations
From critics;

1. That men are psychofogically disabled as
a result of serving long vears under such
highly restrictive regimes.

2. That inmages from these prisons

trunsferred back to standard penitentiaries

are 30 filled with rage at being kept like
animals in @ cage” that they stnke out
against other prisoners and particularly
against emplovees of the system that so
confined them.

That when they are finally released to the

“free world" their post-relense criminal

conduct will demonstrate that the anger

engendered by experences in Alcatraz or

Marion will be taken out in the form of

assaults on the citizens.

T

It might have been a limle more
difficult to close Alcatraz in 1963 if the
accuracy of these charges had been known
at the tme, but follow-up studies require
that vears pass 1O measure post-release
behaviour, And for prison staff, dheir
current prison population & almost always
considered o be more difficult or
dangerous than its predecessors. In any
case, Aleatraz represented the wrong symbol
with the new emphasis on “rehabilitaton” —
a policy direction in which the federal
prison svsbem was expectsd to play a
leading role. But, we now know the answer
1o the concerns that have been raised about
the effects of confinement under super-
maxirmum custody conditons as the result
of a lengthy and comprehensive follow-up
study of the 1,550 inmates who served tme
at Alcatraz from 1934-1963 — answers
which contradict both the conventional
wisdom and the opinicns of most of the
experts. Brefly stated, the evidence from
this project, which was funded by the
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Mational Insttute of Justies, allows the
following conclusions:

First, the proportion of the inmates
experiencing menti] health problems
{measured at Alcarraz, at subsequent prisons
and after release from prisen, by the
diagnoses of mental health professionals, by
referrals to mentnl health wards, to federal
medical centers, or to civiian mental health
facilies, andior placement on psychotropic
drugs) was seven per cent, exactly the same
figure found for a matched comparison of
inrnates who served tme during the same
thres décades as Leavenworth, a standard
federal penitentiary.

Second, fewer than ten per cent of the
inmares were refurned for reasons of
misscondoct in the prison to which they had
been transferred from Alcatraz. Further-
maore, 8 special followsup of the post-
Albcamaz conduct of the 250 inmares who
had behaved badly enough to eam a mip ©
tive island but were suddenly returned to
other prisons when the decision was made
stop operations in 1963, indicates that few
resumed ther troublemaking ways, although
they quickly maneuvered themselves into the
best inmate jobs in the prison w which they
were sent. (The Alcatraz staff, when asked if
thiz evidence suggested that the inmates did
not need placement in an Allcatraz type
regime, uniformly responded that even a
year or two on the Rock was sufficient to
help prisoners ‘get the message”.)

Third and perhaps most impenantly,
half of the Alcatraz inmates, all officially
labeled as “habineal, incommigible’ offenders,
were not renurned to prison after their
release — a recidivism mate predicred by
none of the more than 100 former Alcaraz
inmates, officers, and administrators who
were interviewed for this project, And, of
those inmates who did come back 1o siate or
federal prisons as parole violators or with
new terms, almost all stayed on the streets
after their next release,

We know that most of you are
thinking 1o vourselves "how much of the
explanaton for these findings lics m the
Alcatraz regime and how much lies in the
only correctional expericnce that has been
consistenty proved effective — the aging
process.’ The Alcatraz Study indicates that
both these factors worked together.

X *

It is the case that most of the Alcairaz
inmates were released when they were in
their eady 40°s. But, interviews with the
inmares who succeeded and with ‘those who
failed the first time they were released clearly
indicates that these men came avway Jﬂ;piﬂ a
penal setting in which they had been given
plenty of time — with'xery few ¢ LS 1rECTicpS
— o think sbout their fulure prospects. Al
many inmates patt, “for the figst amayn m
life, 1 stopped runniﬁg?u:uund-' !
examination of the ¢ gl this '.'-
and it should be mlpbasl:ifd thal®
special and anvpical group Gidhe entir
federal prison papulavon, shows thi
men with strong personaline ks
decisions bused on rational choice. T
were not oul=of- ::rm:rnt automatons being
buffeted about by powerful aneeffECious,
psy:hﬂ!nﬁﬂi-fm’i:?;nd early childhbeed
experiences or by social disa s
which they had nowetnrol. This gty
clearly indicites that the Alcaffaz i
had the time and the j tion, b virtug
the aging process; to start calculatng th
cosr and benefits of h-nTl'L_]:ﬂEt and fifture
misconduct and that even those M later
failed clearly understood what wWent un{mn
with their resobve to avoid dolng more mme

Having leamed something about the
consequences of confinement at Alcarraz, we
now turn (o the question of whether men
from the Rock's successar, the LS
penitentiary at Manon, Mineis, appear to be
reacting to their experiences living under a
lockdown regime in ways that differ from
their predecessors, O, stated another way —
are the same allegations about the damaging
effects of a lockdown regime also incorrect?
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At this pointg, David Ward wishes o
naite that this research reflects the wilingness
of the Bureau of Priszons to allow continwed
study by a university criminalogmist of s
modt controversial and highly publicized
prison regimes and that the comparative
atudy of the records of both the Alcarraz and
Marion releasees now under way is being
carried out by Ward and Thomas Werlich,
Besearch Analyst ar ULS.P. Marion. At this
ume ondy preliminary data based upon the
experiences of the first 56 inmates to be
reteased to the free world after confinement
agMarionfince the Jockdown was imposed
i§ available, Bur thar data has produced a
redivisin rate exacily the same us that found
for gie Alcs izjnnullu— 50 per cent of

ricns Jareer criminals” have so far not
1 s to prig . And, only two of the 28
namites been repned for COMMIng
wtaulgfrains L pisons: the most frequent
regsfin fopalieir return has'Been for drug and
Klcohal abu e Alcatraz follow-up has
itage of looking atthe post-release
Dnducl ol than 300 inmates for many
gars and the exp rience of the Marion
v group will become clearer with the
ail s the siee of the snedy
ppulifie increases, but it should be noted
At tager recidivmm studics indicates thar
fail cur dﬁng'mr: first 36
pontiaiier ,Bl.lrm: perod that doss
Minﬂn t'Hﬂf-l:es

4ag 1

APy 10 L

rcgard ['l':“lhl: other questions thar
'-.l"--E 1o the i mpact of confinement under a
fockdown' regime we can also report that
assessment of the mental health of the
inmates conducted by a psychiatmist from the
best known peychiatde clinic in the United
States - the Menninger Foundation -
produced expert testimony in a federal court
hearing on the condidons at Marlon that no
significant deterioration was evident. Fewer
than five precent of the inmates have, since
1983, been transferred to the federal medical
center for psychiatric reasons. An important
finding for Bureau staff, and for inmates, is
that all but 12 of the 450 men confined at
Manon when the lockdown began have besn

AL*.:-&'I‘nnz

transferred to other prisons and none of
them has been remurned for seriously injuring
or killing an employvee and only one has been
retummed for killing another prisoner, At
Marion itself which experienced 26 inmate
and three staff murders and hundreds of
assaults on both swaff and inmates prior o
the imposition of the lockdown, only five
inmates (in the more open pre=transfer
units) and no emplovess have died violendy
over the past 10 and a half years, Finally,
Bureau of Prison figures indicate that rate of
assauls and killings in other federal prisons
showed a decrease which has continued
since indefinite adminstrative segregation
became the program ut USSP, Marion.

[ super-mox or “maxi-maxi’ prisons
in the United States where the maintenance
of order has become the principal goal,
Marion has been eleardy suceessful in
reducing violence and 18 suceess can be
measured by the fact thar 36 state
departments of corrections have now
established "Marion type’ regimes in ot beast
one of their prisons. But, success in
controtling viclence directed toward stafl and
other prisoners has not eliminated the
controversy and the concerns that have been
raised by inmates and special interest groups
over the past six decades in regard (o the
federal government's super-maximum
custdy prisons, The unusual probleny thar
thig state of affairs poses for correctional
administrators and staff is how o deal with
eriticisms of regimes for which there is
strong evidence that they have proved o be
suecessfiol.

One issue that invariably arises in
regard o the government’s most dramatic
and thus moest iINHguing penitentiarics is
whether or not the media should have access
and be allowed 1o interview inmates. During
the 30 years that Alcatraz was in operation,
the Bureau of Prisons hod a firm policy that
included the press from even visiting the
island and from having any contact, even
through correspondence or by telephone,
with any inmate or emploves other than the
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warden (who met the press in an office in a
federal building on the mainland). The
result was that news reporters became even
more determined 1o find out what was really
happening on ‘The Rock” and were forced
to rely for their sources of information on
FuimoLrs, occasional leaks or comments by
stafl, but primardly on the sensational
pecounts of former inmates. Not surprizingly
the prisoners told the media what they
wanted to hear — that all sons of gross
physical and psychologica] abuses were
being routinely inflicted on the hapless
convicts locked up on ‘America’s Devil's
slamd’. Throughout its existence, Alcaraz
was continually in the news as a result of the
media's speculation and periodic reporis of
events, such as escape amempis, sirikes,
protests, and the oceasional mials of
prisoners in the fedemal court in San
Francisco for ¢rimes committed on the
island. Most of these stories were haghly
inaccurate but they became a major factor in
shaping the public’s perception of the
insttutikan and fhe saff who worked there.
The policy of making absolutely no
rEspOnses (0 press inguiries, not even o
correcnons of misinformation, and the denial
of secess 90 the prison for all but
government officials helped to create the
image of Alcatraz that has led Hollywood to
nske 14 movies o date about the prison
and prompred the press o generate
countless articles and storics, all of them
gritical of Bureau of Poson policy and
practices at & prison that held less than one
per cent of the federal przon population.

Dunng the eady 1970%, the Bureau
reversed the press policy and began
routinely allowing réporters 1o Lour
institutions and 1o merview inmates, While
Marion continues 1o receive an inordinate
amount of attention from the media and has
been the subject of a considerable amount of
negative publicity, the allegation can no
longer be made that the prison and its staff
are atiempling o ‘cover up’ or hide
conditions when any inmate who agrees may
ke interviewed, Despite accounts by

prisoners that the staff regard as incorrect,
distorted, or misleading, federal corvectional
administrators agree that the open press
policy has been beneficial in terme of mare
accuraiely portraying to elected officials, w
other criminal justice administrators, and w
the general public what goes on behind the
walls of the federal government's best known
penitcnianies,

Another impenant factor that did not
apply at Alcatraz 15 that since the mid-
[960°s federal district courts have played a
major role in determining the basic) !
conditions of living in all prisons, itﬁtt: or %
federal. 11.5.P. Marion has br-:n the sﬂh]u:t
of several cases brought by in 5 and
outside supporm groups "-'l-l\hl_.__lﬂl han- lleged
that *conditions,™ partoularly aoder
lockdown regime, violste their cohe Huthyg
rights 1o be protected fromi el and
unusyal punishménkIn a recenlMage in
which a group of inmates o ded th
lockdown constituted rru:l and i
psvehological |:-|.1.r|.|sl'unlr,1.'|l.1 e fedacal co
after a lengthy h.n:amg of much testimon
from the inmate and government sides ruleg
that ‘indefinite administrativessegfERilion
did not violate the inmates rights. He f‘f
review by an outside AREIHYE prEan
operations helped torprovide publie
information; including the s tes
ahout prison life and problems,
condittons for them, has not gliw:i'_l.'
impacted operations. o

_|I ﬂ]f
e workindp

F
[

An important challenge in managing
*super-max’ prisons relates o saff,
particularly correctional officers. Working
under a lockdown regime with this particular
collection of prisoners is an inherently
stressful experience which can be both
dangerous and intimidating. For that reason,
correctional administrators must constanty
be alert 1o staff morale, to the possibility of
burnour, and o the development of
unprofessional behavior. Unless well-trained

nf-ﬁ RrRAZ

and closely supervised, employees may | J

respond o threats and violence by using
inappropriate amounts of force when
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confroning chsruptive mmates. One way in
which administrutors at Maron and at other
Federal correctional institutions attempt 1o
control these types of staff inmate interacton
iz the requirement that videotaping be called
for when a potential confrontation between
officers and inmates appears likely; for
example, the forced cell move of 4 resistant
inmate. Years of experience at Maron has
demonstrated that videstaping these
mcrdents teénds o insure that staff follow
carefully drawn policies and procedures
when using force, In addition, the tapes can
serve as evidence if an inmate alleges that he
Wi abused by staff and they are available
for vieii g by news reporters, other
govgmmentOfficials, and for staif wraining

If high securityprisons are 1o have
ity wath public, the medin, and
eprala irs and the coddfis, procedures
developed™o insure that only those

in the entire system who require
Bntrol are tranaferred there,
i addition, the classification and transfer
process has to provide a mechanism for each
evigwed regulardy so that he

hereymed 1o a standard prison setling
e TS '.'n Llnless such 3 process is
in*place, will be litffe-inmate turmover
nd e high se agity facility will have no
pige for the small, Boalways emerging
rroufiyol prisd ners who are working their
Ray up o Mariofthrough the disciplinary
segTEgation units of standard federal
pfnﬁr_mna.nu High security prison staff
tend th be suspicious of good inmate
‘behavior. (*he's just lving in the weeds or he’s
just trying to get us 10 relax”) as well as bad
behavior and are not inclined 1o believe that
any inmate has changed his behavier for the
better. Such views would not result in many
recommendations for transfer if stafl opinion
wis the only crniterion,

L "l

SEITATE I O

e |

The Federal Bureau of Prizsons
aMEmpts 1o insure confinement at Marion 1s

for a specific time and purpose by delegating
rransfer authority to the director of the

! '.ﬂ'nﬁz

u

regnonal office which inclides Manon and
numerous other penitentiaries under its
jurisdiction. Inmates mansferred for control
purproses are given an anticipated transfer
date out of Marion shonly after they armive,
Unkess they become imvolved in farther
disruptive behavior, they will progress from
lockdown status to an intermediate housing
area and ultimeately to a unit having
cOngregale aclivities prior to being
transferred o other prisons.

