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RESOLUTION (73) 24 
ON GROUP AND COMMUNITY WORK 

WITH THE OFFENDERS 

(Adopted by -the Committee of Ministers on 26 September 1973. 
at the 224th meeting of the Ministers' Deputies) 

The Committee of Ministers, 

Having regard to the need to promote methods of treatIng 
offenders both in institutions and at liberty; 

Considering that developments in contemporary society affect 
human rela.tions and increase the comp'lex issues of management 
and treatment existing in penal institut.ions, particularly tensions 
affecting both staff and inmates; 

Considering that group and community methods provide 
appropriate means of handling these problems; 

Comlidering that it is in the interests of member states to 
establish the broad lines of a common policy for crime prevention 
and the tl:eatment of offenders. 

I. Recommends that the governments of member states: 

1. Examine the possibility of introducing or developing in their 
penal e!ltablishments various forms of group and community 
methods, the choice depending on the aims. resources, size and 
structure; of ,those establishments; 

2. Provide favourable conditions for the application of these 
methods by taking appropriate steps. in particular: 

i. ensuring that penal authorities are advised on the use of 
these methods by qualified specialists; 

ii. ensuring that staff of all ranks acquire as part of their 
normal training an understanding of group and institution 
processes; 

ill. ensuring that staff involved in the application of group 
methods receive special training; 

iv. ensuring that the application of these methods is: 
- supervised by competent staff; 
- frequently assessed as to its effects; 
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3. Examine also the possibility of introducing group wo;k: 
- as part of semi-custodial treatment (hostels, half-way 

houses); 
- as part of non-custodial treatment (probation and similar 

measures including after-care); 

4. Secure wide dissemination of the Council of Europe report 
on group and community work with the offenders in their appro
priate services; 

n. Invites the governments of member states ·to report to the 
Secretary General of the Council of Europe. every five years 
informing him of the acHon being taken by them on the recom
mendations contained in this resolution. 
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I. Introduction 

A. General considerations 

This report is concerned with existing knowledge about group 
work with offenders. It distinguishes the various kinds of group 
activity which have been tried in a range of settings. both custodial 
and non-custodial. It gives an account of the staff. training and 
organisation required to undertake this work. Group methods 
have been used more extensively in penal institutions than in non
custodial settings where their introduction has been comparatively 
recent. This is reflected in this report. which gives correspond
ingly more attention to the uses of group and community methods 
within institutions. 

The interest in the use of group methods within institutions 
stems from the transitional state of those institutions. A system in 
which prisoners spend much of their time in close confinement, 
and in which rules are strictly applied. is giving way to a system 
in which inmates spend an increased amount of time in association 
both at work and at leisure. This shift has produced problems 
for staff and prisoners alike. 

An institution where staff and prisoners have meaningful 
social relationships with each other. and where the environment· 
is potentially enriching instead of one of deprivation, helps to 
preserve each inmate's self-respect. and so assists in preparing 
him for his eventual release. Furthermore. some of the alleged 
conflict between security and treatment may also be resolved in 
this '~'l!y, Tiaditionally security has generally been conceived in 
mcchanical terms. i.e. in terms of bars. locks and keys. and more 
recently by closed circuit TV and other electronic devices. Increas
ingly. however, ,there is a realisation that social and psychological 
factors have a crucial part to play in the task of sel,:urity. 

We must also take account of the increasing dema'nd for 
dialogue and consultation which has led to an appreciation that 
new forms of management are needed. Inevitably prisons them
selves have been affected by these changes. For example. staff 
as well as prisoners are increasingly challenging existing systems. 
and in some instances have been able to count on support from 
sectors of the general public. It is against this background of 
external and internal influences promotillg change in penal systems 
that group methods can be seen as potentially useful. 

Penal institutions, as aU organisations, contain two major 
types of group. Some groups are official, clearly defined and 
relatively permanent; thus we refer to the staff and the inmates 
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as dearly distinct groups. Yet within ·each of these main groups, 
and sometimes crossing the boundaries between them, there exist 
many similar groups, unofficial, with ill-defined boundaries, and 
relatively transient, which nevertheless effectively influence events 
within the life of th~ institution. In connection with the latter 
it is clear that such groups exist as soon as contacts are made 
between people. The isslle therefore is not whether or not to 
introduce groups into au establishment, but whether, having 
recognised the.ir inevitable existence, a decision is made to make 
use of them consciously and constmctively. 

This is to view groups as social phenomena. However, much 
of the literature on group work within institutions refers to the 
first kind of group, and assumes an explicitly therapeutic purpose, 
i.e. one of bringing about specified changes in individuals. This 
is partly because rather more attention has been given in the past 
to group counselling than to other types of group work. There is 
quite an extensive literature on the subject. Less has been written 
about other forms of group work, and this has encouraged a 
tendency to confuse them, and to apply a generic connotation to 
group counselljng. It should be made clear that the -concern of 
this report is with group work as a whole and that group counsel
ling is but one form of group work. Moreover we have certain 
reservations about the strictly therapeutic efficacy of group coun
selling and of group work generally (using the term "therapeutic" 
in a restricted clinical sense), as will become apparent in the 
section on evaluation. Vie feel that in practice the most useful 
functions of group work lie in what from the strictly therapeutic 
point of view may be seen as a by-product, namely the respects in 
which group work may improve relationships, and in the areas of 
organisation. We also feel that this may explain why interest in 
group activities is sustained, even though there is so far little hard 
evidence of their long-term therapeutic efficacy. 

B. Historical perspective 

Such theory as there has been seems to have been derived 
from a number of sources. During the second world war. pioneer 
work was undertaken in the development of group psychotherapy, 
a notable example being the work undertaken at the Belmont 
Hospital (from the Henderson Hospital) by Dr Maxwell Jones. 
At the same time sociologists, especially in the United States of 
America, were beginning to describe the inmate culture of prisons, 
psychiatric hospitals and other psychiatric institutions and to 
emphasise the informal structures of institutions stressing the 
strong feelings aroused in inmates against the staff and vice 
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versa.1
• a Also in the United States the development of individual 

counselling spread to such areas as marriage guidance, pastoral 
cOLnselling,' education. vocational guidance and so on. This work 
owed much to the thinking of Carl Rogers.' 

It is important to note that from the first group counselling 
had little theoretical basis but was essentially a pragmatic attempt 
to involve custodial staff with inmates in an effort to break down 
the barriers between the two groups. There was also a hope that 
this activity might result in improved behaviour whilst on parole 
and final discharge. As ·time has passed theory has developed. 

It was in California that group counselling of offenders was 
introduced in the early 1950s, Dr Norman Fenton 4 being a prime 
mover in its introduction. In Europe some countries have 
introduced group counselling and had varied experiences. At the 
present time the situation appears to be that in a number of 
member countries there exist a variety of types of group for 
inmates, which are not exclusively counselling groups but which 
have a therapeutic and/or educational aim. 

This recognition extends to the design of new institutions 
where it is acknowledged that a small group numbering between 
ten and sixteen is an ideal unit for intensive treatment. Living 
units have been built based on the principle of smaIl numbers. 
This coincides with the fact that small numbers of inmates are 
also easier to control so that there is an identity of interest between 
the controlling element which may be necessary in penal establish
ments and the .therapeutic/educational interest. 

C. Council of Europe activities in the field of group work with 
the offenders 

The ECCP has been actively interested in group methods 
since 1967. In that year a small group of research workers was 
asked to report on group counselling. 5 A seminar in group 
counselling was held in 1969 at Wakefield in the United Kingdom; 

1. Clemmer. D., The Prison Community, Rinehart, Holt & Co., 
New York, 1958. . 

2. Sykes, The Society 0/ Captives, Princeton, USA, 1~58: 
3. Rogers, C., Client Celltred Therapy, Houghton MI1lhn Co., Boston, 

1951. . . . 
4. Fenton, N., Group Counselling - A preface to. lis use In co~rect/oTlal 

and welfare agencies, Institute for the Study of Cnme and Delinquency, 
1961. 

5. Group counselling in certain European countries, Council of 
Europe, 1967. 
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a qUestionnaire on the application of group counselling was sent 
to all member states in 1969 and the results of the replies have 
been circulated. A co-ordinated fellowship study was asked to 
consider the development of inmate participation in decision
making processes. A seminar held in Schwechat (Austria) in 1970 
on "means for the rehabilitation of inmates" examined also group 
techniques. In 1970 Sub-Committee No. XIV of the Ecep 1 

was mandated to pool experience and to make available know
ledge on setting IIp group counselling regimes and other group 
and community methods, to comment on the orientation and 
training problems involved, on the provision of staff support by 
psychological experts and especially on the implications for middle 
and higher management. 

Specific forms of group activity whkh have been tried are 
reviewed .in this report. The choice of any particular group 
activity must depend on objectives as well as on an assessment 
of feasibility which is itself dependent upon the resources which 
may be available. Nevertheless, in the developing situation to 
which reference has already been made, it is essential that all 
prison staff, but especially senior staff, should have some under
standing of group processes as a means of furthering the general 
understanding of the formal and informal life of the institution 
and in partic:ular the relationships which exist within and between 
staff and inmates. TIns is, of course, quite distinct from the 
acquisition of skills in handling groups for educational or .thera
peutic purposes. 

D. Plan of the report 

The report consists of: 
I. The present introduction 

lJ. Preliminary guide 
nl. Analysis of techniques and national experiences 
IV. Community work 
V. The application of group work in non-custodial settings 

VI. Training 
VII. Evaluation 

1. The sub-committee was composed of: Mr R. Taylor (United 
Kingdom), Chairman, Mr O. Wilfert (Austria), Mr W. Feldman (Denmark), 
Mr B. Pnludnn-Muller (Denmark), observer. Mr A. Mathe (France), 
Mr G. Plcca (France). Mr P. Allewijn (Netherlands), Mr G. Marnell 
(Sweden), Mr P. Nokes (United Kjn~dom). 
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II. Preliminary guide 

A. Activity groups 

General description 

17 

A method of working with a group, principally relying on 
non-verbal communication. 1 

In the activity group the group mem?ers occupy themse ve~ 
with various activities, manual work, hobbles! games, ad, depe~: 
. th bTt of the group leader and the mterests of the gr. p 
rog on e a II Xistinction may be made between the conSCIOUS 
:~:'~~:tic use of activity gr?UP~ and activities in groups where 
there is no declared therapeutic aIm. 

Size 
Two to ten members, but also larger groups, at times divided 

into smaller sub-groups, may be adequate. 

Composition 
Adolescents insecure and sensitive persons and 1eoplel of 

low intelligence ~ay profit from activity groups, but ot er se ec-
tions are possible. 

Duration and frequency 
Th' will depend on the local situation. Activit~ groufPS 

IS 1 hours a day but less frequent meetrogs, or may meet severa ' , d . 
instance once or twice a week, can also be use . 

Leadership 
. . 1 ders do not need to be trained group 

ActlVlty ~ou~ el~ be able to practise the actual activitie~. 
worke!s hutdt ey s rt°Uwill be necessary where there is a therapeutIc 
Trainrog an ~uppo 

aim. 

Items for discussion 
. in1 of a more non-verbal Although the activity group IS ma Y . u 

character. :all kinds of items which ~:Yti~:e;! ~t;h~ ~~uii 
can be dislcussed. The. group may 
counselling or conversatIOn group. 
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Examples 

. As mentiened, institutiens with 
sUItable, but the method can be use~e~ng e1f~nders m~y be very 
as wel1 as in a mere ambulant s tt' m all kinds ef mstitutiens e mg. 

B. DisclIssion groups 

General description 

Discussien greups pre vide ·a b' . 
greup can beceme better info :ea~s y w~ch members of the 
of importance to. them Th rme a out SUbjects which may be 
information and tIle . oppo.~::;ve !he dual ~nct.io.n of providing 
Essential1y an educatienal t hn ~ Y 0 ex~?Une ItS inlplicatio.ns. 
teaching and learning, neve~lel~;~e~ t~~dltIo.~alIy asso.ci.ated with 
p~o.mo.te greater awareness. This me ISCU~Slo.~ gro~p IS able to. 
With external events rather than w.th thod IS pnmarily concerned 

I perso.nal preoccupations. 

Size of group 

A minimum of abo.ut six and a maximum o.f fift een. 

Composition 

A wide range of intellectu 1 bil' 
~roups might also be cemposed ~ a ~ty Shho.Uld be avoided. 
Interest, or who may have som peop e w 0 s?are .a co.mmon 
belo.nging to. the same town 0. eh ot~er ~ommon Identity such as 
crimes. Discussion groups' c:n ~vmg deenf convict,ed of similar 
offenders. . e use or a WIde range of 

Duration 

~uch groups should meet at I' . 
relatIonships develop to the po' t rfe,gu ar mtervals, m order that 

In w lere useful work is undertaken. 

Leadership 

There are skills in the effective Ie d . 
group. These are to ensure th t 11 a ershIp of a discussion 
participate and that tIley are abl: t a f the memb~rs are able to 
possible to Use prison personnel b~ 0 o~ the dIscussion. It is 
will require some preparatory trai' tuntramed members of staff 
this wo.rk. nmg 0 enable them to undertake 

REPORT OF THE Bce'P 19 

Content 

Discussien greups can be used in at least three ways. 

1. Traditienally, preblems are presented and the discussien 
greup is invited to censider a number of pes sible peints of view. 

2. Follewing a lecture, talk or fermal presentation ef informa
tien (using video. tape, film or tape recerdings). 

3. 'The greup is invited to select a topic or topics for discussien 
and can be asked to draw up a pregramme of subjects. This may 
be possible once a, discussien group has become established. 

The choice of subject will be determined by the purpose of 
the group. Subjects can include secial issues, general pelitical 
and econemic matters, and matters related to release and 
after-care. 

References 

Whilst this is probably the most widely adopted formal 
method of group work, there have been few written accounts of 
this method of work. 

C. Closed living groups 

General description 

The aim is to provide an institution which is so. organised 
that there is a series of "closed" groups whose members live, work 
and take part in sport and recreational activities together. Their 
whole day is in effect spent in each other's company. The group 
has the services of leaders who will be assigned to the group for 
as long as it co.ntinues. What happens within the group is subject 
for evaluation by the group and its leaders. 

It is considered that by these means the inmates will learn 
to adapt to others and that their experiences will help their social 
development by self-realisation. Such an aim makes demands on 
the inmates. Each must be able to "give and take", to think of 
others as well a~ of himself; to accept the decisions of the group. 

The living group may have a programme of all kinds of 
activities such as labo.ur, sport, cultural and educational activities. 
The activities, however, are not an aim in themselves but a means 
to the functioning of the group. 

Discussions evaluating what was going on during the day 
are impertant for the living group. In addition to these group 

1 
II 
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meetings, evaluation discllssio ( 
entire institutional community ns e.g. once a week) with the 
that as far as possible the whole ~~:fi'v~k useful.. It is important 
meetings. es part m these "plenary" 

Of Course, the description given 1J • 
model; tllere are naturally a lot of . at' Ove onl,;: gIves a certain 
theme, vana tOns possIble on the same 

Size of groups 

and ~s aamr:~~~m the group should. h~ve about six members 
"closed" groups. m about fifteen. It IS Important to work with 

CompOSition 

Inmates should be motivated f thi kin 
Therefore, a short eriod of . or. s.· d of group work. 
clear to the inmates ~he aims ~~t~~d~~~on IS important to make 
the rules of tbe "game". e lvmg groups and to explain 

Furthermore, there ::tre a nu b f" 
ability fOr partiCipating in a closed~' ~r 0 mdlcations of unsuit-
low mental ability, mental disturban~;~~.group such as markedly 

Duration 

This system of living group h b 
larly appropriate form of groupS w~s kt~ e .regarded as ~ particu
term sentences from one month up t r bOrtlll;<nates servmg short

o a ou SIX months. 

Leadership 

Leadership of a livin . . 
the methods of grou wolfe group IS demandmg. Training in 
l.'mportant condition p Furtl and of hu~an relationships is an 

'" . . lermore continuous t . . supervIsIon IS necessary So ~ rammg under 
is advisable becau;e guiding ~~. ~mn of pe~manent "supervision" 

lYIng group IS a very stressful job. 

Discussion 

Discussion forms only a 11 
activities of the livin rou sma part ~f the whole of the 
regular evaluation m~efjngt~~cI~t~m~~or dISCUssions during the 
the conllicts between members of ~e e events Of. the day and 
of tlIe group. It is important that th group or WIth the leader 

e group members have a 
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clear ide.a of their own behaviour. Other items for discussion 
are the events of daily life in society and the inmates' own feeling 
towards those events. 

The "depths" of the discussion can be decided by the group 
itself. Depending on its composition the group may tend to 
move in the direction of a quasi-therapeutic group and examine 
the motivation of the group. 

The experienced leader of the living group will instinctively 
feel which contribution he can best render to the group, or in other 
words, help the group in determining what it can use to best 
advantage. 

Suitable institutions to apply 

As already stated, the system of living groups seems to be 
most appropriate to institutions with inmates serving short sen
tences. The results of working with living groups may be better 
in medium security and semi-open institutions than in closed 
institutions. 

Furthermore it is likely that the system of living groups 
is more suitable for institutions with young inmates than for older 
ones. 

Material and staff requirements 

"Living groups" in general require special buildings, smaller 
sections, pavilion accommodation. The structure of the building 
should provide enough facilities to give the living groups the 
sense that the whole institution is built up out of the groups and 
not divided into groups. 

The staff required for the application of the system of living 
groups will be high, because each group will have its own leaders. 

Example: 

de Corridor, the Netherlands. 

D. Group counselling 

General description 

This method of working with a small group provides an 
opportunity for social learning where each member of the group 
is able to express feelings and is encouraged to give help as well 
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as receive help from other members of the group. This is 
considered helpful since the knowledge gained from members of 
th!'; grDup is often more acceptable than advice given by those 
in authority. Through this process it is possible to modify 
perceptions and attitudes. 

Size of group 

A minimum of six and a maximum of ten. 

Compo.l·ition 

In principle all inmates may take part. In practice selection 
will depend on the local situation and on the counsellor. 

Groups may be "open" or "closed". An "open" group is 
one which takes new members when other members leave. Such 
a group can have an indefinite life although the membership may 
change. A "closed" group is one where the membership remains 
constant as long as the group is in being. In institutions where 
there is a rapid change of inmate population (e.g. short-term 
detention) a group's life is likely to be limited and an "open" 
group may be more feasible. In longer term situations a "closed" 
group is likely to be more effective. 

Duration 

Groups should meet for a minimum of one day per week for 
between an hour and a half and two hours and for at least fifteen 
sessions. For those serving short-term sentences, more frequent 
sessions may be necessary. Effective relationships are unlikely 
to develop sufficient degree of depth, if there were to be fewer 
Ile&sions. There is no optimum period for the life of a group 
but "closed" groups should be reviewed after a year. 

Leadership 

A group counsellor need not be a professionally trained 
social worker but should have satisfactorily completl!d the training 
required for this work. 

Furthermore. a capacity to be able to separate "what is being 
said by members of the group" from "what is happening within 
the group" is of prime importance. Clearly a group counsellor 
should be able to work effectively with people and be able to feel 
!md to convey understanding to the group. 

J 
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Where prison officers have been group counsellors, many 
have proved to be very effective. given training and supervision. 

Basic training courses last from four to ten days followed. 
by continuous supervision. The training is carried out by 
psychologists or social workers who are trained group workers 
or by others who have had suitable training in group methods. 

Further developmental training for group counsellors is essen
tial if they are to maintain and develop this work. 

Content 

There is no formal agenda. A counselling group should be 
free to work ali the feelings within the group as well as with 
subjects which any member may raise. Ideally no subject is 
forbidden. However, practice varies and some staff sensitivities 
may be allayed if some subjects are discouraged" 

The subject matter for a counselling group is the present 
situation confronting the members of the group. For many this 
will inevitably be concerned with the coming to terms with their 
sentence, an examination of their criminality. their life in custody 
and preparation for their eventual release. 

Examples 

Various establishments, in particular in Austria. Denmark, 
the United Kingdom. 

E. Group psychotherapy 

General description 

Group psychotherapy differs from all other forms of group 
work in that it is concerned with the analysis of unconscious 
mental processes, and of emotional and instinctive drives. 
Attention is focused not only on the personal history of the 
sUbje<:t. but also on the relationship between his past and present 
life, -and on the interpersonal processes set in motion by the 
dynamics of the group itself. 

Size of group 

A minimum of five and a maximum of ten. 

Composition 

Psychotherapeutic groups should be homogeneous in some 
respects such as age and level of intellectual ability and also, in 
a prison setting, in respect of the nature of the offence committed. 
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Duration 

Groups should last for a mmlIDum of six months and a 
maximum of eighteen months. The length of sessions is normally 
an hour and a half and two hours. The frequency of sessions 
varies and may be as often as two or three sessions per week. 
It is undesirable that there be less than oue session each week. 
In respect of frequency and duration it is absolutely essential 
that dates and times should be fixed in advance and strictly 
adhered to. 

Leadership 

Psychiatrist or psychologist. 

Content 

Agendas are to be avoided at all costs, since they offer too 
many possibilities of avoiding personal matters. Totally free 
discussion, based on the free association of ideas, is essential if a 
sufficient depth is to be achieved. 

References 

It is difficult to observe these groups in action. Visitors 
disturb group processes, and in any case can learn little or nothing 
in short visits. On the other hand it might, in some cases, be 
possible for an observer to attend if he was prepared to do so for 
the entire period of the group's existence. 

Examples 

Melun (France). 

F. Counselling by inmates 

Description 

The use of inmates as counsellors is implicit in the very 
natur~ of group activity; the fact that interaction is multi
directional, that inmates are used as a resource and help each 
other. already blurs traditional distinctions between the staff 
members and the inmates. However these implications have 
become entirely explicit in at least three recent developm~nts: 

J 
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1. Self-help groups, where all initiatives come from the 
inmates, and staff memters are used as resources, if at all (e.g. 
Alcoholics Anonymous, ~ecidivists Anonymous). 

2. Adult resocialisation programmes, where initiatives come 
from the staff, but selected inmates are trained and employed as 
counsellors, (e.g. the Asklepion Programme at the US Penitentiary. 
Marion, Illinois, the Robert F. Kennedy Youth Center etc.). 

3. The Henderson Hospital. 

Size of group 

Since these experiments vary in nature there is no firm rule, 
though on general grounds one might expect a range of between 
six and twelve, with perhaps a tendency towards smaller groups in 
the case of adult resocialisation programmes. 

Composition 

The obvious criterion for self-help groups is the shariug of 
common problems; alcoholism or the need to make realistic 
plans for release. Adult resocialisation programmes raise special 
considerations, for which the relevant authorities should be 
considered. 

Duration 

Self-help groups appear to have no terminal period since 
they are expected to provide continuous support, rather than to 
bring about irreversible change. Adult resocialisation program
mes, likewise, may continue throughout the duration of a sentence. 
the "patient" proceeding in due course to become an employed 
"therapist" . 

Leadership 

Self-help groups generate their own leadership. though staff 
members may be involved as advisers. Adult resocialisation pro
grammes have inmate leaders carefully selected and trained by staff 
members. 

Items for discussion 

This depends on the nature of the group. 

Ii 
.' 
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Dr M. Groder, The Asklepion, Federal Penitentiary, Marion, 
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III. Analysis of techniques and national experience 

A. Activity groups 

These are groups where the participants occupy themselyes 
in various forms of activity including manual work, hobbles, 
games, sport, the choice depending on the facilities which may 
be available, the participants' own intere~t and need, t?geth~r 
with the leader's ability, the rationale bemg that behaVIour tn 
activHy provides the basis for discussion and learning about that 
behaviour. 

In these groups, the participants' fo:m of expression will 
of course be partly non-verbal. However, Important facets of the 
personality of the participants will emerge in the course of these 
activities including relationships between group members as well 
as between members and leader. It is pos~ulated ~hat ~roup 
processes observed in small group behavi?ur. wII} be .eYIdent tn an 
activity group and the skill of the Ie,ader lies tn hiS ability to enable 
the group to gain some understandmg and awareness of self. 