Without question, the operation of a
high security prison such as Marion places a
number of pressures on correctional
administrators. As indicated, these
Institumions generate a significant amount of
focal, regiomal, and national media attention.
In order to accurately respond to requests
for information, it is important that
governorsiwardens pssigned to these facilities
have the ability to relate 1o the press and
other groups in an open and forthright
manner. By accurately presenting the
institution's response o negative charges and
claims administrators can have a positive
impact on staff morale — someone speaks
for them and their concerns — as well as
helping communication with the local
COMMmIENILY.

Dwspite the problems, pariculardy the
public relations problems that these special
regimes produce they have proved 1o be an
essentinl element of comrectional policy in
American prisons. While it may seem
somewhatl ironw: that correctional
administrators must spend time defending
practices that have proved to be highly
guccesifisl, this simiation reflects the
ambiguity in Amerncan thinking that brings
its raditional suspicion of the government’s
exercise of i power into conflict with the
increasingly popular view that when
offenders are locked up, it should not be in
‘s country club® and that the keys to their
releaze shogld be thrown away,

T paper ssas presemiad & the Prisews 2000 Comleremce o
thr Lmimersiny of Laefeenier in Apeil 1904

¥
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Infroduction

The following paper is a case study of the
interplay between ideology, prison
technology, and prison officer training!.
Ideology provides the legitimacy of the state
to inflict harm upon its citizens (Cavadino,
1992; Sparks, 1994). It also determines the
goals we seek to achieve with prisons and
the views we hold about prisoners. The need
for organisations to have clear and explicit
poals is well established (Perrow, 1961;
Etzioni, 1975). Furthermore, ‘How we view
the offender affects what we do with him,
and determines what, precisely, we hope to
accomplish’ (Toch, 1979, pl147) suggesting
an iterative relationship between our views
of the offender and the purpose of prisons.
Grant (1992) refers to the views we hold
about prisoners as their status. In sum,
legitimacy, purpose and status are central to
the concept of an ideology of prisons.

Technology refers to the application
of knowledge to achieve identified ends. It
includes the physical environment, the
architecture and security system of the
prison and also refers to the styles of
prisoner management. These could be an
impersonal barrier system or a highly
interactive style based on the application of
interpersonal  skills; it may be a unit
management system or a two week rolling
roster. It could be argued that in most cases
technology is based on an ideclogy.
However, while ideclogy can change, certain
components of technology cannot (for
example, the architecture of prison).
Technology may well be a given and
therefore can be viewed as a constraint upon
ideology.

The critical role that training plays in
the prison system is well understood by

prison administrators (see for example,
Mugford, 1988) yet rarely is covered in the
literature. This lack of attention is surprising
since prison officers are the staff with the
most contact with prisoners and thus create
and control the prison world. If prisons are
to achieve certain goals or to run according
to certain ideologies then they will do so

through prison officers, not academics,
judges, prison administrators or forensic
psychologists and the like. The

priscner/prison officers relationship is thus
critical to the application of ideology. It is
only possible to manipulate the prison
officer component of the ecquation (we
cannot advertise for particular types of
prisoners). While prison administration is
clearly crucial, the training and
indoctrination of prison officers will be the
major means of achieving a special ideology.

This paper attempts to identfy the
ideclogical  factors and  technological
imperatives that have Influenced the
development of prison officer training in
Western Awustralia. It starts with an
examination of the ideological crisis in
prisons, noting that this crisis is part of an
evolving process. The impact of major
ideologies on training are then analysed
including the recent moves to professionalise
prison officers through the inveolvernent of a
university. One of the major conclusions is
that for the last 20 vears there has been
incongruence between ideology, technology
and training. Finally, the need for coherency
between these three factors is discussed and
an ideclogy based on the prisoner as a
citizen is suggesied.

1. 1 woula like to acknowledge the influence of David Grant on my understanding of these ideas; and thank Irene

Froyland for her feedback on the paper.

Guy Hall, Edith Coman

Ungwersity, This study is based

wupon the author’s experience af

prisons in Western Australia

but has relevance to all systems

and ¥ espectally topical in the

current context of ongotng
peral philosophies in this
COUNLIY.
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The Ideological Crisis

The Western Australian prison system
consists of 13 prisons accommodating just
over 2,000 prisoners. The largest prison,
Casuarina, has 400 prisoners of whom
approximately 360 are in single cells. The
secure prisons have all been built since 1970
and the older ones have all undergone
substantial renovations. There is no
‘slopping out’ - all prisoners have toilets in
their cefls {some have full ensuite facilities).
In the last 20 years there has been one major
disturbance - a riot in Fremantle prison,
which has since closed down. The system
has some problems with overcrowding and
budget restraints but compared to the
English and some American jurnisdictions
these pale into insignificance.

While there may be no resource crisis
it is evident that there is an ideological one.
This clearly a common problem, succinctly
put by Cullen et al: ‘Corrections, then, has
experienced an ideological crisis’ (1993:
72). Even managers of prisons have made
the observation that prisons ‘have lost the
plot’ (Fisher, Hall and Smith, 1993: 2).
(Grant believes ‘that the continuing crisis of
New South Wales prisons springs from
fundamental conflicts about prisoner status,
that is, about the very nature of what a
prisoners is’ {Grant, 1992, viji}. Sentiments
regarding an ideological, status or legitimacy
crisis have been expressed consistently over
the 1980°s and 1990°s (for example
Bottoms (1983), Braithwaite and Pettit
{1990), Garland (1990), Cavadine (1992),
Grant (1992}, and most recently Sparks
{1994)).

This crisis can be understood as part
of an evolutionary process of ideological
development. As (Garland notes ‘one theory
effectively supersedes another only when it
explains the same range of data and
problems more plausibly’ and goes to state
that ‘in the sociclogy of punishment,
theories have not been superseded so much
as passed over in preference for other lines
of questioning® {1985: 13). Grant refers to
this process as archaelogical layering and

states that ‘Each new perception of prisoners -

has simply entered into a struggle for
ascendancy with its successors while other

opportunity for re-emergency presents itself®
(1992: 29).

As each model or ideclogy becomes
operationalised it outlines prison
management principles and expected roles
for prison officers. Thus, as a new ideoclogy
becomes dominant, the role expectations
grow on top of the existing ones. This
process is one of sequential evolution, not
revolution. Therefore, pre-existing models,
and hence role expectations, remain part of
the broader management system. As will be
shown, the role of the prison officer in
Western Australia has been based on a
number of different and potentially
conflicting models, paradigms, or ideologies.
Even more critical, with the lack of any
clearly accepted model of prisons, the role of
the prison officer remains dependent upon
these previous ideologies.

Just as prison management and role
expectations have grown on top of pre-
existing ideclogies so too has prison officer
training, Thus, the training of prison officers
lies fundamentally on confused or shifting
ground. With no clear purpose of prisons
there can be no role clarity and thus no
clarity of training.

The importance of the relationship
between a clear purpose of imprisonment
and the role of the prison officer is noted by
Thomas and Stewart (1978) as one of the
‘great  truthg’ of  effective prison
administration.

In a situation where men are locked up,
there must be a strong, intelligible, administrative
Jframework designed 1o achieve certain ends. The
first is to make clear to prisoners what thetr vights
and cbligations are. The next is to offer staff of alf
ranks, in all departments, clear unequivocal
direction about their durtes, how they are 1o be
carried out, how failure or success is to be judged,
and what 15 10 be defined as unacceprable
treatment of prisoners,

{Thomas and Stewart, 1978: 60).

As noted abowve, the ideological crisis
of prisoners can be viewed as a result of an
evolutionary process within which models
have grown on top of one another.
Generally three major periods of penolegy?,

perceptions lie dormant until the Classical, Positivist and Neo-classical, have

2, Although these periods are based on the associated schools of criminology some differences are noted. Generally
a school of criminology is not constrained to just prisons or punishment but to a wide range of issuss related to
crime.
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been identified. It will be demonstrated how
these periods have dominated the ideology
and technology of the prison system since its
inception. The focus of the analysis will be
on the role of the prison officer and prison
officer maining in the Western Australia
prison system over the last ten years.

The Classical Pericd

Like most other prisons systems, the
WA system commenced operation under
influence of the Classical School of
Criminology. Classical criminology has its
roots in a combination of retributivism and
utilitarianism (Roshier, 1989; Braithwaite
and Pettit, 1990).

The essential elements of the
retributionist position are that:

i. 'The only acceprable reason for punishing
a man is that he has committed a crime.

ii. The only acceptable reason for punishing
a man in a given manner and degree is
that the punishment is ‘equal’ to the
crime.

iii. Whoever commits a crime must be
punished in accordance with his desert
{Pincoffs, 1980: 542-543).

The major force of this argument is
that criminals should be punished because
they deserve it. Thus punishment is both a
means and an end in itself, This retributivist
argument, therefore, suggests ihat imprison-
ment should be punishing and that it should
be punishing to all prisoners.

Utilitarianism takes a different view of
punishment and argues that it should be
viewed only as a means to an end. The
Utlitarian argument is that social utility is a
necessary and sufficient condition for
punishing an individual with the amount of
punishment being determined by how much
good it would provide (Feinberg and Gross,
1980). ‘Good’ or social wtlity is achieved by
ensuring that punishment acts as both a
general and specific deterrent and thus
ultimately produces good for the community
by the prevention of further crime. To this
end, prisons should be designed to achieve
deterrence making them as aversive as
possible,

Foucault (1979) and Grant (1992)
suggest that the ideology associated with this
period was based on two views of offenders.
The first was that they should be viewed as
enemy of the state. They suggest that this
viewpoint preceded the introduction of

prisons but it is arguable that this ideology
was (and still is) influential during the entire
period up to positivism. For example, staff
were frequently recruited from the armed
services; uniforms were influenced by
militaristic  designs; rank names were
militaristic; and drill was a commeon feature
of prison life. Jn Western Australia, it is
commeon for officers to talk of the prison
service being a para-military organisadon.
Indeed, many openly harbour a desire for a
return to drill and discipline.

The second view of offender was that
of the simmer and flawed machine. (Grant
suggests that ‘In its most excessive form,
imprisonment was to be a machine for
grinding out whatever was roguish and
grinding in the tractable, productive citizen’
{Grant, 1992: 35).

In sum, prisons were originally
conceived to be highly punishing places
which were to act as either a tool for
retribution or as a powerful deterrent. The
severity of the punishment was tolerated
because the status of the prisoner was either
that of the enemy or the sinner. The early
Australian experience of prisons is entirely
consistent with this viewpoint, that is,
Australian prisons were c¢xtremely brutal,
violent places (Castles, 1982). Indeed, they
have remained that way for most of their
history (Grant, 1992; Thomas and Stewart,
1978; Zdenkowski and Brown, 1982).

This penal philosophy of punishment
was achieved through a number of different
means, most notably, the management
regime, the prison architecture and the
nature of the interaction between the officers
and the prisoners.

In Western Australia, Fremantle
Prison, built in 1855 along the traditional
lines of a Victorian penitentiary, was
designed for the separate system (Thomas
and Stewart, 1978). The separation in
Fremantle was extreme, prisoners were
isolated in their cells, with buckets as their
ablution facilities, for more than 17 hours
per day. The prison was dominated by a
‘barrier’ security system which emphasised
the distinction between officers and prisons.
Movement around the prison or within the
Divisions was controlled by gates and
passes. ‘The perimeter security was a single
limestone wall manned by officers with
guns.

Although not  always  officially
sanctoned, the role of the officer was to
maximise the punishment of the prisoner. At
the mimimum the role of the prison officer
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was impersonal and distant with emphasis on
physical control. Interaction between officers
and prisoners was actively discouraged. It is
clear that in addition to this, officers directly
engaged in the brutalisation of prisoners
(Castle, 1982; Grant, 1992; Thomas and
Stewart, 1978; Zdenkowski and Brown,
1982).