The activity satisfies the members' need to do something 
more "useful" instead of simply talking the time away, and the 
persons who are not so good at verbal ex~ressi?n feel more secure 
in expressing and asserting themselves tn thiS way rather than 
verbally. Activity supports and helps the group membe~s through 
difficult situations in the group, for if they are busy domg .some
thing with their hands, this may give the necessary feelmg of 
security and safety. 

The leader need not be an expert in the activity cho~en, just 
as the leader of a discussion group need not be all:knowmg.. .Of 
course it is advantageous if the leader is int~rested. m the ~CtiVlty, 
but sometimes it can be distldvantageous If he. IS. ~rce1Ved as 
being too clever. His expertise can expose the hmlt~tlOns of the 
clients, who may give up the activity. However. If the leader 
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succeeds in appealing to their need for help, his lack of skill in the 
activity may encourage the group members. The rise of self
confidence among the members of the group will also increase 
the group's solidarity. 

Activity groups may be one of the most appropriate forms of 
group work for adolescents, insecure al:1d sensitive personalities 
and persons of limited intelligence. 

B. Discussion groups 

The discussion group method is probably the most widely 
adopted form of group work used with offenders. Group discus
sion provides the setting where group members can come together 
to consider and discuss subjects which arouse their interest and 
may have importat'lce for them. Essentially the processes of 
group discussion include the presentation of relevant information, 
i.e. "the facts". an examination of the c'iJncepts underlying the 
subject and an expression of the opinion and attitudes of the 
members of the group. Members do require some verbal facility 
and, as with other group methods, interpersonal relationships 
inevitably play a part, but the focus wlll be the subject under 
discussion. Group discussion, then, is primarily an educational 
process. 

The group discussion may be adapted in a number of ways. 
Indeed, versatility of the method account!! for its widespread use. 
It makes minimum demands on equipment and space although 
discussion will be facilitated by the comfort of chairs and a 
circular arrangement of seating. It can be used for different 
groups of offenders and by those representing such diverse 
disciplines as teachers, social workers, including probation officers, 
clergymen and doctors. 

Group discussion has been used with long-serving prisoners 
with the aim of providing intellectual stimulus and or arousing 
interest. The experience can help to sustain inmates particularly 
in the middle period of the sentence and. its entertainment value 
should not be discounted. A discussion group can also play an 
important part in preparation for release. as part of a pre-release 
programme. To give another example, it may be offered to 
young people as part of a programme of preparation for adult 
!ife as a way of giving help with difliculties at this difficult 
transitional stage. Adaptation to the new situations which face 
people either in the course of development in the successive stages 
of life or in the particular circumstances of the moment can be 
seen as subjects for discussion, as well as general social issues. 
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Organisation 

Groups may be arranged in such a way that: 
1. A discussion follows an "input", i.e. the formal presentation 

of material for discussion. Thus, discussion might follow a talk 
given by an "informed" person who need not be the group leader 
but could be a visitor; alternatively the input could be provided 
by a film or tape recording or by a member of the group who has 
prepared an introduction for the discussion, or 

2. The group leader develops a theme which will be pursued at 
each meeting. He may provide the impetus to start the discussion 
at each session but the amount of new detail may be less than in 1 
above. 

It will be seen that the arrangements for g~oup discussion 
are the responsibility of the leader. ,How this is carried out will 
depend on local circumstances. It may be necessary for the leader 
to plan the course of discussion and this can include such prepara
tory details as listing all the items which should be considered by 
the group. In this sense, the leader exercises full control. Or 
he may wish to share some of the responsibility for the programme 
with the group.. In effect there is considerable latitude in the 
degree of control which. a leader m~y exercise. 

Leadership 

The role of the leader will be determined to some extent by 
the particular aims of the discussion group. Thus all leaders 
will expect to take an initiative to bring the members together 
and probably to prepare the programme. He will also have to 
consider the effect of his own method of working with the group. 
Generally he will aim to facilitate discussion, to clarify and. 
where he is ·able, to inform. He will endeavour to help members 
to participate in the discussion and where possible enable the 
members to draw upon their own experience. 

Leadership of a discussion group is a skilled task, but one 
which can be acquired. It is one which does not require especial 
professional expertise, and some prison officers as well as inmates 
have been successful discussion group leaders. We have noted that 
whilst discussion groups start from the premise that their focus is 
educational, discussion groups which have become well established 
do become concerned with personal relationships, even where 
every endeavour is made to the contrary. This is to raise the 
question whether discussion gronps can be restricted to formal 
discussion of topics which have been carefully selected or whether 

''! , 
1 
i 

i 
j 

REPORT OF THE ECCP 29 

they will inevitably perform some personal remedial function, 
sometimes in a very sophisticated way. 
. Group discussion will normally be arranged as a series. It 
IS useful to pre-deternIine the number of sessions which will be 
held. These can range from one upwards, but if members are to 
work together, at least six meetings should be held. Ideally, the 
groups should be closed and for "volunteers". 

.Group discu~si~ns meet with less opposition from staff, 
pOSSIbly because It IS a method which many have experienced 
themselves, possibly because it is perceived as a didactic method 
where control is in the hands of the leader. It is a method which 
is less surrounded by "mystique" than 'counselling and is less 
personally threatening. At its best it can be a very effective 
way of establishing effective relationships between members and 
between the leader and members of the discussion group. 

C. Closed living groups 

A group unit is only one of the many forms of group work 
conceivable in penal establishments. . 

In describing the group unit here, the model is based on the 
"Corridor", a c?rrective training camp for young men serving 
short sentences ill the Netherlands. A group of not more than 
ten ~oung ~en, under the guidance of four group leaders, are 
reqUIred to lIve and work together and to carry out a programme 
of activities for several weeks in the course of which they will 
deal with a number of situations, each of which is designed to 
make a special demand on the group. These young prisoners 
have chosen to serve their sentences in this way, prompted by 
motives of which they themselves are scarcely aware and which 
are widely divergent. 

When ad~tted to the camp they ~re given, in addition to 
fue necessary illformation, the rules of the "game": if they run 
~w~y the~ will not be. taken back, for transfer to another group 
IS lIDposslble. The alID of the group unit is to make the unit 
~uncti~n as well as pos~ible, .whic~ can of course be interpreted 
ill vanous ways, espeCIally ill thIS setting. One of the most 
obvious ways for the young prisoners will be to get through their 
"time" as pleasantly as possible. But even so simple an aim as 
this makes certain demands on each member of the unit after a 
time. Each must be able to give and take to think of others 
besides himself, to stick to what has been agr~ed. 

The group unit is not merely a group-oriented form of group 
work whose only aim is to steer the group processes in a con-

I 
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structive way. Even if the members of the unit are determined 
to make something of the unit, and even if the point of departure 
for the daily f,valuation di~cussion is to find out to what extent 
they have succeeded. the unit is also the medium through which 
each member is working towards his own resocialisation. Seen 
from this angle, the group unit is a form of individual-oriented 
group work stimulating social learning processes in individual 
members; the group being the medium within which this is done. 

The group unit in penal establishments is a particularly 
appropriate fonn of group work for a large proportion of young 
prisoners serving short-term sentences, for the following reasons: 

1. The evaluation of what has happened in the unit and what 
each member has contributed removes, after some time, the casual, 
uncommitted character that group discussions often have in a 
penal setting. Instead of randomly discussing historical "there 
and then" subjects. current "here and now" responsibilities can be 
tackled. Individual members can no longer just withdraw from 
their responsibilities. One of the duties of the group leader is. 
then, to make the members keep their word, or in other words, 
relate what they say to what they do. 

2. The "depth" of this type of group work can be decided by 
the group itself. Depending on its composition. the unit may tend 
to move in the direction of the semi-therapeutic group and seek 
to find out what is "behind" their actions, or it may stay closer to 
the surface. The experienced group leader will instinctively feel 
which -contributions he can best render functional to the group, 
and· so guide the group in determining what it can use to the best 
advantage. 

The setting of the group unit in the penal establishment 

The group unit is not suitable for participation by those of 
markedly low mental ability. or who are mentally disturbed. 
Furthermore, the institution's culture must be such that the group 
unit fits into the overall philosophy. 

If the stress proves too much for some members of the 
group resulting in violent reaction, adequate and expert profes
sional guidance must be provided; repression must not be regard
ed as the inevitable solution. 

Although the young prisoners take part in discussions on 
group programmes and in the arrangement of some of tlle camp 
affairs (visits. activities on public holidays etc.), this is not a model 
of self-government by the prisoners. Sanctions are applied by 

1 
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the prison director, although always in consultation with the group 
leaders and ,sometimes also with the young man to whom they 
are to be applied or with his group. 

The institution's director leads an evaluation discussion once 
a week with all the inmate population and the group leaders. 

D. Group counselling 

1. The aim of group counselling is to provide an opportunity 
to improve social learning where each member of the group is 
able to express feelings and is encouraged to give help as well 
as receive help from other members of the group. The definition 
of counselling is complex but it has been described (de Berker) 
thus: "a small group of jnmates, not more ilian ten and preferably 
six or eight, meet a member of staff regularly once a week for 
about an hour and a half. They should feel free to discuss what
ever topic, personal or impersonal, that comes to their mind. The 
staff member should feel free to tolerate such discussion which 
may be alien to the existing concepts of how inmates should 
engage in discussion in the presence of a prison officer in a formal 
meeting." 

In group counselling. the aim is that inmates learn to know 
and understand each other and to work through their problems. 
particularly those about which they feel strongly. It is postulated 
that the inmate, through shar~ng his feelings and attitudes with 
others, may gain some understanding of his behaviour. The 
inarticulate may learn to verbalise their feelings more effectively. 
The goal has been described by Fenton as the development of 
latent strengilis within the offender through healthy and construc
tive relationships rather than effecting personality change. 

2. Organisation and arrangements 

The size of the group should be within the range of six to ten. 
Technically a group larger than this becomes difficult to handle. 
The composition of a group will depend upon local requirements 
as well as upon the competence of the counsellors. No offender 
need be excluded on the grounds of personality or of offence 
committed. 

The length of time which a counselling group continues will 
vary. Common experience is with 15 to 50 group sessions but 
there may be exceptions. Well-established groups have a well
known reluctance to terminate their affairs and it may be prefer
able to set an upper limit with possibilities for renewal. 
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There are two views and practices regarding membership. 
One is that a group sbould be "closed" so that members are 
selected and remain with the group as long as it is in being, 
The membership does not change and new members are not 
admitted. The alternative is an "open" group whereby the 
membership changes but the group continues indefinitely. In 
short-stay institutions, since the group's life would be limited, 
this latter method is preferable. However open groups offer less 
personal security and are usually less intense. 

In the longer term institution, where a group may continue 
for a much longer period, a greater choice is available since either 
open or closed groups can be arranged. However, in long stay 
institutions such questions as the realistic length of a group's life, 
and at what stage of the sentence counselling should be introduced, 
depend on the purpose of the counselling group. 

It lsusual for a counselling group to meet regularly for a 
period of one and a half hours but it is important that the group 
should have a fixed period of time for its sessions and that the time 
limit should be observed. A group will gain confidence if it 
has certainty that the time limits will be strictly observed: it is 
not unusual for a member of a group to raise a difficult issue in 
the last few moments of the life of a group. If the time limits are 
not observed, then a tendency to raise such issues will lapse. 
It is often in the knowledge that the group will disperse that 
such issues are raised and they are raised in a sense of giving 
notice of matters which might be dealt with at anotber time arid 
possibly ill another place. Strict adherence to time can give 
confidence to group members and it removes the responsibility 
of ending the session from the group leader. 

It is equally important that the place where a group meets 
should as far as possible be the same for each session. Territory 
can become important in the life of a group. It is usual for the 
seating to be arranged in a circle, for this facilitates communi
cation and allows each member to see the others without difficulty. 
It is undesirable for the group leader, for example, to sit behind 
n table since this will emphasise his authority and present an 
effective barrier between himself and the members of the group. 

3. The role of the counsellor 

The role of the staff member is to facilitate the work of the 
group. He should allow members of the group to interact freely 
with one another rather tllan become heavily dependent upon the 
counsellor for a lead. His approach should be to discover the 
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n~~s of ~e bgroup, and for. this reason it is unhelpful to begin 
Wl a sy a us. In the early sessions the gr ill d' s~me curiosity and anxiety centred on its expectaJ~~s. W The IS~~y 
WIll ~so test the counsellor's reactions and s ecificall g ~ 
questions about what the group has met to do and wPhat 't . y ~sk to do. . 1 IS gomg 

The skill of the group counsellor lies in detect' th 
utnSPd~ken feelings. seeing behind the unspoken words anJn;nder

e 

slan f,g s?me .of; the. re.actions of members of the group. Skili 
a~so l~S m d1stmgu1shing between the legitimate and hel ful 
d1sc~sslOn of personal matters and the too stressful concentr~o 
on t e Jrob~ems of a particular individual. A feature of grou~ 
counse mg IS the emphasis on current issues in the immediat 
present rather than over-preoccupation with past events e 
. A counsello.r .may be pressed by mem:bers of th~ rou to 

gIve per~onal opmlOns. He should endeavour to assist ~e :oup 

d
to stehek Its o,;,n answers and to work out its solutions rather than 
o e group s work. 

4. The authority of the cOlillsellor 

T~e cou?-sellor should be clear about the nature of h' 
authonty whi~h is threefold: IS own 

f th 1. .rtt~eri:,es from t~e fact that he is representing the authority 
oems ItutIOn or socml work agency. 

2. It derives from his skills and experience as a group 
counsellor. 
h h3. It is vested in. him by members of the group who accept that 

th
e as some expertIse and that he is a person whose authority 
ey can accept. 

h . If .the counsellor is clear about the nature of his ovm authority. 
e IS lIkely to convey some of this confidence to members of th~ 

group. 

Group activity 

ti ~roup. counsellors have observed different stages of group 
ac ~lty which may occur during the course of a number of 
seSSIons: 
t . -: where the group may discuss any topic but where the 
OpiC. IS normally "safe", that is to say, it may be discussin 

football ?r a ~V p:rf?rmance or some issue which does not affec~ 
t
the relatIOnships WIthin the group or the life within the institution 
o any marked degree; 
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_ where members may express their feelings and allude to 
personal experiences, often relating to their relationships with 
other people includi~g their .own far.nllies: Here the staff member 
does not take an acttve part In the dISCUSSIOn. 

_ where members describe their experiences and their feel
ings seeking help from the group, and where the counsellor off~rs 
-advice. This is a form of individual or "paternalistic" counselllDg 
within a group; 

_ where inmates may discuss feelings and experiences as 
above but the counsellor encourages the group to work on t~e 
matte;s presented to it rather than taking it as an iss~e for him 
to work upon alone. When the group counsellor 1.S able to 
facilitate tlle work of a group in tbis way it can be saId to be a 
counselling group. 

1.t is likely that many counselling groups will work at each 
of these stages at different times. This is not to say that .cou~sel
ling groups will inevitably stay at the last stage. RegresslOn IS to 
be expected. These stages are not progressive and are not 
descriptive of the progress of a group. 

S. Whilst there is some similarity in the various stages which 
groups experience, these do vary, ~nd for thi~ reason no attempt 
is made in this report to set out 1D any detail the progress of a 
group. There are two features of gt'o~p c?un~el1illg whic~ ~o 
deserve some comment since they have lIDplIcatlOns for adnu~s
trntors. These concern confidentinlity and the nature of authorIty 
and permissiveness. 

Confidentiality 

As a group develops it is likely to become conce~ed with 
the confidentiality of the group. This may be expressed III tenJ?-s 
of "How can we trust the staff member?", "What can we say 10 
front of him because he may talk to other members of the staff 
and to the administration?" The concern may also be expressed 
in terms of confidences which are shared within the group but tllen 
divulged to other inmates. T~st~ng c?nfidentiality. within the 
group is a normal process but It IS an Issue for whIch the s~ 
should be prepared. Inevitably, this will test the role conflict 
of the group counsellor and in institutions will present some 
difficult issues for those in charge. It is not likely to be dealt 
with by such measures as issuing statements proscribing issues 
from discussion. since the group will either be held up because 
it is unable to discuss these issues or will find some subtle means 
of doing so. There is no simple resolution to this kind of conflict 
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and the problems of confidentiality are not likely to be resolved 
simply. '. 

Authority and permissiveness 

The term "pennissiveness" has often been used in connection 
with gr~up cou~selling. '!'his is to give the impression that in a 
counselling seSSIon anything may be said, with the implication 
tha.t the st~ff member abdicates his responsibility and authority. 
It IS .most u;oportant that the group worker retains a significant 
role m relatIOn to the group and it is equally important that he 
should have a tolerant attitude when in the group. An extract 
from so~e notes to group counsellors, prepaJ:ed by a prison 
governor III the UK, emphasises this point in the following way: 

"A tolerant attitude means that you do not permit what is 
s~id by the group to upset or disturb you. If you do feel upset or 
disturbed you do not show it in a condemning way: you do not 
defend authority or what you think is right but allow the group 
to express themselves freely. This does not mean that you may 
not express what you think is right but that if you do, you express 
it as your 0I?inio~ and not one which the group must accept. If 
you behave lD thIS way, the group may learn by experience and 
not by your telling them that you will accept them as they are 
and that you are not trying to enforce your standards upon them," 

6. Theoretical basis of group counselling 

There are a number of theoretical concepts however which 
have had an important influence upon group counselling. Some 
of these were referred to in the introduction. 

. Dr ~orman Fenton. who played a considerable part in the 
mtroduction of group counselling into the Californian Department 
of Corrections, has .written extensively and bas produced three 
~andbooks which have had fairly widenpread use. His publica
tIOns have been concerned with methodology and technique rather 
than with theory. Fenton was influenced by Carl Rogers. It 
should be emphasised that Rogers's approach was essentially that 
of counselling individuals, but his concepts had been adapted for 
group use. Stated simply. the hypotheses of Rogers include the 
following: 

~. Tha~ the individual has within himself the capacity. latent 
If not eVIdent, to understand those aspects of himself and of his 
life which are causing him dissatisfaction. 
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2. This capacity will be released and therapy (or personal 
growth) will be facilitated when the counsellor can create a 
psychological climate which is characterised by: 

a. a genuine acceptance of the client as a person of uncondi
tional worth; 

b. a sensitivity in understanding the existing ~eeling~ and 
communications of the client as they seem to the client without 
any effort to diagnose or alter those feelings; 

c. a continuing attempt to convey something of this empathic 
understanding to the client. 
3. It is hypothesised tbat in s~ch an atI?-0sp~ere of acceptance 
and understanding the client will reorgamse himself at both the 
conscious and tbe deeper levels of his personality i~ su~h a way as 
to be able to deal with life more effectively, more mtelhgently and 
in a more socialised way. More specifically it is sugg.ested that 
Lhe client will cbange in his perception of himself and WIll beco~e 
more understanding both of himself and of otb.ers, more acceptll~g 
of himself and others, more creative and adaptive, more t,nature m 
his behaviour, less defensive and more tolerant of frustratlOn. 

A difficulty with these hypotheses .for priso~ personnel lies 
in the emphasis on permissiveness and in the notlOn put forward 
by Rogers that the client or prisoner should be. regarded by. the 
worker as a person of inestimable worth. Whl~St many pnson 
workers may recognise this they may find the eI?-otlOnal acceptance 
of this statement extremely difficult. Fenton 10 effect ~ak~s the 
point that the Rogerian principles may be used as a gUldelme to 
encourage staff to become involved with and to express empathy 
with the inmate. 

7, Staff training 

In a recent publication, A Handbook for the Use of Group 
COllnselling in Correction Institutions, .Fenton ~uggests that a 
suitable training for counsellors or tlleir supervIsors would be 
"sensitivity" training (fuat is, "T-group" training). 

This method should be taken into consideration-among 
other things-in the training of counsellors. 

E. Group psychotherapy 

"Group psychotheraDy" is a te;m that embraces a varie~y 
of techniques and approaches, rangmg from fue psychoanalytIC 

r-----------------
REPORT OF TIm ECCP 37 

method of Foulkes and others,1 through the technique of 
"psychodram!l" as practised by J. L. Moreno," to the more 
didactic methods of such therapists as Glasser.' Notwithstanding 
these differences, however, the objective is in all cases to obtain 
access to unconscious mental processes, and to instinctive and 
emotional drives. It is in this respect that group psychotherapy 
differs from all other forms of group work, with the possible 
exception of "contact" groups, qq.v., and groups centering on 
some form of dramatic and artistic activity. 

The introduction of group psychotherapy into penal establish
ments is fairly recent, although some pioneering work was under
taken in the United States, the United Kingdom and Denmark 
during the 1950s. Group psychotherapy was introduced into the 
French penal system in 1962. 

Needless to say there was, from the very beginning, some 
doubt as to whether methods applied in the treatment of the 
mentally ill were appropriate when dealing with offenders, and 
also whether such methods, if introduced, needed to be modified 
to suit the special conditions of the prison environment and the 
position of detainees. 

Nevertheless, as it became evident that the exemplary value 
of a penalty had lost much of the weight attributed to it in former 
times, new techniques were felt to be necessary that might assist 
in understanding an offender's personality, in the development of a 
sense of personal responsibility. and so in helping him to regain 
his place in society. In these circumstances. then, group psycho· 
therapy made its appearance in certain penal systems. 

. . It differs, as has been said, from other forms of group work 
m Its focus on unconscious mental processes. One of its aims is 
to free the individual from his unconscious fantasies, and so to 
dev~~op a rea1isti~ appreciation of his past activities, of his present 
pOSItion and of hiS future. But since this is to be achieved within 
a group (and not in a private interview), a second set of aims has 
to do with group processes themselves. 

The therapeutic process, within a group, has two aspects. 
One is concerned with the individual's personal development 
through interaction with other members; the other with the 
dynamics of the group itself as members react to tension, conflict 
and crises. Thus the therapeutic aim is threefold: to analyse 

1. Foulkes and Anthony, Group Psychotlzerapy. 
2; Moreno, J. L., Who shall survive, a more contemporary reference. 
3. Glasser, Reality Therapy. 
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and if possible resolve confUcts; to help the inmate to develop 
a realistic self-image; and also to reassure him of the value of 
verbal expression, to convince him of the possibility of normalising 
his behaviour and attitudes to others. and so to bring him round 
to expressing himself spontaneously. 

The selection of members of a group 

Group psychotherapy is a continuous. if slow. process which 
works by way of the group through the medium of each member; 
its efficiency depends on how its structure forms and develops. 
Three categories of people are involved in the selection of mem
bers of a group: the prison administration, the psychotherapist. 
who will interview each candidate, and the inmate himself. who 
voluntarily agrees or refuses to be a member. The principle of 
voluntary membership is generally adhered to. 

No category of offender is necessarily unsuitable for group 
psychotherapy, though "con men" may present special difficulties. 
However. recent experience suggests that groups should be homo
geneous in respect of level of intellectual ability. type of offence 
and age. Views differ on the matter of age. but commonly 
subjects are aged between 17 and 35. In some cases very much 
older people may be admitted for group psychotherapy, though 
this is unusual. 

The conduct of a group 

TIle method of free association is fundamental to group 
psychotherapy. The expectations and anxieties of group members 
may often lead to requests for topics for discussion, but these 
must be avoided since they generally represent an attempt to 
avoid personal matters and so delay the development of the group 
to the point where it is operating at that degree of depth that is 
the characteristic contribution of this kind of group. 

Results 
Results may be ass~ssed according to subjective criteria (self

awareness. understanding of others, tolerance of aggression on the 
part of others). or objective criteria (good behaviour during the 
period of imprisonment, reconviction). Yet the Gluecks suggest 
that the number of offen~s against disciplinary rules in prison 
bears no necessary relationship to the hebaviour of the individual 
following release. On the other hand the absence of anti-social 
behaviour punishable by law is no guarantee that the detainee'S 
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difficulties have bee~ cleared up and his condition improved. For 
these reasons~ then. It appears that the efficacy of this method can 
only be assessed in terms of non-behavioural criteria such as those 
mentioned above. 