Prison Officer training during this
period was minimal (and in some cases non-
existent). The emphasis in the early part of
the century was on drill and fire arms
training (Thomas and Stewari, 1978). By
the 1960°s this emphasis had changed to
drill, fire arms and detailed understanding of
the rules and procedures of Fremantle
Prison, even if an officer’s ultimate place of
work was not that prison. This lack of
training may well have been a reflection of
the recruiting strategies of the time. As noted
previously, many staff were formerly with
the armed services (still a common
occurrence) and therefore supposedly well
versed in fire arm use, drill and discipline.
Since these feature were likely to be found in
former service personnel further training
could be considered unnecessary. The focus
on fire arms and drill combined with the
recruitment of service personnel certainly
suggests an ideology which viewed prisoners
as enemies of the state.

The classical period was dominated by
an ideology that viewed prisoners as traitors
or sinners who should be sent to prison for
punishment. The technology of these prisons
and the role of the officer were designed to
extract this punishiment.

The Positivist Period

The influence of positivism began to
be felt in Western Australia in 1963 with the
introduction of parole. Rehabilitation, an
important component of the positivist
period, became a recognised purpose of the
system in 1972 with the establishment of the
Treatment and Training Branch.

Roshier has suggested that positivism
has three main features: determinism,
differentiation  and  pathology, where
Tathology means that criminals are not only
different from non-criminals, but there is
also  something “wrong” with them’
{Roshier, 1989: 21-22). During the positivist
period ideojogy shifted to view prisoners as

‘sick’ and, therefore, in need of ‘treatment’.
An Important component of this raditional
medical model was that the right and proper
persons to ‘cure’ prisoners were the experts
of the various professional specialists
(psychologists, psychiatrists, social workers
and so on). Prison officers were effectively
alienated from the rehabilitation ideology as
the new professions carved out this role for
themselves.

In addition, the rehahbilitation ideology
brought with it a belief that specialisation
was an essemilal component of good
management so that by the late 1970%s there
were more than ten different ‘types’ of
prison officers at the lowest rank (for
example, censor officers, transport officers,
assessment and orientation officers, records
officers and so on). Furthermore, one of the
‘new’ rehabilitation professional groups,
welfare officers, were recruited from prison
officers. In the absence of any rehabilitation
role, and with the removal of many
traditional duties into the specialist positions,
the majority of officers were left with purely
custodial roles. It is not surprising then that
the dominant ideology of punishment (based
on refribution and deterrence) remained
unchanged for prison officers.

The technology asscciated with this
period was strongly influenced by the status
of prisoners as ‘sick’” and in need of
‘reatment’. Canning Vale Prison was
designed and built during the positivist
period®, Although a larger site than
Fremantle, it was dominated by the
‘envelope’ of the single building, within
which were the lving units, workshops,
education facilides and recreation facilities. Tt
was clearly an ‘institution” designed for ‘not
normal’ people (clearly a connotation here to
a psychiatric institution). The accom-
modation of prisoners was significantly
improved with communal dining areas and
in-cell toilet facilites. However, vestiges of
the punishment ideology was evident in the
decision to retain lethal barriers?.

The new ideology of positivism may
have not directly altered the prisoner/prison
officer relationship but it clearly did have
impact on the role of the officer. An
important element of the rehabilitation
philosophy was that offenders could be
changed by those who were appropriately
qualified. For prison officers to be part of

3. Design commenced in 1971 but the prison was not cornmissioned until 1982,

4. In its criginal design gun towers were included, The use of non-lethal barriers, and thus remaval of the armed
guards occurred in the late 1980%s.
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this system they too needed to become
properly trained {even though they were
never admitted into the inner sanctum of
rehabilitation professionals). Furthermore, it
is arguable that the introduction of the
human service professionals into the prison
system directly led to the belief that prison
officers should also be seen  as
professionals. To this end, it was
recognised by the administrators of the
prison system that training should become
a significant component of the system.
There was initially resistance to this
dramatic increase in training by prison
officers who viewed it as an additional
intrusion by the professionals (Thomas and
Stewart, 1978).

In response to this pressure to
professionalise, prison officer training in
Western Australia developed rapidly during
this period. A formal two week programme
was infroduced in 1967. The University of
Western Australia was asked to provide
input into curriculum development in 1969
and in 1970 a Training College was
established within the Department. It is
arguable that the design features of the new
prisonis such as Canning Vale, rather than
the ideclogy of rehabilitation per se,
provided the direction for training. The new
prisons allowed much greater freedom of
movement, more recreation and work
activities, friendlier reception procedures and
a greater emphasis on  individual
responsibility,. To meet this demand, the
focus of the course was on the prisoner
management procedures such as reception,
searching, muster checks as well as the legal
and administrative components of the job.
Maturally, drill and fire arm (raining
remained a significant component.
Significantly, prison officers were not
directly trained in processes that ammed to
rehabilitate the offender.

In sum, the ideclogy of rehabilitation
provided the impetus to professionalise but
provided litde direction about the role of the
officer nor the relevant type of mraining.
Training appeared to be designed to meet
the technology of the system rather than the
ideology of rehabilitation.

Posi-Positivisim

Following  the publication of
Martinson’s  {1974) evaluation of the
effectiveness of correctional treatment,
rehabilitation as a purpose for prisons
became increasingly less popular. According

o Cullen and Gendreau (1988) ‘Nothing
works’ become a doctrine of penology to be
embraced by both conservatives and liberals.
This ‘nothing works’ led to a resurgence of
retributivist criminal justice models
(Braithwaite and Pettit, 1990; Hagan, 1990).
Braithwaite and Pettit (1990} suggested that
the return of retributionist ideologies was
based not only on the failure of the earlier
models but also the injustices that were
perpetuated in the name of these models
{for example, indeterminate sentences and
enforced treatment). There is considerable
argument about whether reformative penal
policies were ever genuinely in practice
{Garland, 1985} and more argument about
the ‘failure’ of rehabilitation (Dilulio, 1991;
Cullen and Gendreau, 1988). Not
withstanding this, there is no doubt that
there has been a significant shift away from
the rehabilitation ideology to alternative
models.

In Western Australia this shift to
retributivist ideologies was characterised by
the renaming of the Department of
Corrections to the Prisons Department in
1979, The demise of rehabilitation was
greeted with some enthusiasm by prisen
officers. I do not think that this
enthusiasm was based on the excesses or
failures of the rehabilitaion era but
because, as noted above, it was an
ideclogy that they had never been invited
to embrace.

The new maodels fell generally into the
category of neoclassical or post classical
theories (Hagsn, 1990; Roshier, 1989).
Neoclassical theory is a continuation of
classical approaches to punishment albeit
somewhat more sophisticated since there is
acknowledgement of mitigating circum-
stances, As Roshier puts it “The main
individual characteristics that have been
incorporated, under neoclassicism,  as
making a difference to the culpability of
offenders have been age, mental capacity
and mrtent’ (Roshier, 1989: 11}. Braithwaite
and Petit argue thar retributivism has
provided a new justification for the
maintenance of punishment as the ‘pre-
eminent response to crime’ (Braithwaite and
Petit 1990: 6). Cullen and Gendreau
(1988) point out that this shift to retribution
is consistent with a return to law and order,
get tough and war on crime policies of the
late 1970°s and early 1980°s. Indeed,
Cavadino (1994) refers to this period as
being influenced by the ‘law and order
ideology.
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The neoclassical schools, however,
provided no ideology for prisons, at least,
not in Western Australia. Although the
message may have been punitive, few were
seriously suggesting a return to the brutality
of the previous years. The neo-classical
schools stated clearly, and it was a message
well accepted in Western Awustralia, that
imprisonment, the loss of liberty, was to be
the punishreent. There was no role for
prisons to be a punishing experience beyond
this loss of hberty. Bur if prisons were not
places for punishment nor places for
rehabilitation what then was to be thelr
purpose? What would be an appropriaie
ideology? It was evident that the post
rehabilitation period was without explicit
statements about the fundamental purpose of
imprisonment and about the nature of
prisoners. Garland referred to this lack of
ideology and suggests that ‘for nearly two
decades now those employed in prisons,
probation and penal administration have
been engaged in an unsuccessful search to
find a ‘new philosophy’ or new ‘rationale’ for
punishment’ (1990: 6). He suggested that
the major frameworks have been the justice
model, humane containment, selective
incapacitation, modified rehabilitatdon and
even abolitionism. Cragg (1992} noted that
these frameworks provided ‘little guidance on
how those sentenced to imprisonment should
spend their time’ (1992: 5). He later stated
that ‘Pure retributivist  theories  are
notoriousty difficult to defend and widely
thought to be Indistinguishable from the
thoroughly disreputable goal of revenge’
(1992: 53.

In my opinion, the answer came from
an entirely different area. Occurring at the
same time as this movement to retribution,
was the general social movement of
economic rationalism, In the public sector
the ‘the new speak’ become corporatism and
managerialism  (Considine, 1988; Pusey,
1991; Wanna, O’Faicheallaigh and Weller,
199233, In very broad terms, this movement
was characterised by the belief that many of
the problems of the public sector could be
solved through better management practices
and specifically by the use of private sector
management technigues (Wanna,
(FFaicheallaigh and Weller, 1992). As
Wanna et al state it “Today’s public sector
manager consciously searches for “economy”

and “efficiency”, rewards “management by
objectives”, extracts “value for money” in
budgeting, and looks for standards of
“effectiveness” in program delivery which
can be ascertained by “performance
indicators™ (Wanna et al, 1992: 11),

Corporatism  became influential in
prison management through the 1980’ and
remains a very powerful force. For example,
in his address to the Australian Bicentennial
International Congress on  Corrective
Services, the Executive Director of the
Western Australia Department of Corrective
Services spoke of corporate plans, an
enhanced role of prison officers and
strategies for change (Hill, 1988). While the
context was penal, the message was
managerial. A similar ideology was evident in
Kidston’s {1988) address ‘Correction Policy
and Management Issues’. It is arguable that
managerialism provided a framework for the
movement of the private sector into the
management of prisons (Sparks, 1994).

With no clear  purpose  for
imprisonment being provided by the neo-
classical position, corporatism provided an
alternative ideology - prisoners were viewed
as ‘objects of administrative action’. Beyond
this, it is difficult to discern any views on the
status of prisoners. However, this is not to
suggest that managerialism had no impact,
quite the reverse. The focus changed from
the prisoner to the management of prisons,
specifically, the work of the prison officer, In
this context there have been significant
changes inn both the scope and diversity of
the role of the officer.

The 1980°s saw both horizontal and
vertical enlargement of the prison officer’s
role. The role of the prison officer was re-
defined to span four main areas:

- maintenance of custody;

- attending to the welfare needs of
prisoners;

~ assistance in the provision of constructive
activiies for prisoners (work and
recreation); and

- contributing, to a more limited extent, to the
provision of developmental opportunities
for prisoners (counselling, skills
development, education), (Hill, 1988)

5. In Western Australia at this time the government publicly spoke of WA Inc. Interestingly, the faillure of WA Inc
resulted in a Royal Commission and the criminal investigation of the major players. a 1994 review of the public
sector has recommended the privatisation of some government enterprises, including prisons.
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At the same time officers were given
greater responsibility for prisoner supervision,
control and sentence planning. This
responsibility was achieved through case and
unit managementé. To make way for these
changes, welfare officers were removed from
the system and two ranks were eliminated.

During this period, Casuarina prison
was designed and buwlt. The major
ideological influences should have been
economic rationatism and retributivism but
this is not entirely evident. Certainly there
was considerable emphasis placed on the
security technology of institution with the use
of multiple electronic and physical barriers,
Yet other principles such as  the
maximisation of prison officer/prisoner
interacttory; the minimisation of harm
{physical, sccial and emotional; to the
prisoner; maximising the perimeter security
1o allow for minimised internal security;
internal design to reflect the normal (outside)
world as much as possible; and non-lethal
barriers seemn entirely inconsistent with either
retributivism or economic rationalism.

The end result was a prison that had
many of the attributes of a small campus or
town. Accommodation blocks were spread
across the site, with separate hospital,
education, industrial and recreation areas or
facilities. Accommodation in small units (30
prisoners per unit) with their individual
dining facilities and cells with flush toilets
and hand basins were included. One cell
block was provided with its own cooking
facilities with cells which have full en-suite
facilities. Security was to be achieved through
two main  processes: high technology
perimeter  sccurity and  high levels of
prisoner/prison officer interaction.

The lack of an explicit ideology
driving the design of Casuarina was
evidenced by the lack of a clear role for the
prison officer. This absence purpose was
noted by the Superintendent in October
1993 (Fisher, Hall and Smith, 1993).
Without an explicit ideclogy for this prison
one would expect that officer training would
fall back to the pre-existing one. As noted
above, rehabilitation merely emphasised the
importance of professionalism. Without
direction from the rehabilitaton and post-
rehabilitation period one would expect the
ideology of retribution and the need to meet

the technological demands of the system to
remain dominant. This hypothesis was
tested against an analysis of prison officer
training undertaken by the author in 1990
the results of which are discussed below.

Analysis of Prison Officer Training

As part of a general review of prison
officer training, the author, in 1990,
evaluated the training of prison officers for
Casuarina prison. The training course was
not structured around generic themes but
rather covered specific topics of very short
durations (typically topics were covered in
1.5 hours). In order to undertake a content
analysis, it was necessary to arrange those
topics iInto general cognate areas. After
discussion with training staff a final list of 11
categories was used. A Senior Officer was
asked to go through every item in the course
and indicare to which category the item
belonged. Following this, the total time spent
on each topic as well as the percentage of
the total was determined for each category.