Conditions in the institution 

Psychotherapeutic treatment must be considered in the context 
of the prison as a whole; it cannot be isolated from the main 
current of prison life. It is in fact taking place Jln an environment 
which, far from being of a therapeutic nature, is more likely to 
present opposition to therapeutic effort, chiefly because it is direct
ed at a group of men little inclined to regard! authority benev
olently. Since the psychotherapist cannot be present without the 
agreement of the prison administration, he is surrounded in the 
eyes of inmates with all the fantasies attached to the actions of 
authority. 

Nevertheless he is part of the authority structure and to 
attempt to deny this is to neglect part of his task. It is true that 
prison administrations will often allow such groups to function 
provided they are not disturbed thereby, but th~ result is th.at the 
group isolates itself from the rest of the institutional life. If, on 
the other hand, such experiments are to be worthwhile, they are 
bound to involve the entire penal institution, and tlus will take 
place however little it was envisaged or intended. French exper
Iments show that such an outcome does not undermine but rather 
facilitates the working of the in.stitution. 'The psychotherapist 
becomes n?t an instructer, nor an informer, nor even an arbitrator, 
but a medmtor of a whole system of interactions within the entire 
prison complex. If he functions in this way the administration 
accepts the group because its conduct has enabled it to integrate 
itself into the institution. In its final phase, then. group psycho
therapy does in fact become "institutionalised", but the institution 
too will have been modified in a desirable direction, and this is 
a worthwhile objective. 

Conclusion 

The therapist acts at several leVelS within an institution if 
he is to assist the offender to control his behaviour. Since this 
behaviour is the outcome of an interaction between the individual 
and his ~nvironment, it is necessary to act not only on the person 
undergomg treatment, on the image he has of his environment 
as an individual and 'as a member of the group, but also on th~ 
external environment itself. The detainee's psychology, which 
has often been reduced to regressive, infantile attitudes and agres
sive behaviour. must be helped to evolve in other directions. 
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The aim then of group psychotherapy amo,ng. offe~ders is 
to enable something to be done to fight psychic mactlon~ the 
degrading atmosphere of the .system, th~ feehng amo~gst .deta~Dees 
that they are marking time in an unfrUItful way durmg Impnson
ment.. Stress is no longer laid only on the sentence, although 
it is always present and must remain so. 

Vlhiie prison and its alienating relationships have to be 
accepted as a necessity, every effort must be made so as not to 
link the person and the environment in an inescapable system 
of social alienation. The organisatio,n of grou!? psychotherapy 
in prison is therefore designed to pr~vIde a. sufficIe,nt1y structured 
atmosphere in a necessarily close.d lller~rc~l1cal SOCIety by ~nalys
ing aggressive and deviant behavIOur wIth~ !-he grot;p .. It .IS also 
designed to confer an aura of reality ~Ithm the ~nsbtutIOn. on 
social behaviour with a view to achievmg harmoDlous relatIOn-
ships. 

F. Counselling by inmates 
The practice of group counselling in a penal setting generally 

presumes at least some degree of role differentiati?n ~et'Yeen the 
counsellor who is a member of the staff of the mstItutlOn, and 
the inmat~, who is not. This role differentiation. has two aspects: 

1. Authority and accountability: the ~ounsellor is presumed 
to be in charge of the proceedings and 1.S accountable for. the 
outcome while the inmate is seen as the object of the proceedmgs, 
and is n~t accountable in this way. 

2. Expertise: the counsellor is presumed to be in ~ssessio,n 
of skills. or at least knowledge and insights,. that the m~ate !S 
~resumed to be without. Typically these skIlls are acqUIred m 
1-1 f' . the course 0 trammg. 

Rele differentiation, in these two respects, appears for obvious 
reasons appropriate to a situation where captors have to deal 
with cal)tives. On the other hand,. th~ ve.ry. natt;re. of group 
counselling, i.e. the fact that commul11cahon IS m pnncIple multi
directiomll, the fact that inmates are encouraged to h~l!? e~ch 
ot/zer}ha,s opposite implications. tending to blur the .dlS!mC~lOn 
between i~unsellor and inmate. Nevertheless penal mshtuh~)OS 
tend (again for obvious reas?ns) to limit thi~ aspect of c?unselhng, 
and to reutin overall authonty and control m respect of. 

a. the ipitjation of group counselling pro~ammes: these 
decisions are taken by staff members and not by lllmates; 
. b. overall direction and organisation: this again is generally 
kept in the hands- of staff members; 
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c. decisions about the suitability or otherwise of particular 
inmates for t:\1is form of treatment; 

d. assessments as to whether any particular inmate has 
benefited or not. 

The practice. of using inmates a:; counsellors would appear, 
then, to contain elements of paradox. In fact the practice follows 
naturally from the fact that in group work of any kind inmates 
do, inevitably, "counsel" each other, and tlmt not all initiatives 
come from the paid official who is in charge of the proceedings. 
Furthermore, a certain degree of role-reversal is implicit in any 
attempt to involve inmates in any process of decision-making. 
The implications are therefore less startling than might be 
supposed at first sight. Traditional authority relationships are 
undermined, but this too is not new. But having said this, it 
is still the case that experiments in the use of inmates as 
counsellors vary greatly in respect of the degree to which the 
inmate-counsellor operates autonomously. 

These experiments seem to fall into three broad categories! 
with some degree of interpenetration. Proceeding from those 
where the inmate-counsellor enjoys the greatest autonomy to 
those where he enjoys least, they are as follows: 

1. self-help groups (e.g. Alcoholics Anonymous, Recidivists 
Anonymous); 

2. mutual-aid groups held under the supervision of trained 
staff (e.g. the Henderson Hospital); 

3. adult resocialisation programmes (e.g. Synanon and the 
Asklepion training programme at the United States Penitentiary, 
Marion. Illinois). 

"Autonomy" here is to be understood in terms of the four 
considerations already mentioned. The extent to which an 
experiment can function independently of the professional staff 
of an institution seems to depend in part on what it airn.s to do. 
Self-help groups such as Alcoholics Anonymous appear to offer 
advice and mutual support on the basis of shared experience. 
To the extent that these function solely within the institution. 
the entire range of decisions mentioned may be felt to be entirely 
a matter for the group members themselves. Since all initiatives 
are taken by inmates there is clearly nothing to prevent such a 
group being formed in any prison where inmates meet regularly 
in association. Issues of authority are involved, however, to the 
extent that such groups become affiliated to parent organisations 
outside the institution, are initiated with the assistance of sym
pathetic outsiders and, as in the case of Recidivists Anonymous, 
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precipitate requests for leave of absence to work on projects 
outside the prison (see below). v..~::re,. on ~h~. ot?er ~an~, the 
objective is specifically one of reSOClallsatlon, lDltiatlves mevitably 
come from the staff. Here the inmate-counsellor operates as a 
quasi-staff-member. The Asklepion training. programme .even 
offers professional certification by the InternatlOl!al Tra~sactlOnal 
Analysis Association but this seems to be assoclated wlth a very 
firm control of even'ts by staff members, and a high degree of 
commitment to staff values by those inmates who are so 
certificated. 

This raises the parallel issue of the nature of the skills 
employed by inmates in these experiments. Authority relation
ships may be expressed via the P?ssession .of o~ claims to relevant 
expertise. The strictly counselling functlon m self-help groups 
seems to rest entirely on "knowledge-by-acquaintance", i.e. the 
fact that helper and helped have had significant life-~:iCper~el!~es 
in common, and counselling may be only part of therr actlVltles 
in any case (Recidivists Anonymous app,:a~ to be at least ~s 
interested in community action). No speclailsed psychodynamlc 
ski1l£ seem to be claimed by those responsible foi: these groups. 
On the other hand a high degree of specialised knowledge is 
employed in adult resocialisation programmes, obtained in. t~e 
course of a carefully designed training programme, and this. IS 

associated with a quite clear intention to bring about major 
behaviour,al changes. 

Self-help groups 

"Recidivists Anonymous" will be chosen as an example of 
these groups, since this is a variety of self-help. group peculiar 
to the prison setting, and one that has parallels m a n':lD:b.er . of 
European countries. Founded in 19~1, as a r~sult o~ an mltlatlv.e 
from an inmate in Wandsworth pnson (Umted Kingdom). this 
organisation stresses the virtues of self-~elp in a sense rem~scent 
of the nineteenth century protestant ethic. (There seems, mdeed, 
to have been a religious component in the initial stages of 
Recidivists Anonymous.) Emphasis seems to be placed on self
reliance and on setting a good example: "The members of 
Recidivists Anonymous believe that rehabilitation is 90 % self
help and only 10 % aid. They also believe by successfully 
rehabilitating themselves they will act as an example to other 
prisoners." 1 

1. Moriarty, D. Y., "Recidivists Anonymous", Prison Service Journal, 
Januilry 1972. 

1 
j 

I 

I 

REPORT OF THE BeCp 43 

The strictly counselling function seems, in fact, to be subor
dinate to mutual assistance in a practical sense; indeed a remark 
of one sympathetic staff member seems to indicate a desire to 
avoid those explorations of personality and motivation with which 
groups. in prison are generally associated. "When a group is 
concerned only with prison conditions it has an 'inner purpose' 
and becomes self-centred and introspective. When it becomes 
concerned with the lives of its members after release, and with 
the lot of other ex-prisoners and their families, it gains an 'outer 
purpose' and in that way, by helping others, enriches itself." 1 

.This emphasis on the world outside prison, and with prep
aratlOns for release, leads to an emphasis that is political rather 
than psychotherapeutic, and defines the nature of staff involve
ment. Typically the initiatives come from the inmates to the 
staff, taking the form of requests for permission to work outside 
the prison at weekends, and so on. Voluntary work for old 
people's homes has been undertaken, and links made with other 
voluntary, organisations. Other outside links take the form of a 
parent oq?;anisation organised with the help of ex-prisoners under 
the guidance of people "of impeccable character". 

Clearly these groups have considerable impetus, and the 
advantage of clearly defined and achievable aims. "Counselling" 
as such seems not to be stressed, if we are to interpret the term 
as referring to essentially verbal interactions in a closed setting. 
Neverthele~s there is a well-defined ethic and therapeutic proce
dure that IS clearly brought to bear on those inmates who join 
these groups: a belief in the therapeutic value of altruism, of 
self-reliance, of activio/ and of community involvement. 

The Henderson Hospital 

The use of inmates as counsellors is implicit in the very 
nature of group counselling and group psychotherapy, where the 
knowledge an~ experie11ce of group members is drawn on by the 
staff member 1D charge. One of the first orgW1isations to note 
this, and to exploit it, "i'laS the Belmont Hospital Social Re
h~bi1itatio~ Unit, now the ~enderson Hospital. Here the appreci
ation that mmates are as likely to be influenced by inmates as by 
~taff members led to an essentially democratic ethic (expressed 
m the abandonment by staff members of uniforms and titles), 
and to the delegation to the community meeting of all matters 
relating to :1r:lmission and discharge. It has been noted, however, 

1. ibid. 
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that this ethic must be ultimately inconsistent with the fact that 
staff are legally responsible for events, and the patients not, 
and at the Henderson Hospital this has occasionally placed staff 
members in a position where they have had to behave in a manner 
inconsistent with their expressed beliefs.! Nevertheless, patients 
at the Henderson Hospital do take an active part in what is 
essentially a reciprocal process, and at the time that this experL .. nent 
was initiated, in 1952, this was something new· in psychiatry. 
It is (rom the Henderson Hospital that the British, Dutch, Danish 
and Austrian prison services have taken some of their ideas, 
expressed notably at Grendon Underwood psychiatric prison in 
the United Kingdom. Nevertheless, the applicability of this model 
must be limited, since in a penal setting not even staff members 
can normally take a decision to discharge an inmate. Perhaps 
even more difficult to adapt to prison purposes would be the 
Henderson view that not only are the patients the therapists but, 
since everyone has problems, the staff are there for treatment too, 
and the patients as likely to help them as the reverse. Though 
this is inevitably true in certain limited areas (such as the induc
tion of new staff members, who may receive practical information 
from inmates), as an overall policy it fails to come to terms with 
the issue of accountability, and with the fact that the initiative to 
establish the Henderson Hospital was taken by staff members, 
and not by patients. 

It is noteworthy that the staff at this hospital have always 
tended to speak as though they had no special skills (and it . is 
certainly true that they consistently avoid the use of abstruse 
termiaology), while such skills as they acknowledge they freely 
share with the patients. The inmate's status as counsellor comes, 
then, to rest on two kinds of knowledge: 

a. knowledge by acquaintance: it is stressed that inmates 
are better able to help one another since they have often shared 
tlle same experiences and common problems; 

b. a certain amount of psychoanalytic and group dynamics 
insight gained from staff members, and in effect amounting to a 
form of in-service group dynamics training. 

In this latter respect, as in the fact that the Henderson 
Hospital focuses its efforts on change in the inmate rather than 
in his circumstances. the inmate-counsellor functions in a manner 
markedly different from his colleague in self-help groups. The 
Henderson Hospital occupies, in these respects. a ~osition mid-

1. Rapoport, R. N., Commllnity as Doctor, Tavistock, 1960. 
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way between the self-help group and the adult resocialisation 
programme .. 

Synanon 

The .Synanon Therapeutic Community at Marion, lllinois, 
founded III 1~69, represents a use of ilie inmate as counsellor 
at the OppOSIte pole from the practice of self-help groups 
Although. importance is again attached to knowledge-by-acquain~ 
tance, . ~IS 1~ supple~ented by .the conc~pts of traI?-sactional 
analYSIS, . wh!ch supph~d the mam theoretIcal underpmning of 
the orgarusatIOn. IneVItably, since this is specialist information 
n~t generally available, and initially confined to members of staff: 
this means that the staff retain overall direction. 

"Transactional analysis was developed specifically to take 
some of the mystique out of psychotherapy and allow the patient 
to become a knowledgeable participant in his own treatment." 2 

Nevertheless, the technique is consistently referred to as a 
~orm of ~sychotherapy, and no possibility is entertained that the 
mmate ~ght come to ~hese insights without ilie aid of specialists. 
But the Illmate may hImself become a specialist. Synanon goes 
fur~h~r than the Henderson Hospital in supplying a formal 
tralDlng programme; "The residents themselves serve as instruc
tors whenever P?ssible a?d everyone is called upon periodically 
!o lecture o~ ,varIOUS subJects... A complete training programme 
IS ~lso prOVIded fo~ those meD: who indi~ate an interest in being 
traI?ed to a profeSSIOnal level m transactIOnal analysis and coun
se1li!i1g. The . trai~ing is continuous and eventually leads to pro
fesslOnal certIficatIOn by the International Transactional :Analysis 
Association." • 

~offman ~as noted the respects in which therapeutic com
mUllltIes fun~tIOn as forms of higher education for those who 
would o~h~rwls~ never attain this level; and one wonders whether, 
by a?lD1ttmg mmates to professional status, Synanon thereby 
efft~ctiVely.so.lve~ at least some of the fundamental issues of control 
and ~es?CIahsatlOn that all penal administrators face. What is 
celta.m IS that the professionally trained inmate, or ex-inmate, 
proVIdes a most· potent agent of resocialisation, since not only 
has he personal acquaintance with the situation of his patients 

1. B~rne, E., Game~ People Play, Andre Deutsch, 1966. 
• 2. Wmdes, K;en, Synanon and transactional analysis: a potent 

JnIXture for correctIOns" (cyclostyled). 
3. ibid. 
4. Goffman, E., Asylums, Penguin Books. 
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bIlt he has also been equipped with a high degree of skill in 
breaking down defences. Tht~ Synanon method is essentially 
one of frontal attack on the inII\'ate's personal fictions: "The first 
thing a man is made to realise when entering Asklepion is th~t 
he is a 'loser' and will continue to be a loser until he breaks his 
old patterns and begins developing new ways of adapting to the 
world. This is said to him, not by a caseworker or some other 
'square' but by men who are we\'lring the same colour clothes 
as he. Any arguments on the subject are beaten down in the 
'game' by men who have previously attempted to use the same 
rationalisations and know where \they are coming from." 1 

The technique has been ably al,\alysed, and championed by 
Cressey.' who does not attempt tOI disguise its authori!arian 
implications. The aim is personality or a~ least behavlo:rr~l 
change, and this is an effective way to do It. No more~ It !s 
implied. needs to be said~ Themethlod has a1so bee~ ~led. m 
the treatment of drug addi<..:ts. In the, tr~tment of ~nr~mahty, 
however, it rests on theoretica1 foundattons (behaVlOU[1st .. and 
symbolic-interactionist) that are far removed from. t~e tradItions 
of group counselling and, as such;, may be unfaml~lar and even 
unacceptable to European administrators'" It certamly offers an 
extreme example of the use of inmates as counsellors. 

IV. Community work 

1'/ze therapeutic community modelf 

Undoubtedly tne most famiHar model, in discussions of this 
theme is that offered by the Henderson Hospital in the United 
Kingd~m. This prototype aroused the interest of various admin
istrations in Europe. The organisation of Grendon Underwood 
psychiatric prison reflects. ma~y of the ideas. ~st g~ner~terl: at the 
Henderson Hospital. It IS thIS model. that IS Impli~d ill ~irtuall.y 
the entire discussion by Fenton, RelDler and WIlmer 10 theIr 
introduction and guide to the "correctional community".~ The 
general principles have been outlined by Dr Maxwell Jones, the 

1. ibid. u' C" I 2. Cressey, D., "Social Psychological Foundations for SIpg ~Imma s 
in the Rehabilitation of Criminals", The JOl4rnal 0/ Research In Crime and 
Delinquency, Vol. 2, No.2, July 1965. • 

3. Fenton, N., Reimer, E. G., Wilmer, H. A., The, Cor~ectlon'" Com
mlmity, an introduction and Guide, University of Califorma Press, 1967. 
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first Director of the Henderson Hospital, and his colleagues.1
.' 

Broadly speaking, the "community", in these discussions is seen 
as a network of interacting groups (therapeutic groups, ward 
groups, workshop groups and a daily group at which the entire 
community meets) within which the life of the community takes 
place, and which accordingly feed each other with matters to be 
discussed. Emphasis is on verbal interaction as the vehicle of 
"treatment". 

The idea of community 

The ramlifications of this idea have been very fully worked 
out by Professor R. A. Nisbet in a long and carefu1 analysis of 
the "unit ideasl

-' of the sociological tradition.3 Although his theme 
is the history ~i~ ideas about the nature of society as a whole, his 
remarks ,are drrectly applicable to the management of residential 
organisations, since they indicate how we habitually view such 
organisations in two quite different and indeed contradictory ways. 

Thus the idea of "community", as it developed in the nine
teenth and twentieth centuries, is to be contrasted with that of 
"mass society". Nisbet shows how the theme is characteristically 
associated with a distaste for the impersonalities of modem 
industrial and political society, with a desire for emotional as well 
as contractual relations between men, and with regrets for the 
supposed intimacies of earlier forms of society. The idea is 
manifested most explicitly in the establishment of smaU-scale 
residential "communities", utopian in inspiration. wheJ;e people 
gather together with the aim of living a satisfying and enriching 
life rather than of achieving any externally defined organisational 
goals. (Such utopian communities have been perhaps more 
familiar in the United Kingdom than on the continent of Europe/ 
but have attracted a renewed interest in recent years, and are now 
quite widespread in the United Kingdom and the USA.) 

In connection with these residential communities, and in the 
study of small social groupings generally, it is usual to distinguish 

1. Jones, Maxwell, Social Psychiatry, Routledge and Kegan Paul 
1952. ' 

2. Rapoport, R. N., Community as Doctor, Routledge and Kegan 
Paul,1952. 

3. Nisbet, R. A, The Sociological Tradition, Heinemann 1967. 
.~. Commlfnity iI~ Britain: A Survey of Community' Thought and 

ActIVIty compzied mamly from Addresses given at the Bath and London 
Conferences in 1937, Community Service Committee, Cotswold Bruderhof 
Press, 1938. 



48 GROUP AND COMMUNITY WORK WITH THE OFFENDERS 

between "community" (Gemeinschaft) and "association~' (Gesell
schafl).1,2 Communities from this point of view are ends in 
themselves, whereas associations are means towards .an externally 
defined end. Villages are perhaps the best example of pure 
"communities", whereas factories are generally cited as examples 
of "associations". The distinction is not absolute, since associ
ations where people spend any considerable amount of time 
together invariably acquire community characteristics. This is a 
complicating factor in the analysis and indeed in the management 
of places like long-stay hospitals, prisons and even factories-all 
ostensibly existing in order to bring about externally defined 
objecti'Ves, and therefore in principle "associations" but which, 
because of their "community" aspects, can never be entirely effi
cient as mere utilitarian structures. Obviously this varies from 
case to case, but the tendency for an "association" to acquire 
the characteristics of a "community" certainly increases inpropor
tion with the length of time its members spend in conm!:t with 
one another, and this is therefore obviously a question of practical 
importance in the running of prisons~ 

There can be little doubt that the idea of Gemeinschaft 
underlies much present-day thinking about community life, includ
ing life within a therapeutic community. For notwithstanding 
the claim that this development is new, the therapeutic community 
movement is a manifestation, under medical or quasi-medical 
auspices, of a preoccupation with community living that is quite 
long standing. It is as well to recognise these elements in the 
intellectual ancestry of all community experiments, since they 
help to identify the source of problems that arise in harnessing 
communities to essentially external objectives of treatment or 
rehabilitation, or indeed to any policy of personal change. For 
officially the therapeutic community of the Henderson variety is 
not intended to serve the purpose of merely leading the good 
life, but quite other and indeed opposite purposes. The idea is 
utilitarian in intent, a means to an end. Far from being offered 
as a way of life, sufficient in itself, it is intended as a means of 
bringing about change in individuals. The ideas of "community" 
and of "association" do not mix, and any attempt to pursue both 
ideas simultaneously leads to ambiguity and confusion. These 
ambiguities are revealed in attitudes to time, to commitment, and 
to the content of community activities. 

1. Tonnies, E., Gemeinschaft und Gesellschaft • . Leipzig 1887. 
2. MacIver, R. M., Society, Macmillan, 1937. ' 
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Time, commitment and the community 

Community implies l?ermanency: one does not discharge 
p~rsons from a way of life. The commitment of a monk to 
his monaste1!" for exa~ple, or ?f a ,utopian to his Utopia, is life
long. The Ide~ of r~tirement IS allen to this view of time. So 
f~r. that ~atter I~ tt:e Idea of having strict working hours, of having 
a CO~llllllt~ent lImIted ~o the hours between 9 and 5, which is a 
con~Idera~IOn tlmt h~s mfi~enced th~ deve~opment of several pro
feSSIOns m !he Un:~ed Kingdom, mcludmg the prison service. 
Equally the Idea of treat~ent':, and of .the .successful completion 
?f a cours~ of treatt;nent, IS alien to thIS VIew of time, and also 
lOvolves different vley.rs .about commitment. In the paradigm 
ca~e of surgery: the aIm IS to get the patient out of hospital as 
q17ICkly as posslble: and the degree of commitment to the organis
ation ~xpected of him correspondingly slight. I But this can hardly 
be saId of "treatment" programme in custodial settings. It is 
therefore easy to see how in such settings the simultaneous use 
of a community model and a treatment model can confuse staff 
and inmates alike. Thus, in the British approved school system 
appeals f?r loyalty ~n the part of a young offender may b~ 
~ccompamed by the sImultaneous and contradictory message that 
the better you behave the sooner you will be out". 

This contradiction may also lead to some degree of ambi
v~l~nce. about the actual content of community activities. The 
dlstmction between community (Gemeinscha/t) and association 
(Gese~ls~~zaft) rests in part on the significance that is attached 
to actiVItIes, and especially to work. Gesellschaft is defined by 
the pre~e.nce .of a con:mon task, externally defined, and in principle 
all aCl!v!ty IS orgamsed towards the achievement of this t:.::k: 
all a~tJVlty tends to be .see~ as instrumental, a means to an end. 
ClaSSIcal ~ac~ory orgamsatIon illustrates this way of looking at 
the orgamsation, a way that is equally applicable to short-term 
treatment agencies, s.uch as acute general hospitals or surgical 
wards. In. the Gel1~el11SC~a~t, on the other hand, activity has also 
an expreSSIve functIOn: It IS not merely a means to an end but 
an e~d ~n itsel~.. T!le central part played by ritual in the 
eccleSiastical tradItIon IS only an extreme example of this tendency 
which is equally apparent in such phenomena as school orchestra; 
and football teams. It would be false to argue that these exist 
only as means towards some precisely envisaged educational goal 
external to the activity itself. This is not why we, have them: 

1. Nokes, P. L., The Professional Task in Welfare Practice Routledge 
and Kegan Paul, 1967. ' 
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SO GROUP AND COMMUNITY WORK WITH THE OFFENDERS 

School organisation in Britain has been from the first very much 
influenced by the idea of community, since pupils are necessarily 
present for a considerable number of years. And since they are, 
and since communities are therefore not merely means to an end 
but ways of testifying to the existence of shared values. effort is 
given to the material expression of these values. 