The results for the analysis are given
in the table foliowing. The first column is
the categories that were used for the
analysis; the second represents the total
amount of training time spent on that
category in hours; and the third column is
the percent time spent on that -category. The
final colurnn was derived by dividing the
previous cell (time spent on category) by the
sum of the column.

The results showed that the greatest
amount of time in the course was spent on
physical skills. This category consisted of
topics such as physical training; self defence;
drill; and restraints {raining. FThese skills
dominated the course, taking up nearly onec
third of the tme available. The next most
commeon category was prisoner management.
This category included topics such as unit
management; prisoner supervision; discipline;
assessment and orientation of prisoners; case
management; escorting prisoners; reception;
searching; authorised absences; and drug
identification. This category was oriented to
prisoner conwmol issues and  prisoner
movement.

The analysis suggests that the major
themes covered in this course were physical
control skills. There is no doubt that this

6. Case management refers to prison officers being allocated a case load of priseners. Officers would be expected
to provide their case load with information regarding their progress through the prison and to provide the basic
welfare services, Unit management is a system that rosters a group of officers to a unit for an extended period
so that they can establish 2 good rapport with the prisoners in that unit.
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Table 1
Category Hours on Topic % of Total
Physical Skills 71.5 3
Frisoner Management 38.83 17
Orientation 32 14
First Aid/Fire Drill 23.75 10
Legal Issues 21.33 9
Interpersonal Skifls 19.83 9
Aboriginal/fnferculiural Issues 9 4
Repert Writing 5.67 2
Welfare Skills 45 2
Persanal Issues 3 1
Community Based Issues 2.25 |

emphasis originally emanated from the
Classical period and had changed very little
in the intervening period. The technology of
Canning Vale, a prison designed during the
full bloom of the positivist era, was evident
in the category ‘prisoner management,
However, the impact of the technology of
Casuarina prison had been minimal, The
design of Casuarina placed great importance
on  prisoner/prison  officer  interaction
through unit and case management as well
as emphasising conirol through the use of
interpersonal skills vet interpersonal skills
and welfare skills combined amounted to
only 11 per cent of the course. It was
evident from this analysis that training had
not kept pace with the design features of the
new prison.

Increasing Professionalisms
Prison Officer Training
and University Education

The resuits of the above evaluation
caused some consterngtion within  the
Western Australia Department of Corrective
Services, and the author, in conjuncton with
a Chief Officer was requested to review
raining and develop a new curriculum. The
goals of the review was to ensure that prison
officers should have the skills to be able to
function effectively in prisons and to
maximise the opportunity for credit transfer
into an academic award at a University.

The ideology behind this review was
still managerialism with the content driven
by the technology of the tasks of the prison

officers. We approached the review by
concentrating on the core competencies that
we believed were required for the job ‘prison
officer’. These competencies were derived
from a thorough job analysis. We ensured
that we only identified behaviours and
knowledge that were critical to the position.
Most significantly, we did not establish a
purpese for prisons, and from that, what it
was that prison officers do to coatribute to
that purpose. The decision o link into a
university academic programme was based
on an express purpose of professionalising
the prison officer position.

Briefly, the new course aimed to

- equip officers with core competencies;

- help themn gazin a broader understanding
of the Criminal Justice System and their
role in ity and

- develop geod interpersonal skills,

In addition, the delivery of the
material was altered such that it would be
presented in an educative manner which
sought to exercise critical and analytical
thinking and judgement. The new
programme, therefore, was both educative
and skills based. A description of the course
has been provided elsewhere (Hall, 1993).

The extent to which these aims were
met was evaluated in a number of ways.
Firstly, the new programme was content
analysed and compared to the 1990 study.
The results of the analysis are given below?,

Table 2
Previous New
Category Course % Course %
Physical Skills 3 10
Prisener Manogement 17 26
Qrientafion 14 3
First Aid/Fire Drill 10 8
Legal Issuss 9 18
Inferpersonal Skills 9 14
Aboriginal/Interculiural Issues 4 3
Report Writing ? 1
Welfare Skills 7 9
Personal Issues 1 2
Community Bosed fssues 1 2

7. Aboriginal and Intercultural Issues were integrated into specific work related areas. In the analysis, it has been
categorised according to these arsas rather than as Aboriginal and Intercultural Issues (for example, cross
cultural communication was categorised as Interpersonal Skills).
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Clearly there were marked differences
in emphasis. Most significantly, the physical
components of the course no longer
dominated. These were replaced largely by a
concentration on Interpersonal skills. This
concentration reflects the importance of
these skills as a ‘technology’ of control in
Casuaring prison.

The course was also evaluated using
structured feedback from  specific
Superintendents,  Senior  Officers and
trainees the results of which have been
reported elsewhere (Hall, 1993). Briefly, this
evaliation showed strong acceptance of:

« the increased emphasis on interpersonal
skills;

- the use of training prisons rather than a
training college;

- the general content of the course; and

- the use of university academics to
provide content and assessment of
trainees. '

On the negative side, there was a
concern that the Department had Iost
conirol of the course, particularly evident
amongst a significant group of
Superintendents who viewed the University’s
involvement with some reticence. After
considerable discussion with the author, and
some internal reorganisation of
responsibilities this concern become less
serious and the involvement of the
University is now generally well accepted.

In conclusion, the professionalisation
of prison officers in Western Australia has
progressed significantly by the engagement
of a university to provide substantial input
into the training of officers. This
development has been well received by
prison officers and prison administrators.
However, it is evident that the crisis of
ideology has not been resolved. Analysis of
the new programme suggested manager-
ialism and the technology of a campus style
prison to be the major forces behind the
development. An ideology clearly stating the
purpose of prisons and the role of the prison
officer still needs to be identified.

New ldeologies

Managerialism has been criticised for
devaluing social objectives and not
concentrating on Important social issues
(Sawer, 1989). For prisons, in Western
Australia, this may have been a blessing in

disguise. While there have been law and
order campaigns, few people (of any
consequence) have seriously suggested that
prisons return to the brutal and punitive
regimes of yesteryear. That is, there has
been no determined return to an ideology
where in the prisoner was viewed &s an
enemy of the state. None-the-less it has been
established that there is a need to develop a
new ideology.

Although not  explicitly  stated,
Casuarina seems to suggest an implicit view
of the prisoner - that of citizen. Grant
(1992) has suggested that an ideclogy of
prisoners as citizens, with the atiendant
rights, privileges and obligations, i an
appropriate  status for the modern era.
Grant's influence is not limited to his
academic discourse on the New South
Wales prison system, he is also the Director
Greneral of the Western Australia Ministry of
Justice. Under his direction, attempts have
heen made to operationalise the concept of
citizenship., While this has proved somewhat
elusive to operationalise (Fisher, Hall and
Smith, 1993) the model does provide a
useful starting point.

Tt recognises that most prisoners will
be returned to the community and that
whilst in prisons they have significant
contact with other members of the
community. With its focus on both rights
and responsibilities it provides protection for
prisoners yet demands that they should
strive to become law abiding citizens beoth in
prison and when they return. The latter
focus suggests that prisons shoukd provide
an cnvironment which aims to reduce
offending behaviour. Dilulio (1987) and
Cullen et al (1993) both note that prison
adrninistrators recognise the importance of
rehabilitation as an end in itself and as an
appropriate  prison management regime.
Furthermore, it is clear that the general
public, judges and offenders  view
rehabilitation as an important component of
the criminal justice system (Indermaur,
1992; Walker and Hough, 1988). As noted
by Sparks (1994) prisons must ensure
justice for prisoners which this model
provides through the recognition and
protection of prisoners’ rights. A properly
constructed prison  management  system
based on the citizenship ideology can be
legitimated with the three groups (the
public, staff and prisoners) identified by
Cavadino. Finally, the ideology is entirely
consistent with the political doctrine of the
new right and utilitarianism {arguable the
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major political doctrines of the modern,
western  state). The new right doctrine
emphasises the maximisadon of individual
liberty (Nozick, 1974) which is achieved if
offenders are removed from society and
when returned to society do not re-offend.
Similarly, general utility is enhanced if
offenders do not re-offend when released. At
first glance then, the ideclogy appears sound
although further work is necessary. The
Ministry of Justice and the author are
continuing to work on a model that clearly
ties an ideological position with management
practices and uldimately prison officer
training.

Other  theories or models of
punishment have been suggested (for
example, Braithwaite and Pettit, 1990;
Cragg, 1992) but these have not been
directly related to ideologies of
mprisonment. Dilulio (1987) notes that
‘Most prison administrators were highly
conscious that & particular correctional
philosophy was at work in the way they
governed their state’s prisons’ Dilulio, 1987:
166) and goes on to give description of the
control, responsibility and consensual
models. The relatdonship between these
models and the criminal justice systemn and
the implications for the role of the officer
have yet to be further illustrated.

Conclusion

In the introduction, it was argued that
the critical component of implementing or
applying an ideology was the prisoner/prison
officer interaction. This relationship forms
the basis of our views of the prisoner and
what we might hope to achieve. It is
arguably the litmus test of an ideology. We
can only influence this relationship by
manipulating how officers behave,
principally, through their training and
indoctrination. Therefore, if an ideology is to
be effectively implemented there must be
congruence or coherency between it and the
training of officers.

In analysing the Western Australia
prison system, it was found that the
curriculum of prison officer training has not
matched the official ideclogy since before the
introduction of rehabilitation. Basically, we
have not been training officers to do what we
want them to do. If universal, this lack of
coherency may partly explain  Garland’s
observation that ‘the penal institutions of the
United Kingdom, the United States of

America, and many other Western nations
have experienced a crisis of self definition’
(1985: 6).

Substandal changes have been made
to the role of the prison officer in the
Western Australian prison system over the
last 20 years. The analysis examined how
positivism  and managerialism  influenced
these changes and how officer (raining
responded to these developments. Both
positivism and managerialism contributed
significantly to the professionalisation of the
role of the prison officer, culminating in
Western Australia with the involvement of a
university in training. However, it was
argued that neither provided a clear role for
the prison officer, and in the absence of an
explicit ideclogy, training was found to be
based on pre-existing and out-dated ones. In
sum, one cannot avoid ideology in prisons,
even if it was a desired outcome, the void
will always be filled, most likely by a
superseded  one.  This analogy  to
archaeological layering, as suggested by
Grant (1992), sppears to be confirmed by
the study.

Although the ideological crisis has not
been resolved, there are some alternatives
being suggested. The ideclogy of the
prisoner as a citizen proposed by Grant
(1992) appears to have some merit. This
ideology is implicit in the town planning
model of Casuarina prisont and is consistent
with the major political doctrines of Western
European countries.

This study shows the need for zn
explicit expression of ideclogy from which
prison management principles should be
derived. It is from these explicit statements
that the nature of the prisoner/prison officer
interaction and the role of the prison officer
should evolve and hence from which prison
officer training is generated. In the current
case, the Iack of such explicit statements
resulted in training programs based on the
technology of the system and outdated or
superseded ideologies. B

A list of veferences is available from the editor ov author.
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The job of Bishop to Prisons came into
existence In 1974 when the Prison
Chaplaincy hecame part of the Home Office
establishment, and the need for an informal
link between the Home Office and the
Church of England came to be
acknowledged. (There are equivalent posts
in the Roman Catholic and Methodist
Churches). The task was undertaken by a
succession of suffragan bishops, and it was
duly handed on to me in 1985 when I was
Suffragan Bishop of Maidstone,

Like a number of responsibiliies in the
Church of England, there was no job
description and no induction course. I was
given a Licence to move freely within prison
establishments of England and Wales, on
behalf of the three Archbishops, and in due
course 1 acquired a Home Office pass.
However, there was comparatively little
experience to go on, no particular brief and
very little in the way of expenses. Almost
immediately I walked into an uneasy
situation in that for the first tme a
Chaplain-General {Keith Pound} had been
appointed from outside the ranks of the
Chaplaincy. As far as I was concerned this
was an advantage, for it gave me the
opportunity to develop the work with
someone who had come to it fresh, and with
a wealth of previous experience, but it
certainly overshadowed my activities for the
first few years, and there were suspicions
{(wrongly) that T had had a hand in this
change.

I began to develop my work along three
particular lines. My first responsibility was to
support the <Chaplain-General and the
Headguarters team by being available to
them for help and advice, and by acting as a
sounding board for some of their ideas and
The job of Bishop to Prisons came inio
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existence in 1974 when the Prison
Chaplaincy became part of the Home Office
establishment, and the need for an informat
link between the Home Office and the
Church of England came to be
acknowledged. (There are equivalent posts
in the Roman Catholic and Methodist
Churches). The -task was undertaken by a
succession of suffragan bishops, and it was
duly handed on to me in 1985 when I was
Suffragan Bishop of Maidstone.