This has certain practical consequences. The first has to do 
with appearances. Schools tend, on this account" to be more 
colourful and better decorated than hospitals-and certainly than 
prisons. Enriching and elaborating the environment in order to 
make people "feel at home" expresses only half t.1. idea: the 
point is that wherever people spend a substantial amount of time 
together they are at home. In a Gesellschafl, on the other hand, 
tbey are not, and a good deal of effort may be exerted to prevent 
them becoming so, since this is what we imply by the term 
"institutionalisation". The defect in this idea is that institution
alisation is really quite unavoidable in the case of long-stay 
inmates: tbe real issues concern the quality of life they are 
institutionalised to. Where the organisation is seen by its man
agement primarily as a means to an end, there is always a feeling 
that the environment ought not to be made too attractive or too 
comfortable. since the institutional experience is fclt to be only 
temporary, a mere episode in the life of the individual. But this 
view that the proper focus is on life afi...:s the completion of the 
sentence becomes very unrealistic when the institutional experience 
is to last for more than a very few months. The utilitarian, 
instrumental view of organisations, therefore, tends to be associat
ed with the idea that an, activity is justified only to the extent 
that it assists in the furtherance of organisational goals, which 
fire seen as external to the organisation itself. In psychiatric 
llOspitals such activities as "art therapy" and "music. therapy" 
often suffer because of this, indeed the use of the term "therapy" 
is tactically dangerous for these reasons, since if an activity cannot 
be shown to further the organisational goals it is felt to have no 
justification. Needless to say the end result is a reduction in 
cultural content, which in turn undermines the idea of community. 

The diagnostic value of such an arrangement is indisputable, 
since symptomatology is "acted out" in the presence of those who 
will later discuss it, and is virtually impossible to conceal by virtue 
of the fact of living together. On the other hand the therapeutic 
rationale of the Henderson model has never been made entirely 
explicit, though a variety of mechanisms have been suggested. 
These range from mutual instruction and support, catharsis, 
cognitive reorientation via the achievement of "insight" to such 
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quasi-Freudian interpretations as "transference to the group and 
to the community". In connection with this latter hypothesis, 
however, it is unclear that what is being referred to is anything 
other than the entirely familiar process of acculturation and 
socialisation to a subculture via the act of personal commitment. 
In fact from the sociological point of view there is little to distin
guish the "treatment" process at the Henderson Hospital from 
the ~amiliar s?cial phenomena of mutual instruction and help, 
publIc confesslOn, and the process by which neophytes seek and 
in due course gain admission to any exclusive group and gain 
benefit from the ensuing experience of "belonging". (It is worth 
noting that psychotherapy too may, from one point of view, be 
seen as largely a process of socialisation.I

) 

This being the case, the question arises of the effectiveness 
of a model based mainly on verbal interaction as a medium of 
socialisation and acculturation, of the quality of the society and 
culture to which the newcomer is being invited to affiliate himself, 
and of the appropriateness of this particular model for short-stay 
inmates on the one hand and long-stay inmates on the other. 
Over and above this the question arises of whether the model 
exploits more than a very few of the possibilities inherent in the 
community experience, and indeed in the very idea of 
"community" . 

Evaluation of the Henderson model 

These remarks may help to evaluate the suitability of the 
Henderson model of therapeutic community for prison settings. 

In the first place, admission to and discharge from the 
Henderson Hospital is voluntary, and, in the case of the latter, is 
supported by the staff only when the patient is judged to have 
"recovered". In this respect the Henderson Hospital is organised 
on traditional hospital lines. The model is therefore not, on the 
face of it, appropriate for a situation where neither admission 
nor discharge is voluntary, nor where the length of stay is in 
any case fixed in advance by a court. In prisons the date of 
discharge is only marginally affected by progress in "treatment". 
This is a consideration that helps to determine the kinds of 
"treatment" found in prison settings, encouraging the choice of 
techniq1les like intensive case work and group work which- take 
a long time and can never be said to be completed. (The success-

1. Levin, Sol, "Psy-:hotherapy as Socialisation", Int. J. Psychiatry, 
September 1969. 
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ful treatment of sex offenders by aversion therapy, on the other 
hand, poses awkward problems about release.) 

Secondly, the average length of stay at the Henderson Hos
pital was and is something in the re~ion of six to nine month~. 
It tllerefore does not seem an appropnate model for a therape.utJc 
community harbouring medium and long-term prisoners, SlDce 
here the use of the "tre..<ltment" model which offers by implication 
tbe prospect of discharge when the inmate has recovered bec?mes 
not only ludicrous but in~moral. Practitioners of transactIOnal 
analysis as we have seen, solve this essentially logistic problem 
by seeidg the successful completion. of the "treatm~nt" as leading 
to promotion to the status of therapIst. . Short of thls !he treatment 
idea can be retained only by redefinmg the term m ways that 
empty it of all meaning. Inmates are rarely deceived it~ these 
matters, and the end result is invariably a charge of hypocnsy. 

The Henderson model of the therapeutic community is, in 
fact, essentially an extension of the group idea: Just. a~ ~ome 
early theorists saw group psychotherapy as a senc;s of mdlVldual 
psychotherapies proceeding simultaneously, and wlthout reference 
to group dynamics, so, for example, the author~ of The Cor
rectional Community see the co.mmunity as essenttally t~e t?era
peutic group writ large, and Without reference to ~rgamsat.lOnal 
dynamics except in terms of a limited and somew~at l~p~venshed 
conception of community, and of what co~um~y hfe IS about. 
The community, in this account, is made manlfest m the commun
ity meetings. Not surprisingly the authors cite the Henderson 
Hospital as tbeir prototype. While there may well be a place ~or 
this model in a limited range of establishments dealtng wlth 
short-term prisoners. it will not do for longer term prisoners for 
the reasons stated, and for others. 

It is not in fact possible to conceive of a healthy and even 
possibly enriching community life de~el~ping. in cir~umst.ances 
where the entire content of the commumty ldea IS contamed 10 the 
achievement of personal insight via the medium of verbal inte~
nction. Prisoners cannot be expected merely to talk about theIr 
relationships over long periods of imprisonment. Nor is it good 
that they should do so, since th:re is g?od rea~on t~ s.uppose t?at 
undue emphasis over n long penod ~f hme on .• he trlVl~ Of. f:ehng 
and of relationships filay merely dlstort feehng and ~,ll1blt the 
growth of healthy relationships. Groups and communIties, ba~ed 
on purely verbal interaction do tend to attract the rummatiye 
intellectual and the verbally facile-among staff as well as pns
oners. The sensith,itv they produce is not always of a high order, 
and they do provide opponunities for a kind of moral sadism. 
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There is the additional danger that group meetings, and perhaps 
especially community meetings. that take place against the back
ground of a materially and emotionally impoverished environment 
have a merely amplifying effect, making of every minor grievance 
a major political issue. Something other, and indeed something 
more is needed than this. 

Communities for longer term offenders: an alternative model 

A hint of an alternative is provided in The Correctional 
Community in the few words Howard Ohmart has to say about 
"activity groups". They include these: 

"Since many inmates are verbally not skilled, activity groups 
offer them ways of establishing relationships not dependent on 
verbal skill." 

Also: 

"Activity groups are not intended to explore the inmate's 
personal problems but: to offer him the opportunity to examine 
his attitudes and feelings in the group. They offer practical 
experiences in co-operative living and tasks which require structur
ed activities and relationships; they contribute to an inmate's self
control, pleasure, and group achievement which can be continued 
in life after confinement." 

Very litl1e more is said. Perhaps there is little more that 
could be said, 0 since the literature of group work is on the whole 
the literature of the more glamorous and intellectually stimulating 
types of group activity, just as its vocabulary reflects the view 
that personal development is achieved by essentially verbal and 
cognitive processes. Yet it is a view that encourages the neglect 
of non-verbal communication, and an undervaluation of expressive 
activity as an important component in the idea of community 
and in mental health. It therefore leads to a situation where a 
rich source of genuinely therapeutic potential (using the term in 
a wider sense than hitherto) may be completely missed. There 
is therefore n need for a new look at activities as important in 
themselves, and not just as means of generating incidents to 
talk about. The workshops at the Henderson Hospital, far from 
being used to elaborate the material environment, seem merely 
to provide settings for events that will later be discussed in group 
meetings. 

It is partly a question of the quality of life that is generated 
within the community of long-term prisoners. If the idea of com-
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munity implies, as one of its components, the idea of commi.tment, 
of readiness on the part of an in.mate to settle down and mdeed 
to live, then the question arises of what is the quality of the 
environment to which he is being invited to commit himself. 
To condemn this process of set.tling down as one of "institutional
isation" is appropriate only when the quality is impoverished. In 
this connection it is impossible not to note how the moral 
earnestness of the Henderson model is reflected in the general 
shabbiness of the buildings there, a precedent only too dangerous 
for prison administrators. » 

Beyond this the idea of commitment implies the idea of 
ownership. People "belong" within an organisation when they 
feel that the organisation belongs to them. In this connection it 
is noteworthy how in the past the most meaningful activities have 
often been those where prisoners built their own premises, or 
undertook the entire work of constructing a new establishment. 
(The famous march to North Sea Camp is one of the enduring 
sagas of the British penal system.) Moreover there is no reason 
to doubt the belief that a high state of morale is associated with 
the ClIJrrying out of meaningful community activities, such as 
constructing playgrounds or restoring canals. It is perfectly pos
sible to do too much for long-stay prisoners. Indeed tht" idea 
of treatment too easily carries the overtones of things done for 
or even to people when the need is for things to be done by them. 

Another respect in which such activities do not fit in with 
the idea of treatment is that in which such projects emerge from 
the circumstances of the moment, can be predicted and planned 
only to a limited extent, and are in any case only temporary. This 
forces us to consider the organisation in the context of time. 
Pioneering organisations inevitably become institutionalised. 
Indeed all orgllnisations exhibit characteristic phases in their 
growth, moving from the phase of i.lnovation to that of routinis
ation, and so to senescence, with an eventual choice between 
either a radical restructuring or else death. The main reason why 
it is impossible, to set up a lCtreatment organisation", as though 
there were a 11l0del that could exist for all time, is that living 
organisations do not stand still. There is good reason to suppose 
that the effectiveness of treatment organisations depends on the 
phase the orglmisation is in. (It has already b.een ~uggested 
that the effectt~eness of group methods, of any vanety, IS greater 
in the earlier experimental stages than it ever will be again.) 
This being the case we are therefore required to think of a 
managerial ap~roach that emphasises not only the efficient run
ning of stnnda:rd establishments but an attitude of imagination and 
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creativity. There is no Ctoubt that these qualities have been 
neglected in recent years, largely because of the idea that there 
existed somewhere "a method" (if only we could find out what 
it was), and this therefore forces our attention in turn to the 
requirements of the prison management, and to questions of 
leadership. 

One thing is clear-that such a leadership will be more 
personal and perhaps more idiosyncratic than has been customary 
in recent years. It may itself have to change periodically since 
individuals too become routinised. Assuming, however, that the 
object is to improve the effectiveness of prisons as agencies of 
rehabilitation, then we can specify certain requirements not only 
of the prison management but also of the central administration. 

On the one hand it is necessary to have a leadership with 
positive and not merely remedial ideas. It is not enough to 
know what is not wanted: there must be a positive sense of 
direction and. of what the individual governor or director wishes 
to achieve. Apart from the fact that the man in charge must have 
an understanding of group dynamics and of institutional processes 
if he is to be successful in implementing his objectives, the really 
crucial consideration is not so much training as selection. Where 
are such leaders to be obtained? The chances are that such people 
exist already, relatively unused. This is certainly true of t~e 
British prison service where the annual intake of gr~duates IS 
matched by their equally regular departure a short tIme later, 
mainly for this reason. 