Like a number of responsibilities in the
Church of England, there was no job
description and no induction course. 1 was
given a Iicence to move freely within prison
establishments of England and Wales, on
behalf of the three Archbishops, and in due
course I acquired a Home Ofifice pass.
However, there was comparatively littde
experience to go on, no particular brief and
very little in the way of expenses. Almost
immediately 1 walked into an uneasy
situation in that for the first time a
Chaplain-General (Keith Pound) had been
appointed from outside the ranks of the
Chaplaincy. As far as I was concerned this
was an advantage,- for it gave me the
opportunity to develop the work with
someone who had come to it fresh, and with
a wealth of previous experience, but it
certainly overshadowed my activities for the
first few years, and there were suspicions
{wrongly) that 1T had had a hand in this
change.

I began to develop my work along three
particular lines. My first responsibility was to
support the Chaplain-General and the
Headquarters team by being available to
them for help and advice, and by acting as a
sounding board for some of their ideas and
concerns. In practice this meant {fairly
regular contact with the Chaplain-General
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%FOIT[ here

Under this title the Fournal
Tnwites someone whe is not @
member of the Service bur who
Eknows us well to contribute a
reflection on some aspect of our
work. Bob Hardy, the Bishop
of Lincoln 15 alse Bishop to
Prisons. Here he writes about
that role.
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and the chairmanship of the Prison
Chaplains Advisory Group (PCAG). The
PCAG has no formal basis or membership,
but has evolved into a group of people with
a wide variety of experience in penal affairs
who provide an informal forum for the ziring
of concerns regarding the Chaplaincy. Its
membership  includes three Chaplains,
nominated by the Chaplaincy Conference, a
Magistrate, someone from a Diocesan Penal
Affairs Group, a representative of Prison
Fellowship, a Prison Governor and someone
from the Board of Social Responsibility in
Church House, Westminster, The group
meets three times a year and gives the
Chaplain-(General an opportunity to air his
concerns and get some reaction from others
working in the area of penal affairs. Tt also,
of course, gives him an opportunity to listen
to the views of the Chaplains working in the
field. So we have talked about the mission
statement of the Chaplaincy, the training of
chaplains, worship in prison, and general
moral issues, as well as many of the practical
details of running the chaplaincy during a
time of great change.

The second area of concern I developed was
in the formal representation of the
Chaplaincy to the to the Church of England,
and vice-versa. I continued to be part of the
interviewing process when Church of
England clergy joined the Chaplaincy. Four
vears ago this changed dramatically when we
decided to conduct the interviews on a
residential basis, using a variety of initial
exercises, and the expertise of a psychologist
as well as a Governor, alongside the
resources of the Chaplaincy. All of this has
Jed to an improvement in the professionalism
of Chaplains, and has helped us make better
appointments overall.

We have also developed two other groups
keep the drawbridge down between those
who are working in prison, and those
outside. One is a Penal Affairs Group
amongst members of General Synod. This
group meets regularly during the sessions of
Synod and s an attemipt to inform Synod
members about current issues facing the
Chaplaincy. In January 1991 the Group was
able to mount the first debate on penal
affairs in General Synod for over ten years,
and this,” together with continuing contacts
has enabled us to keep some of our concerns
before the wider church. Our other initiative
has been to develop Diocesann Order and
Law Groups arcund the country. The aim of

these groups is to provide a means by which
parishes and deaneries can be informed and
briefed about the situation in prisons and
alerted to general issues of order and law.
We also hoped that these groups would be a
forum for Prison Chaplains to share their
concerns and to be a means by which
ministry in prisons is integrated more fully
into the life of the church. The effectiveness
of these groups has been variable, and I am
very conscious that they have not worked as
well as I had hoped.

Another way in which I have tried to raise
the profile of prison ministrty has been
through the Lincoln Conferences which
began in 1989. In these I have been
marvellously helped, by the Chaplain of
Lincoln Prison (Alan Duce} and HM
Inspector of Prisons, Judge Stephen Tumim.
The conferences have been held every two
years (another is planned for April 1993)
and have attracted widespread support and
interest. We have been able to aftract a
distinguished series of international speakers
who have generously allowed us to publish
their contributions to the Conferences. And
we have been able to bring together a wide
cross-section of those concerned with penal
affairs, so that they could meet and listen
and talk. All this has enabled us 1o break
down the distinctiveness of our particular
tasks and to share both vision and
enthusiasm.

More recently, my entry into the House of
Lords has enabled me to contribute to a
number of debates on penal concerns.

My third area of endeavour has been much
less formal. It has been simply my efforts to
get to know the prison world from the
inside, to talk regularly to those within it,
and to support them in their endeavours and
concerns. So I have tried to wvisit prisons
regularly, to listen to Governors, prison staff
and chaplains. I have tried to answer
prisoners’ letters when they have been sent
to me. I have tried to stand up for justice in
individual situations, to improve the system,
and to set right things [ know to be wrong.
The work is always interesting. I find 1t
compelling in the best sense of that word,
and I often regret that I have so little time to
devote to it

What are my impressions? 1 have been
associated with the Chaplaincy during a time
of enormous change. My concern has been

46

Untitled-4 48

ISSUE NC. 97

27/05/2020 09:37



®

PRISON SERVICE JOURNAL

above all to ensure that matters of faith
remain integral to the total life of prisons,
and are not marginalised or regarded as
simply another activity. The Statement of
Purpose for the Prison Service gave a new
impetns to the work of the Chaplaincy as it
approached the 1990s and our strategic plan
for the Chaplaincy as part of ‘activity
Services’ builds on this. But we need to do
all we can to ensure that the work of the
Chaplaincy continues to be at the heart of
the Prison Service.

1 say ali this for three particular reasons.
The first is my convicdon that most of the
issues faced by the Prison Service are at root
theological. Redemption, Hope, Forgiveness
and Justice are basically theological terms.
The Christian Church has a long experience
of exploring and developing them. It nceds
to be able to feed them into the current
debates on vision and values.

The second is my belief that the outside
community must become involved inside if
real change in penal affairs is to occur. No
one has put this better than Pierre Allard,
the Director of Chaplaincy, Correctional
Service of Canada:

“The myth that Chaplains can fulfil their
ministry of reconciliation without the help of
the larger faith community must be forever
dispelled. However talented, however
powerfully empowered by the Spirit,
however strongly mandated by their
churches, Chaplains must realise the
communal dimension of the new covenant,
and their own limitations in representing the
outside community .. Those who have
experienced forgiveness from God must also

experience forgiveness, acceptance,
reconciliation from their brothers and sisters
outside the walls. In the same vein,
volunteers are not a nice addition or a
passing fad. They are an integral part of the
Chaplains’ ministry.’

My third conviction is a more generai one. It
is what continues to imirigue me about the
world of penal affairs, Again, I can best
express it by another guotation from our
Lincoln Conferences, this time by Professor
Norval Morris of Chicago:

“The criminal law controls the largest powers
that the State exercises over the citizen in
times of peace. It defines the difficult
balance between the autonomy of the subject
and the authority of the State - a balance on
which a democratic society ultimately
depends. In my mind prison is a sort of
barometer for that balance. If we get the
balance right here and hold it steady, we
won't be likely 10 go wrong elsewhere.
Justice, not social protection, not crime
reduction, is the over-riding purpose of the
criminal law. We won’t achieve that over-
riding purpose until we have a more
adequate armamentarium of responses 10
crime and make more parsimonious use of
imprisonment.’

In his 1991-92 Annual Report HM Chief
Inspector of Prisons summed up the work of
the Chaplains in the Prison Service as ‘a
group of people constanily finding ways of
making good things possible.” I would like to
think that that description could in some
way be applied to my own contribution as

Bishop to Prisons. B

The following items have recently been
acquired by the Prison Service College
Library. They are only o small selection from
our recent additions. More complete lists and
our journals bulletin are sent fo the training
officer in each establishment every month.

The Prison Reform Trust has produced «
wealth of interesting material in the past and
continues fo do so. One of its recent
publications ‘Prison Magazines: o survey and
guide’ (PRT 1994) gives a comprehensive view
of the magazines produced in prisons
throughout England and Wales, surely of

interest  to  all  education  departments
throughout the country.

The field of forensic psychiatry is one which
intrigues many. Hugh Miller, an expert on
forensic medicine, who acts as an advisor fo
many TV programmes, has produced ‘Unquiet
Minds’ (Headline, 1994) o readable account
of many of the personality disorders which
have at one time or another grabbed the
headlines. Whilst by no means a textbook on
the subject, the provides an insight for the
layman.
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Ursila Swaree, Senior
Lecturer and Prison

Researcher ai Thames Valley

Untversity, London.

infroeduction

‘We strive to be the best prison
service in the world - let’s see whether
we can learn anything from Germany’ -
the Head of Training said to me at
Newbold Revel Prison Service College at
the beginning of 1994, This comment was
to set the scene for a challenging week in
April 1994, when 14 German prison
Governors and Secretaries of State of the
Ministry of Justice from the Northern
Federal State of Lower Saxony
(Niedersachsen) visited some English
prisons to learn about the officers’ and
governors’ training at Newbold Revel,

I was to act as interpreter and together
with the staff at Newbold Revel organiser of
the party’s stay and visit to four prisons;
Holloway women’s prison, Long Lartin, Glen
Parva, Grendon and the newly privatised local
prisori Blakenhurst, From an interpreter’s
point of view, this was not an easy task, since
one cannot just simply ‘ransiate’ word for
word, but I had to know the two sometimes
quite different criminal justice and prison
systems in  order to summarise and
paraphrase long speeches and explanations
which were taking part throughout the week
of the GGerman officials’ stay.

Prejudices on both sides

The German delegation arrived with a
number of preconceptions about the English
prisons system. Firstly, I had to explain that
the system was not a ‘British’ one, but that
my explanation of the prisen and criminal
justice system had to be confined to
‘England and Wales’,

Secondly, the Germarns were
expecting to find the majority of Enghsh
prisons in the Victorian condition that John
Howard had written about, literature with

a comparafive
study of the
fwo systems

which most of the German Governors were
familiaz. They expected to find ‘slopping
out’ and inhumane conditions. What they
discovered were four modern or newly
refurbished institutons. Not that the
German conditions are ‘hotel-like’.

Over the past two years as part of my
prison research, I have visited a number of
prisons in both Fast and West Germany.
Some major differences exist for remand
prisoners in both systems.

Third and lastly, the biggest prejudice
on behalf of the German officials lay in the
training of prison officers and the
educatiorral background of the governor.
Most German governors are lawyers and
many have been state  prosecutors
(Staatsanwalt) in their previous work. Upon
entering each English prison the German
delegation took great trouble in finding out
what the ‘educational’ background of each
governor and indeed each prison officer was.
They were in for some surprises.

The German penal system is aware of
the shortcomings of dealing withh remand
prisoners correctly. There has been an
attempt in Germany since the early 1950s to
formulate a special prison code for remand
prisoners  {Untersuchungshaftgesetz), the
latest draft was published in 1932, bhut the
German Ministry of Justice is not, as yet,
prepared to change the rules,

Furthermore, one might suspect that
German lawyers wish to draw out the legal
procesdings, since their client is ‘only’
experiencing the deprivadon of liberty, yet
he has the civil rights equal to any
other citizen. I expected to find German
remand prisoners’ accommodation more
‘comfortable’ than the ones I have seen in
England and Wales. I expected to find the
German institutions giving their remands
more rights to privacy, association, assembly,
the right to consult a legal expert and
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possibly conjugal rights. This was, sadly, not
the case in all of the German mnstitutions
visited whether in the old West or new East
German Lander.

The Prison Visits

Entering prison is a rying process
especially with a delegation of 14 (German
officials. To be able to make this visit
possible involved endless communications 1o
the German Ministry of Justice which is the
governing body not as in England, where it
is the Prison Service Agency. Since the
German prison service is as it Is in the USA
- based on the Federal State idea, obtaining
access to prisons in {(Germany is easier and
the governors have greater autonomy with
regards to decision making, once the
relevant Ministry of Justice of each Siate has
approved the project. This is not the case
with regards to the English system. The idea
of an official visit to English prisons was
dreamt up by two German governors from
Lower Saxony together with an area
manager at Prison Service Headquarters in
Cleland House eight months previously and
it took a great deal of persuasion to make
the wvisit to the various prisons possible.
Once governors had been cajoled into
accepting the idea, each prison put on an
extremely interesting day’s visit and a rather
good lunch which always impresses a
German  stomach - therein lies the
destruction of aneother myth: the English
have no decent food to eat.

In each prison we were given an
extensive guided tour around and were free
to visit cells and talk to inmates. After the
‘guided tour’ the governor usually held a
meeting where the German delegation was
able to speak with governors and specialist
staff at length. The days at Grendon and
Glen Parva were the most fascinating for the
German delegation, not only because a
governor from a therapeutic prison in Bad
Gangdersheim and one from the large North
German  Youth Custody and Remand
Centre in Hamlin (Hameln) were present
and could draw direct comparisons and
indeed many sirnilarities between the two
systems but also because everybody was able
to learn the most from these t©wo
establishments.

Young Offenders

At Glen Parva the most startling
revelation was the newly introduced Bullying

Unit, It took me some time to translate the
word ‘bully’ into German since this term in
itself does not exist - it had to either be
interpreted as a type of tyrant or remain
‘Der Bully’ which fast entered the German
prison terminology for that week and,
maybe, for the future. It rather appealed to
the German nature that here the ‘nasty boys’
were segregated to undergo a severely
ostracised regime for a short time with
cleaning the cell until one could ‘touch all
walls and the floors with white gloves’,
laying out the kit to perfection and not being
able to sit or lie on the bed all day. After
Germany’s recent historic past and the
obsession with humane treatment in prisons
according to the European Cenvention of
Human Rights, the German governors could
not believe what they were seeing. But, as
they had to admit, this type of short-sharp-
shock treatment does seem to work.

Equally successful is the special unit
for wvulnerable inmates which gives these
youngsters a chance to develop into drug
and alcohol free individuals without being
bullied. At the end of the week the German
delegation recommended that one ought to
seriously look at these two regimes,
particularly for the young offenders.

Therapeutic Communities

At Grendon, the delegation could not
believe, especially after having seen the most
technically advanced security system at Long
Lartin, that with so little security there had
been no escape since 1962, The Governor
of the therapeutic prison in Bad
(Gandersheim, an establishment slightly
smaller than Grendon treating men and
women inmates, noted many similarities
between the two establishments. It was
remarkable when both Grendon and Bad
Gandersheim Governors compared notes
they found to their amazement that their
therapy programmes with long term
criminals with a severe criminal record were
very similar.

The therapeutic community groups
consisted of eight inmates and a team of
about seven specialists and officers: the
groups would equally meet three times a
week and the therapy would last at least 18
months in each establishment. Statistically,
evidence was similar teo with approximately
33 per cent of recidivism after therapy if the
term of at least 18 months had been
successfully completed. The only difference
being that Grendon had measured this
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success rate over two and Bad Gandersheim
over five years. The results were surprisingly
similar. Both Governors welcomed a future
exchange in person, of personnel and of
ideas,

From an interpreter’s point of view,
the most chalienging days were equally the
visits to Grendon, Glen Parva and
Blakenhurst, where my knowledge and
vocabulary of the systems were severely put
to the test. Starting with Grendon, where the
German group was divided into two groups
of seven, one for the moring and one for
the afternoon, so as not to overpower
inmates and staff who are having such visits
thrust upon them almost daily - as one
inmate put it ‘we’re going to charge soom,
vou know, rmiss, we sometimes feel like
animmals in a zoo.” However, they by no
means behaved like animals when 1 was
asked to lead a therapeutic group of eight
lifers, all in the system for murder, with
seven of my German visitors for about one
hour of ‘frank discussion’. Whilst 1 had
warned my German delegation that they can
expect equally frank questions from the
inmates who are encouraged as part of their
therapy to be inquisitive as well as ‘tel]l all’ to
the visitors, it came as quite a shock to the
German system when they too were asked
intriguing and sometimes personal questions
which they were expected to answer. A
translator’s nightmare presented itsell with
regional accents from Glasgow, Manchester
and Belfast together with subjects who
weren't used to being interrupted in their
stream of consciousness by having their soul
searching  experiences  translated  into
German. The experience was a moving and
memorable one for me and all the
participants from both sides when some
forthright and often rather blunt queries
were being put.

Skills Training

The Glen Parva experience proved
interesting, not only from the bullying and
vulnerable prisoners aspect, but also with
regards to the meaningful employment and
training undertaken with NVQ Training in
areas such as carpentry, painting and
decorating and rmachine tool setiing.
(GGermany has a high degree of vocadonal
training for young people, but to see this in
practice here in a prison of all places when
the regard for vocational training in England
is not so high as on the continent was a
pleasant surprise, particularly since the pre-

requisite to a German prison officer’s enter-
ing the profession is an apprenticeship in a
trade such as those taught at Glen Parva.
The German delegation was
impressed with the sophisticated machinery
and the level taught in what seemed to them
an impossible 18 week’s course only. This
underlined the German preconception that a
craftsman can only be fully qualified after at
least three years of apprenticeship training. It
was explained to them by a training officer
at Glen Parva that this used to be true of the
English work ethic but that due to the
recession the training of such skills had to be
cut, and that the employers would look more
favourably on shorter skills training.

Working with the Community

A further idea which impressed the
Germans was the involvement of prisoners
with the community which hardly exists in
Germany. Holloway and Glen Parva both
demonstrated that the inmates could work
with disabled or disadvantaged people who
would usually visit the prison and its sports
facilites once a week. Glen Tarva
demonstrated some good ideas and practices
regarding placing youngsters who would be
considered for parole on a work placement
in the community such as a sports centre, or
in the case of Holloway in a local
hairdresser’s or tailor’s.

A frank discussion evolved with the
Governors and staff of Glen Parva and
Biakenhurst when the subject of privatisation
or ‘Market Testing’ arose. Glen Parva's
Governor put it succinctly when challenged
‘we need 1o see this challenge as a positive
step to change old fashioned set-in ideas to
be more competitive even in the prison
service.”

Modern Prisons

The Blakenhurst experience left the
Germans marvelling, since the head of the
German: Prison Service of lower Saxony -
‘Mr President’, stated that ‘personal freedom
is somerhing very valuable and it must be the
prerogative of the State alone to take this
freedom away - the German Prison System
will never be privatized’.

Germany simply does not have a
single new prison such as Blakenhurst and
the four other newly opensd prisons since
1992. The most ‘modern’ prison in my
research sample is the bunker like eleven-
storey high ‘parking deck’ as the Germans
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call it, of Frankfurt Preungesheim Remand
Prison built in the mid 70s with the German
RAF and Baader Mainhoff terrorists in
mind. There had been a glimmer of hope
last year when the first new prison to be
opened on 1 April 1993 in Weiterstadt near
TFrankfurt, to relieve the overcrowded and
inhumane conditions for the Frankfurt
remand centre. The day before the opening
ceremony, the JVA (Justzvollzugsanstalt -
official name for German  prison)
Weiterstadt was blown up by German
terrorists.

Legal differences and similarities
for remand priscners
in England and Germany

The British legal procedures are
accusatorial, which means that the main part
of starting the proceedings, giving evidence
and establishing the truth, are played by the
parties themselves. The judge merely acts as
an independent, objective observer who
himself does not participate in the
investigations, whereas in Germany under
the inquisitorial system, the judge plays a
fairly important role in the conduct of the
proceedings and in establishing the truth.
There are thus important differences as to
the respective roles of powers of the judge,
the police and the prosecutorl,

Since 1968 the English Courts only
distinguish between arrestable and non-
arrestable offences; offences are moreover
divided into summary offences, triable
before a Magistrates’ Court, and indictable
offences which are triable before the Crown
Court, before a judge and jury. Certain
offences may be tried either way, depending
on the election by the prosecution or
defence. This possibility does not exist
within the inquisitorial system.

It surprised the German Lawyer cum
Prison Governor that ‘laymen’ are used in
the remand procedures as in the case of
Magistrates” Courts in England, a lay-judge
would not exist in the German system. In
the Tederal Republic of Germany (FRG)
the Public Prosecutor (Staatsanwalt) has an
overall responsibility for pre-trial
proceedings, the examining judge controls,
and is in  tarn coatrolled by the

‘Staatsanwalt” whe gives advice on bail or
remand proceedings.

The Court may order the suspect 10
be lodged in a Bail Hostel. Under English
law, there are no special provisions ior
compensation in the case of unlawiul arrest
or detention, but the general right to
damages exists, but the victim must prove
unlawful arrest or damages.

In the FRG the provisions relating to
detention on remand {Untersuchungshaft)
can be found in the Code of Criminal
Procedure {StrafprozeBordnung) first
promulgated in 1877 and frequently
amended sinceZ. This special clause in
article 1193 specifies the fact that remand
prisoners are not allowed to be kept in the
same cell as convicted prisoners and that, if
at all possible, the remand prisoner ought to
be kept completely separate from the rest of
the convicted prison population.
Compensation in case of unlawful detention
is dealt with by a special Act* which
modifies the legislation existing since 1904;
the daily compensation in Germany for
unlawful arrest only amounts to a minimal
sum of DMI10. per day (approx £[4.) The
German Prison Act (*Strafvollzugsordnung”)
of 1977 provides an example of how the
ethos rights have been used in legislation. At
the beginning of this piece of legislation a
number of basic principles are listed; these
allow for changes in wider society to be
translated into prison rules, hence the
principle, ‘life in prison shall be assimilated
to life outside prison as much as possible’s.
If the prisoner feels that his rights have been
violated the Act provides for him to seek
extensive judicial review of his complaint.

Overcrowding

In principle, the judge can only imply
the deprivation of liberty. Equally, the total
maximum period spent on remand (before
the judge’s intervention) is legally fixed in
Germany, ie, one year unless there is the
danger of recidivism. A statement by the Rt
Hon. John Patten, MP, a Minister of State at
the Home Office on 11 September 1989 to
the 1989 Internadonal Half-Way house
Association: “The remand prison population
has grown strikingly over the last decade. In

1. cf Grosz, McNulty, Duffy. Pre-trial detention in Western Europe. In: IC] Review No 23. December 1979.

2. Lalest version used is the ‘Strafprozefordmung’ (SPO) of 7 April 1987

3. «cf § 119, 1-6, StPO Velizug der Untersuchungshaft.

4. cf ‘Gesetz tiber dic Entschidigung fiir Swrafverfolgungsmafinahmen’, 8 March 1971

5. The German Prison Act 1977 (*Strafvollzugsordnung’) Section 3 § 1.
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1979 it stood at around 6,100 whereas now,
despite sorme recent improvements, it stands
at zbout 10,700. This means that about a
fifth of the prison population is made up of
unconvicted and unsentenced prisoners. Mot
only has this growth contributed significantly
to the overcrowding in local prisons, but at
times there has been substantial and even
more unwelcome overspill into police cells.

This has placed an intolerable burden
on the police, and provided totally unsuitable
accommodation for defendants - all at a
great expense for the rtaxpayer .. DBail
decisions are a matter for the Courts and
there will inevitably be many cases where
bail has to be refused for good and proper
reasons. On the other hand, people shouid
be remanded in custody only when this is
absolutely necessary and for the shortest
possible time.’

In England this period is not laid
down by law (in Scotland it is 2 maximum
of 110 days from committal).

Remand Prisons in England
and Germany

There are currently 160 remand
institutions for adult men and women in
Germany all with  similar  overcrowding
problems. Whilst the numbers of male adults
on remand in German prisons in March
1985 was 13,047, the number of remands
had gone down to 11,961 by March 1988.
This lead to a wave of the German
Government closing down a number of
prisons and remand institztions®. However,
due 1o the unification of Germany, crime as
measured by the criminal statistics of
persons imprisonned has increased. The
average daily remand population in March
1990 was 13,047 male adults on remand and
this number had increased by March 1991
to 14,258. This underlines the probiem of
continued over-crowding in German prisons
and was evident in all the institutions 1 had
visited, namely Berlin Moabit, Chemnitz
(ex-Karl Marx Stadd), Bremen, Frankfurt,
Munich and Oldenburg. TFrankfurt thus
remaing a prison with 2 CNA of 739 having
had an average population of berween 750
and 800 since 1992 for adult male remand
prisoners.

The Woolf Report suggests that
remand prisoners should be accommodated

in conditions ‘which reflect the prisoner’s
remand status’, ie, innocent unless and untl
proven guilty. Furthermore, ‘They must
reflect too the reasons for which the remand
hias been granted under the Bail Act 1976°7.
To emphasise the importance of these
matters the Woolf/ Tumim inquiry
recommended that there should be a
separate ‘Statement of Purpose’, setting out
the Prison Service’s responsibilities relating
to remand prisoners, ie, that remands should
be accommeodated, treated and managed
separately from convicted prisoners and that
the remand prisoner should spend hisher
time in a constructive manner, for example,
working or furthering his/her educaton, and
that contact with employment, family and
community should remain intact.

German prisoners take the remand
status very seriously mdeed when it comes to
segregating  remands from = convicted
prisoners. The legal grounds for committing
a person on remand are exactly the same in
England as in  Germany, vyet the
interpretation of the Prison Rules are quite
different in each system. Whilst in England
the fear of absconding and re-offending
whilst on bail seemn to take precedence,
whereas the German system is obsessed with
the ‘interfering with witnesses’ concept. So
much so that if there were any accomplices
or partners in the same crime in one prisom,
for example, JVA Bremen or JVA Frankfurt
remand prisons they could not take part in
any activides for fear of meeting or
‘interfering’ with each other.

Thus, the German delegation was
shocked to find out that with remands in the
English prisons some accomplices ‘even
murderers” were accommodated in the same
cell, would share activities with convicted
inmates, were allowed telephone calls and
uncensored letters. Indeed, the HMP phone
card became quite a novel collectors’ item,
and officers had to scurry around in each of
the prisons visited to obtain as many used
phone cards for the German governors as
possible. One entrepreneurial governor will,
in fact, contact the ‘Deutsche Telecom’ to
suggest this idea. What is there to gain from
the German segregation of remand inmates?
Why do the English prisons have a Rule 43
unit and the German prisons integrate the
vulnerable prisoners in the usual daily
routine?

6. Statistics taken from the Federal German Ministry of Justice. ‘Bundesministerium fiir Justiz’, 30 January 1992,

Bonn.
7. cf. Woolf Report, para 1.206.
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Conclusion

Treatment and Regimes in the English System -
Are there lessons to be learned for the German
Criminal Fustice System?

‘Imprisonment is by the deprivation
of liberty a punishment in itself. The
conditions of imprisonment and the prison
regimes shall not, therefore, except as
incidental to justifiable segregation or the
maintenance of discipline, aggravate the
suffering inherent in this's.

The emphasis of the European Prison
Rules 64-70 is on the principal objectives of
the treatment and training regimes as
regards the underlying duties of prison
managements and the needs of prisoners.
They provide the main lines of an approach
to policy and regime design that are to
confront the problems of reconciling the
conflicts between the functions of prisons as
instruments of sccial control and the
demands of waining for individual reiease.
Each prison ought to provide a wide ranging
programmme of training and/or educational
opportunities relevant to the circumstances
of outside life, bearing in mind, of course,
the  prisoner’s own  sentence  and
circumstances and the resources of the
establishment. Thus, the contact between
prisoners and prison staff ought to be
enhanced and encouraged, to lead to a
smooth and natural re-socialisation at the
end of sentence.

These can take the form of spiritual
support or guidance groups, education,
physical education, the development of
social skills groups, counselling or other
recreational activities. Within the regimes,
prisoners will thus be given the opportunities
to participate in activities which will
encourage their sense of responsibility, self-
reliance and to stimulate their interest in
their own treatment. “The preparation of
prisoners for release should begin as soon as
possible after reception in a penal
institution”®. Foreign nationals must be
included in this scheme to alleviate feelings
of isolation.

Whilst some of the German visitors
had heard of the above European guidelines
they were rather impressed to find that in all
the institutions visited they found some kind
of activities programme and it was noted
that for inmates and staff alike, physical

educaton and weekly iraining took
precedence. The European prison Rules and
thus new prison regimes in England and to a
lesser extent in Germany have recognised
that physical education and a whole range of
sporting and recreational activities in
modern prison regimes have become a major
activity of high importance to the general
health and wellbeing of prisoners and staff,

It has also proved to be of particular
value to prison managements in the large
and overcrowded establishments at times of
pressure and In reducing tension and
providing healthy and positive outlets when
other resources are constrained. Together
with work, training and formal education,
this has become the basic design of any
prison regime., Some institutions show
impressive programmes in connection with
new programmes of staff training. There is
large scope for community co-operation
either outside or within the institution which
the Germans will take on board as part of
their regimes which are as yet toe wound up
in legal and prison rules procedures to adopt
a more pragmatic approach as witnessed in
the English prisons. PE and a wide-ranging
programme of recreation ought to form a
major part of modern prison life.

Staff involved with these
developments were seen to be given
encouragement and promotional incentives
to enhance their professional abilities and
status to cope with the increasingly
sophisticated equipment and demands of
their population.

The German prison management,
according to the Head of the Prisen Service,
should see these programimes as an integral
part of the overall philosophy of the
treatment regimes. He agreed with the
statement that activities ought not to be
carried out in isolation, they should
complement the regime: ‘thus a properly
organised programme of physical education,
sport and other recreational activity should
be arranged within the framework and
objectives of the treatment and training
regime. To this end, installations and
equipment should be provided’*?. B

%. cf European Prison Rule 64 {1987).
9. cf. European Prison Rule 70.1 (1587).
10. cf. BEuropean Prison Rule 84 (1987).
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Yurt Ivanovich Kalinin

This paper was presented by
General Kaliwin, Head of the

General Department of
Pendrentiary Instinutions in

the Ministry of the Duterior of

the Russian Federarion, at the

conference on ‘Punishment:

Legality, Fustice and

Hupnanisin® held in Ryvazan,

Russia betroeen 4-8 October

1993, It was prepared for
publication by Dr Andrew
Covle, Gavernor of Brixton

Prison.

The prison system in the Russian Federation

1s known as the sentence enforcement
system. It is a complex of governrnental,
legal, socio-economic and other institutions
which are all part of the Ministry of the
Interior,

The system includes 513 correctional
labour colonies, 160 pre-trial detention
centres, 14 prisons, 59 cducational labour
colonies for juveniles and 104 institutions for
alcoholics. The system has in its care
574,500 convicted prisoners. Included in this
number are 19,100 women and 19,200
juveniles, 35,700 persons are confined in
corrective labour Inspectorates. There are
also 138,000 pre-trial prisoners !

Most convicted prisoners have been
found guilty of serious crimes. Almost 25
per cent have committed premeditated
murder or serious assault. Twenty per cent
have committed armed robbery, robbery or
rape. Over 60 per cent are recidivists. Over
45,000 of these are regarded as being
extremely dangerous. The number of
persons who are racketeers or who belong to
Mafia-type organisations is growing rapidly.
This difficult mix of prisoners can lead to
dangerous situations in prisons. Prisoners are
at risk from each other and additional crimes
are committed in penal establishments.

The prison systemn in the former
Soviet Union was set up as an integral part
of the nadonal economy. It was highly
centralised and hierarchical. Lirtle attention
was paid in this system to the reform of
prisoners.

For many vears little was done to
improve physical conditions in prisons. On
the premise that crime would quickly be

little need to allocate funds to build new
colonies and prisons. This has led to
problems of significant overcrowding at a
time when all the forecasts arec that the
number of people in prison is likely to
increase because of the growing crime rate.
Uniil recently great seCrecy
surrounded ali penal establishments. The
recent growth of democracy in Russian
society and the implementation of principles
of social justice have obliged the prison
service to recognise the human, civil and
legal rights of prisoners. The previous
structure of the prison service did not meet
the standards which are now required of
public organisations. It retained many of the
negative features of the notorious Gulag
system?. These included an over-abundance
of pointless petty regulations, priority given
to economic interests, an emphasis on
ideclogy and poor material conditions.

Setting the Agenda for Reform

The first task in reforming the prison

system in Russiza was to  set realistic
objectives for the service. Article 20 of the
present  Penal Code of the Russian

Federation describes the aim of punishment
as being ‘to correct and re-educate convicts,
to show them the value of work, to make
them law-abiding and public spirited and to
deter convicts and all  others from
committing future offences’,

Such far-reaching objectives are not
practical. For example, it is not realistic to
expect that corrective labour in a prison
setting will ‘re-educare’ a prisoner. The new
draft of the Penal Code excludes this notion
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eradicated, the leaders of the country saw of ‘re-education’ as an objective of
L. In addition there are approximately 113,000 prisoners detained in 218 forest zone colonies, which are
administered by a separate department of the Ministry of the Interior.
2. Gulag is the acronym for Glavnoye Upravienie Lagerei, the Central Administration of Camps.
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imprisenment. But Article 40 of the new
draft retains the reference to encouraging
prisoners to adopt ‘an honest atdtude
towards work and to obey the law’.

The following principles underline the
proposed reformation of the prison system:

- treating prisoners as human beings

- a strict observance of the human rights of
prisoners

- encouraging prisoners to lead law-abiding
lives

- treating different categories of prisoner
according to their status

This last principle means that
prisoners who continue to behave unlawfully
while in prison will be segregated from
others and will enjoy a very limited range of
privileges. The majority, who behave in a
law abiding manner, will enjoy extensive
privileges. These will include:

- the creation of normal conditions of
imprisonment

- the implementation of measures for the
social rehabilitation of offenders

If we can achieve these objectives, we
will have gone a long way towards
implementing the international norms and
guidelines for the treatment of prisoners.

Encouragement not Coercion

The reform of the prison system
cannot happen without significant changes
in legislation. The drafts of a new IPPenal
Code and a new Sentence Enforcement
Code have already been  published.
Unfortunately it will take some fime to
complete this legislative process. However, it
is clear that the new national prison policy
will concentrate less on coercion and more
on encouraging prisoners to lead law abiding
lives,

Already changes have been
introduced. Since 1 January 1992, prisoners
have been paid the full rate for their labour.
The previous 30 per cent deduction has
been abolished. On 9 July 1992 the Russian
Federation adopted a law ‘On the changes
and amendments to the tax systemn of Russia
(Na 3017-1)’. This included a provision that
prisons and correctional institutions would
only be required to pay a percentage of the
normal tax to central government. We hope
that in future we will be excused payment of
all tax, not only to ceniral government but

also to regional adminiswations. There are
already indications that local administrations
are adopting a more positive attitude to
correctional labour systems. ‘This has
happened, for example, in the regions of
Jakutia, Khakassia, Buryatia, Kemorovo,
Jaroslavl, Samara, and Krasnoyarsk.

The new economic reality has meant
that we have had to reform the method of
production in the prison system. To help us
to do this, we have proposed that the
Supreme Soviet should adopt a resolution
‘On some characteristic features of work in
correctional institutions’. We have also been
able to influence draft legislation on anti-
monopoly activity, on bankruptcy and on
tax policy.

Prisoners’ Rights

On 12 June 1992 a law ‘On amending
and supplementing certain chapters in the
Correctional Labour Code of the Russian
Federadon, the Penal Code and the
Criminal Proceedings Code’ was adopted.
This is an important piece of legislation
which defines the general policy for
reforming the prison system. It is aimed at
increasing the efficiency of the prison
systern, at respecting human rights and at
bringing Russian laws into line with the
international norms and guidelines for the
reatment of prisoners. Its adoption has
meant a complete re-assessment of how the
various parts of the prison system operate.

For the first time the right of
prisoners to freedom of conscience and free
observance of religion has been recognised.
Ministers of religion now have free access to
prisons and are entitled to conduct religious
services, Rooms have been set aside as
places of prayer and in some labour colonies
churches have been built, Provision in this
respect is not always easy since there are
forty different religious denominations in
Russia.

Prisoners also have a right to personal
safety. 'This means that the prison
administration must act as soon as a
prisoner complains that his or her life is in
danger. This normally means a transfer o a
safer environment.

Accountability

There is increasing provision for
public oversight, for example, by people’s
deputies, of the prison administration. Local
councils may appoint representatives who
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can meet with prisoners to listen to their
complaints and familiarise themselves with
prison regulations. Prison staff are also
required to carry out their duties in a
professional manner, to act humanely in
their dealings with prisoners and not to
humiliate them.

Time spent in prison is now taken
into account when calculating pension rights.
All prisoners are now given time off work.
For some categories of prisoner this takes the
form of leave outside the institution.
Immediate home leave is given in the case of
a family emergency.

The previous restriction  which
prohibited prisoners receiving parcels from
home untl they had served half their
sentence has been abolished.

Special provisions are made for
women prisoners. Those who have children
in the nursery of the colony receive a special
allowarnce.

Dietary punishments have now been
abolished.

The following categories of prisoner
are entitled to free food, clothing, underwear
and shocs; juveniles, disabled prisoners,
women after the first four months of
pregnancy, women who cannot work
because they have babies in the nursery of
the colony, men over the age of 60 and
women over the age of 55 who do not work
and those who are unable to work because of
their physical condition.

The frequency of short term and long
term visits has been increased3.

An increasing number of prisoners are

allowed to move about unescorted. These
may live outside the secure perimeter of the
colonies,
There is now no limit to the number of
letters or telegrams which a prisoner may
send. They may also have access to
telephones. Restrictions on visits or parcels
are no longer imposed as punishments,

Convicted women prisoners may now
wear their own clothes.

Convicted persons may now use their
own resources to pay for additional medical
treatment and to tske out insurance. Like all
other Russian citizens they also received
privatisation vouchers,

The new law has confirmed that

convicted prisoners are obliged to work. This

may be in state-owned enterprises, or on a
contractual basis with other companies or on
individual work. Previously there was no
minimum wage for prisoners. Those who meet
pre-assigned work quotas are now entitled to
be paid at least the minimum labour rate.

Attempis are now being made to give
prisoners a greater sense of personal
responsibility, to encourage them to deal
with thelr personal problems and to organise
their daily activities. Prisoners are also
encouraged to set up funds in each prison
tor cultural and welfare activities and to help
them when they are released.

Arrangements are in hand to set up a
psychology service within the prison system.
Psychologists receive full time and part time
training in the High School of the Ministry
at Ryazan and some are already at work in
colonies.

Improved Conditions Lead

to Stability

Taken together, these initiatives have
helped 10 make our prisons more stable. The
number of escapes has gone down this vear,
"There have been few incidents of hosiage
taking and the number of killings has also
decreased. A great deal of creative work has
been carried out in prisons in regions such
as Rostov, Chelyabinsk, Ulianovsk, Kaluga,
Oryel, Yaroslavl, This work has shown the
benefits which can flow when there is trust
and dialogue with prisoners, They have a
greater social awareness. The environment in
the prison has improved. Prisoners may also
make external contacts which can help them
on release,

The draft Penal Code has abolished
exile and deportation as punishments.
Almost 60 per cent of the offences in the
draft code can be punished without
imprisonment. A significant number of
offences have been decriminalised and
approximately 90 per cent of the articles in
the draft Penal Code are concerned with
humanising the system.

It is proposed to have limited forms of
imprisonment as well as conditional release.
In each region there will be colonies for the
different category of offender. This means
that they will be able to serve their sentences
close to their homes.

3. A short term visit usually lasts for three or four hours and is taken in the prison or colony visiting room. A long
term visit will last up o 72 hours. In this type of visit the prisoner and his or her family will live in a small self-

catering flat within the prison perimeter.
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Allocation Policies

In implementing these reforms we
were at pains to change the structure of the
labour colonies. In future we plan to allocate
prisoners according to their individual needs
rather than by type and length of sentence.
This will prevent the former practice of
allocating prisoners across the entire
country. This served largely to confirm them
in their criminal ways, to make new
contacts, to share criminal experiences and
indeed to spread crime even more across the
country. At the same time, it made it
difficult for families and friends to visit and
increased the likelihood that prisoners would
atternpt to escape.

As a first step to that end, the Law of
6 August 1992 ‘On the Unification of
Reinforced and General Regimes in
Correctional Labour Institutons’ provided
for a single type of establishment for all
convicted prisoners. Before this law came
into force, prisoners were lable to be
allocated to a calony in any one of Russia’s
57 regions. This will no longer happen.
Instead, there will be an ordinary, a
simplified and 2 swrict regime within each
colony. Prisoners will progress through each
regime and can expect to spend the last part
of their sentences in a regime outside the
secure perimeter. This will help their re-
integration into society.

Minimum Standards

In our view the draft Penal
Enforcement Code meets all the basic
requirements of international standards, both
in terms of crime control and of the humane
treatment of offenders. In this respect it is
important to bear in mind a distinction
which is often overlooked by the mass media
and some human rights organisations. There
are two kinds of international norms: those
which are obligatory and those which are
recommended. There can be no exceplion
to the obligatory norms. They must be
included in national laws and implemented
without delay. A good example of this type
of norm is the UN Declaration on the
Protection of All Persons from being
Subjected w0 Torture and Other Cruel,
Inhumane or Degrading Treatment or
Punishment {1975) and the Convention on
the same subject which was adopied by the
United MNations in 1984. This norm admits
of no exception at any time.

An example of a norm which is

recommended would be Article 9 of the UN
Minimum Standard Rules for the Treatment
of Prisoners. Fhis requires that each
prisoner should have a separate cell or room
to sleep in at night. However, paragraph two
in the DPreliminary Observaton on these
Rules notes: ‘In view of the great variety of
legal, social, economic and geographical
conditions of the world, it is evident that not
all of the rules are capable of application in
all places and at all tmes’. The minimum
standard about single cell accommodation
could not be met in Russia, either now or in
the near future, although we recognise it as
something to be aimed for.

Resource Constraints

We are also resmricted because of
shortage of physical and technical resources
for the prison system. Most of our prisons
and colonies need major reconstruction but
this can only be done at huge expense and
over g long period of time.

We recognise that the draft Code
includes some regulations which are at odds
with the way we want our society fo
develop. As well as increasing privileges for
prisoners in order to encourage good
behaviour, the new legislation also reinforces
gome punitive measures. Recendy our
prisons have been destabilised by a number
of hostage taking incidents, by escapes and
by other disruptive incidents. Qur legislators
have accepted the need to ensure good order
in all prisons. For example, the penaity for
hostage taking has recently been increased 1o
15 years imprisonment and that for escape
10 eight years.

Purpose of imprisonment

The new legislation has to 1ake
account of existing discrepancies between
the Russian  Constitution and the
international treaties and covenants signed
by Russia or the former Soviet Union. Over
the last few decades the legislation dealing
with prison and related matters has not
always been in accord with the national
constitution. An important first step was
made with the adoption on 21 July 1992 of
the law ‘About Institutions and Bodies
Enforcing Custodial Sentences’. This new
legistation was based on the principles of
legality, humanity and respect of human
rights. The objectives of the prison system
have been defined as follows:
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1. To enforce the sentence of imprisonment
or capital punishment,

2. To ensure that there is good order in
prisons so that prisoners, staff and sli
other officials shall be physically safe.

3. To provide work for prisoners as well as
education and training.

4. Tao provide health care for prisoners.

5. To assist in any necessary investigation.

The penal system is based firmly on
the constitution of the Russian Federation
and other legislative acts. From time to time
in the past the Ministry of the Interior has
had problems in negotiating with local
authorities when setting up correctional
labour institutions, especially prisens and
colonies for particularly dangerous offenders
and for prisoners suffering from tuberculosis.
Now such matters fall to be decided by the
government of Russia.

For the first time the financial
arrangements for the prison system take
account of the objectives of the system. After
statutory deductions the profits from the
production in the colonies can now be used
to improve prison conditions, to provide
more work and to develop social facilities in
the colonies. The arrangements for paid
work for the prisoners are wide-ranging.
They may work on behalf of the colony, on
their own account or in other forms of
business. The law now ensures that those
who work in prison establishments may not
profit from the work of prisoners.

Use of Force

Special mention should be made of
the regulations restricting the use of force,
including weapons, in prisons. Staff have the
right to use physical force in order to
apprehend prisoners and to prevent criminal
acts and administrative offences within
prisons if this is necessary. In exweme
circurnstances tear gas and firearms may be
used, for example, when staff are being
attacked, when life or safety is being
threatened by prisoners, when there is a
danger of mass disorder, to free hostages or
to recapture escaped prisoners. The use of
such measures is restricted by law.

A major change is that the new law
also recognises the rights and responsibiliies
of prison staff. The relationship between
staff and prisoners is defined. This is
another example of the new legal basis
under which the prison system operates.
These changes will help to improve the

position of staff, will allow us to recruit a
high quality staff and to dismiss incompetent
personnel.

The law now gives legal and social
protection to members of stalf and their
families. Recognising the stress involved in
prison work, the law grants staff certain
privileges. Staff who work in direct contact
with prisoners and in the most difficult
conditions will receive 2 50 per cent increase
in salary and additional pension rights.

Staff Conditions

Prison staff now have the same
conditions of service as the militia. They
have a right to priority accomrmodation, they
are eligible for interest free loans, have
priority listing for telephones and have the
right to free wuse of public transport
throughout Russia.

By resoluton of the Supreme Soviet
psychiatric labour nstitutions will be closed
on 1 June 1994. At the same time the forced
treatment and re-education of chronic
alcoholics will be ended. Responsibility for
the treatment of such individuals will be
transferred from the Ministry of the Interior
to the Ministry of Health, which is as it
should be.

This same resofution also deals with
the issue of guarding the perimeter of
correctional insttutions. Until now prison
staff have been responsible for guarding the
perimeter of pre-trizl detention centres and
prisons and a small number of labour
colonies. However, perimeter security in the
majority of labour colonies has been the
responsibility of troops of the Ministry of the
Interior. This arrangement has been less than
perfect, It has led 1o a confusion about the
limits of respective responsibilities of the twa
sets of staff. The escort units of the Ministry
troops are below strength and this has led 1o
a weakening in security, We also question
whether it is proper that immarure 18 to 20
yvear old youths should be given the
responsibility for guarding prisoners. There
have been examples of trafficking and even
of prisoners being assisted in escape.

The  transfer of all  security
responsibilities to prison staff will permit
better control and will ensure that only fully
trained staff will carry out this task., This is
what happens in other prison systems. Such
changes will require additional financing. We
have to hope that the necessary resources
can be found, There will also be difficulty in
providing accommodation and employment
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for the families of these new staff since
many of the labour colonies are situated in
remote areas.

Setting Priorities

Some of the new legislation came into
force on 24 August 1993, It will require co-
operation with the Ministries of Finance, of
TLabour and of the Economy. Its
implementation will help stabilise the
situation in our prisons and will encourage
us to adapt prison conditions to take
account of international norms and
guidelines.

In this paper I have tried to describe
the main changes which are taking place in
the prison system in Russia. In conclusion, I
would like to underline what we see as our
priorities, as confirmed by the Decision of
the Board of the Ministry of the Interior on
30 June 1993,

In respect of operational matters:

- to apply the provisions of the laws of
12 Jume 1992 ‘On Introducing Changes
to the Penal Code’ and ‘On Institutions
and Agencies of Imprisoniment’;

- to prevent escapes and improve
security;

- to introduce measures to deal with
organised crime and corruption;

- to build new prisons and labour colonies
in regions of Russia where none exist at
present;

- to divide prisons and colonies into
smaller units, to create a psychology
service and tc encourage prisoners to
observe the law;

- to lay in sufficient supplies and sources
of heat and energy for the winter

months;

In respect of industries and finance and the
need to provide prisoners with work:

- to prepare work plans for each unit for
1993 to 1994 for developing industrial
production, to create additional jobs and
to concentrate on production of goods
for the Ministry of the Interior and also
for public consumption;

- to expand joint ventures between private
and state owned enterprises;

- to collaborate with local authorities in
developing programmes for regional
employment for prisoners;

- to expand outlets for the marketing and
sale of products, in both the private and
the public sectors;

- to develop agricultural enterprises;

- to supervise the construction of new
labour colonies and in particular of pre-
trial detention centres;

- to improve control of the allocation of
resources; 1o reduce losses, embezzlement
and the waste of financial and technical
resources.,

In respect of personmel:

- to fill  vacancies for detachment
comunanders, junior security inspectors
and prison officers;

- to set up a comprehensive training
system, indtially for prison officers;

- to ensure that staff work within
regulations at all times;

- to pay special atention to the social
needs, partcularly of retired staff and of
the families of officers who have lost their
lives or who have been injured. B

READABLES

Some more items that have recently been acquired by the
Prison Service College Library.

Books from two familiar authors have been added to stock.

Desmond Morris fans will be interested to read the book of
his last TV series ‘The Human Animal’ (8BC, 1994}, For
those who did not see the series, this aims to show how
much human behaviour owes to our animal ancestry.

Edward de Bono {of ‘Lateral Thinking” fame) has recently
published ‘Parallel Thinking’ (Viking, 1994). This claims to

move thinking processes on from traditional Socratic thought
- the search for truth - to de Bono thinking - "design forward
for value’, a new method designed to deal with the
complexities of modern living.

A recent addition fo our management shelves is ‘Gods of
management’ by Charles Handy {Century Business, 1991).
using four ancient gods to represent different styles of
management, Handy onalyses changes in work ond
organisation, illusirating  throughout  with  real-life " case
studies and examples.
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We are grateful to Anthony
Boucher, Senior Assistant
Stacistician 1 Staristics
Division, of the Home Office
Research and Stauistics
Department Jor this article.

Adjudication statistics

are compiled and
published annually!, giving information on

offences proved guilty at adjudication
(including attempis) and the punishments
awarded at Prison Service Establishments.
Those for assaults are used to form one of
the Key DPerformance Indicators of . the
Prison Service (KPIZ2).

The statistics are derived from the
information input by establishments to the
LIDS computer systemn. Checks are made
to ensure completeness by monitoring any
omissions from the charge numbers, which
are sequentaily numbered throughout the
yvear, and these are followed wup with
individual establishments,

In 1993 there were over 100,000
guilty findings at adjudication, an increase of
13 per cent from 1992. When the size of the
prison population was taken into account the
mumber of proved offences was at its highest
ever level (226 offences per 100 population,
compared with 200 in 1992). The category
which accounted for the biggest part of this

controlled drug}. Provisional figures for the
first eleven months of 1994 indicate a similar
Ievel of offences per 100 population to 1993.

The most common offences which
were punished were disobedience, disrespect
and ‘other’ offences, largely against good
order and discipline. When combined these
accounted for 66 per cent of all offences in
1993. Offences involving violence accounted
for about 12 per cent of offences, the same
as in 1992, As in previous years, females
had a higher rate of offending against prison
discipline than males (340 V 222 per 100
population).

The most common punishments given
were additional days awarded and stoppage
or reduction of earnings in both male and
female establishments, In male
establishments the use of additional days
ranged from 26 per cent of punishments in
remand centres to 53 per cent in open
prisons.

There were higher levels of offending
establishments housing younger prisoners as

increase was unauthorised transactions the table below shows.
(which includes the possession of a
Offences punished per 100 population in male establishments
by offence, 1993
England and Wales  Number of offences punished per 100 population
Type of establishment Al Violence  Escopes  Disobedience  Wilful  Unauthorised ~ Other
offences orebsconds  or disresped domage  frassactions  offences

All Male Establishments 222 26 4 103 12 36 47
Remand centres 3N 87 b 138 46 68 25
Local Prisons 186 2 4 87 9 A 30
QOpen Prison 140 1 5 78 ] 25 80
Closed Training Prisons 195 12 1 102 6 i 46
Open Y0! 39 25 35 129 11 80 114
(losed YOI 388 10 5 196 23 Y. 41
Juvenile YOI 566 137 13 226 39 a8 62

(1) Annual Publication : ‘Offences against Prison Discipline and Punishments England and Wales' 1994,
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