Whilst the man in charge must have his own ideas, he must 
at the same time be open to dialogue and sensitive to the ideas 
and feelings of his own staff, and of the inmates in his charge. 
How is this paradox to be resolved? It is of course the paradox 
of all successful leadership, and not insurmountable. It is essential 
to be aware of what is going on; it is equally essential not to 
respond to all pressures, otherwise the sense of direction dis
appears altogether. These a:re matters of judgement. Over and 
above this however. there is the need for consultants to be 
appointed to each organisation-generally psychologists or social 
scientists on the staff of a central training establishment or of a 
university-whose function is essentially that of providing the 
man in charge with an opportunity of testing his ideas. 

What finally is the role of the central administration? The 
essential thing is that once they have understood what it is that 
a director is aiming to do, and have appointed him on~hat basis, 
they must then support him. They must acknowledg~~ the in-
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evitable conflicts of perception and of interest between central 
administration and the institution, and be capable of coping with 
it. Above all, perhaps, they must be ready to acknowledge that 
nothing worthwhile is without its component of risk. 

V. Application of group work in non-custodial settings 

A. Group work in probation 

Probation is traditionally an individual form of treatment, 
but in recent years there has been a growing interest amongst 
social workers, including probation officers, in the use of groups. 
This development can be traced to two sources. In the first place 
the membership of groups has been considered beneficial for 
young people as an antidote to delinquency. Thus, youth clubs, 
sports aild activity groups generally have been encouraged by 
those interested in the welfare of the young, including the 
probation service. 

The second influence has been that of group psychotherapy 
and group counselling techniques as explored, particularly in the 
United States, in mental hospitals and penal establishments. The 
growing body of literature, including psychological and sociologi
cal theory, has helped spread these techniques to other countries. 

There is considerable variety in the types of groups run by 
probation officers. A few have play groups for their younger 
charges, who occupy themselves with games or arts and crafts. 
Other actl\,:ty groups for young adolescents concentrate on devel
oping particuh. r skills or interests, such as woodwork and model 
making, the aim ~ere being to give a sense of achievement through 
creativity and the constructive use of leisure. More ambitious 
programmes are occasionally planned of an educational and 
recreational nature, in which quite large numbers of probationers 
may participate voluntarily. These may include various sports 
activities, and visits and expeditions to places of interest. 

By far the commonest type of probation group, however, 
is the counselling or discussion group, in which a small number 
of probationers meet together with their officer. These groups 
usually conform outwardly to a general pattern, members meeting 
regularly in the same place, most frequently the probation officer's 
r?om. The seating arrangement is usually fairly informal, in a 
CIrcle or occasionally aroUild a table, and discussions may cover 
a wide range of sUbjects. 
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What are these counselling groups expected or intended to 
achieve? The specific aims of anyone group will depend to a 
large extent on the probation officer who runs it. At the same 
time there are some general aims which we can assume to apply 
to all groups of this nature, as deriving from theory and the general 
literature on group functioning. 

Essentially it is well known that no individual functions in 
isolation, but is subject to the influence of other people with whom 
he comes into contact. This influence is especially apparent in 
small intimate group situations. In addition to this, it is recog
nised that a young person is highly susceptible to the pressures 
of his own group. Group counselling in probation work attempts 
to tap both these features of human behaviour, by using construc
tively these naturally occurring group forces. The probation 
officer's guidance is assumed to operate, whether more or less 
overtly, with greater effectiveness through the medium of the 
group than in the more traditional one-to-one situation, where 
interaction tends to become somewhat constrained. 

Beyond these general principles there are the more specific 
aims of different types of counselling group. Some groups are 
geared towards str~ightforward discussion of a wide variety of 
topics with a view to broadening the ol,~'look as well perhaps 
as the knowledge of group members in ,he general exchange of 
ideas. Topics range from the serious to the superficial, from 
crime, work, marriage, the family, to football, the cinema and 
clothes. In general, however, subjects chosen either by the group 
as a whole or by the probation officer are selected for their 
particular relevance to members. 

The influence of psychotherapy is more keenly felt by some 
probation officers engaged in group work who see their task more 
in terms of achieving a change of personality or attitude in their 
clients, and a gaining of insight into their own behaviour. Groups 
of this nature tend to examine the problems and feelings of 
members studying their behaviour towards one another in the 
group situation, rather than to discuss outside topics. 

The approach of the leader to the group and his method 
of conducting it depends largely on the personaLity and preference 
of the individual probation officer. He may favour a non-directive 
approach in which group members are left to run the discussions 
as they please, the officer himself taking part as one member on 
equal terms with the others. He may on the other hand prefer 
a more structured group situation, taking a more active leadership 
role and giving more overt guidance and direction to discussions. 
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We have looked at the basic rationale behind probation 
officers' groups but of course there are numerous reasons for 
holding groups other than ones of theory. Some probation officers 
use groups experimentally, having heard or read something of 
their functioning and wishing to explore their treatment possi
bilities. Others, having found difficulty in relating to the less 
articulate of their clients, find the group situation more relaxed 
and supportive for such people, enabling them to communicate 
more readily. Allied to this is the finding by some officers that, 
since young offenders behave more naturally in a group of their 
peers, a better assessment of them may be made under these 
.;:onditions. 

Purely practical considerations also influence the decision 
to run groups for offenders. Pressure of work may mean that 
insufficient time is available fot' adequate individual casework, 
and the holding of group sessions is seen as a way round this 
problem. Similarly group meetings avoided long spells in the 
waiting room and the associated disturbance and resentment. 

The composition of groups of probationers varies. Whilst 
there are arguments to be made for the cart!ful selection of 
members having characteristics in common or complementary to 
one another, practicalities such as numbers and convenient times 
for meeting usuaJiy set limitations on planning. 

Some officers' favour the use 'of "national" groups, that is 
of offenders known to each other, perhaps members of a gang, 
anticipating greater effectiveness in efforts to influence the group 
as a whole. This is sometimes possible, even very occasionally 
including voluntary membership from gang members not on pro
bation. Most groups must however be made up of offenders not 
previously known to one another. This gives the officer a chance 
to assemble people he considers appropriate. His decision will 
be guided by his conception of what constitutes an effective group. 
He may select people with shared difficulties or similar back
grounds. or he may see more lively prospects in a group of some
what dissimilar people. In practice, the majority of probation 
officers take the first alternative, bringing together people who 
have at least some problems in common. 

Other considerations in selecting group members are age 
and personality factors. The majority of groups cater for young 
people between the ages of thirteen and eighteen. although activity 
groups have a rather lower age-range, with members as young as 
ten. 

Group leaders have different opinions about the type of 
personality best and least suited to group work. These opinions 
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are no doubt partly shaped by each probation officer's view of the 
type of group he can safely handle. Thus many officers would 
exclude people with severe personality disturbances or strongly 
aggressive tendencies, whereas others consider that a very inhibit
ed withdrawn person might fail to benefit from group involvement. 
There is no real consensus about the inclusion or exclusion of 
anyone type of case. Once again the chief determining factor 
is the group leader's personal orientation. 

The majority of probationers are male, and there is in any 
case a tendency to separate the sexes for treatment purposes so 
that most groups are single sex. A very few enterprising exper
iments have been undertaken with mixed groups and there seems 
to be no reason why this development should not be extended. 

One further question about the composition of groups 
concerns their life-span. Are they to consist exclusively of the 
same members throughout, or are new members to be added 
from time to time? The closed or exclusive group tends to be 
more cohesive but is likely to have a shorter life-span as members 
leave. The open-ended group may be kept going indefinitely but 
has less of an identity and may also present problems of adjust
ment to new members. In practice most officers seem to favour 
closed groups or almost closed groups. 

A few technicalities of probation groups not already covered 
should here be mentioned. Groups are nearly always small, 
with between three and eight members. Some groups meet weekly 
but the commonest frequency of meeting is fortnightly with a 
very few meeting as'infrequently as once a month. The average 
length of a session is between thirty and ninety minutes for most 
groups, lengths being fixed by about half the group leaders, the 
others allowing some variability. The life of a group varies 
considerably from a few weeks up to two years. A substantial 
proportion seem to expire rather early, at under three months. but 
I.t":ose that survive this period seem to, have an even chance of 
continuing for anything from ~ix months to two years. 

The results of group work in probation are difficult to 
assess. In the first place, aims are varied and seldom clearly 
defined. In the second, the effect of groups as such and in 
isolation from other variables is all but impossible to measure 
with any hope of accuracy. Thirdly, little or no objective research 
has been attempted. The chief source of information about the 
value of groups is the reports of probation officers themselves, 
with all .the objections attendant on subjective reports. 

The impression gained is certainly a positive one. Very 
few groups are terminated because of unsatisfactory progress, 
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and most officers claim advantages of groups for purposes of 
assessment and treatment over the more traditional individual 
approach. Disadvantages are also recognised, but these seem 
to be fewer. Significantly. most probation oflicers with group 
experience express the intention of forming further groups in the 
future. How far these reports represent real achievement beyond 
merely expressing the satisfaction of the leadlers is of course 
impossible to say. 

The final point should be made that most I:>fficers recognise 
tImt, since not all probationers respond equally well to group 
situations, and others may have problems they are reluctant to 
disclose to the group, there may well be a need to provide individual 
treatment as a supplement to treatment in grou;ps. It could be 
claimed that this is the desirable situation for iall probationers, 
but the added burden to the officer must also be' considered and 
a measure of discretion allowed .him. 

Knowledge being as it stands at present, the conclusion to 
be drawn seems to be that groups are a promising development 
in the probation service and their possibilities are worth further 
exploration. In particular, more rigorous research into aims and 
benefits is needed so that future developments call be carried out 
to a rational plan. 

B. Group work ill hostels 

Part of the philosophy behind the setting 1llp of probation 
and after-care hostels is the notion that living in a small commun
ity can be a positive aid to personal development. Furthermore, 
a llostel would appear to offer an ideal ready-made group 
situation. It is therefore perhaps surprising that little systematic 
work has been done to establish group counse:lling or group 
therapy in such hostels. Most of these concern themselves pri~ 
marily with the daily lives of their residents, giving them a 
structured environment in which it is hoped that they will develop 
regular habits of work, recreation and so on, l,earning to live 
adequately within 111e law. Individual support is given where 
required. 

Only a few hostels have consciously introduced group 
methods, but their efforts are worth looking at and may provide 
the basis for furUler extensions of 11tis sort of work.. 

There seem to be two forms that hostel group work takes 
at present. One is the clinical approach in which therapeutic 
group meetings are held by a psychiatrist or other trained group 
worker, ana run usually against a background of psychoanalytic 
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theory. Residents taking part in such groups do so voluntarily 
and the method is considered appropriate for those suffering from 
emotional or psychiatric disturbance. 

The second approach is less formally therapeutic. Rather, 
group meetings and discussions between residents and staff form 
part of the life of the hostel, and there is no specially trained 
therapist to guide or interpret the interaction and group processes. 
Within this framework, different types of groups may form. Some 
hostels cater not only for ex-prisoners but for people with n 
variety of social problems and thus there may be separate groups 
dealing specifically with each problem. There may be an alco
holics group, a drug addicts group, a group of gamblers, as well 
as one of ex-prisoners seeking to keep out of trouble. Such "speci
alist" groups tend to model themselves on the style of Alco
holics Anonymous, with members expressing their difficulties and 
offering one another mutual help, advice and encouragement. The 
value of such meetings is that they enable people to identify with 
others sharing their problems but on the road to recovery, and 
from the group, members derive much needed social support. 

There is, however, a need for integration with a wider 
community, and to this end group meetings involving all hostel 
residents and staff are encouraged. Reports from one hostel in 
which such meetings are considered to playa very important part 
in the process of rehabilitation claim that involvement by residents, 
usually after initial resistance, tends to be high. Emphasis is 
placed upon each person recognising and taokling his own feelings 
and weaknesses, and members go through a sort of conversion 
process to the group's system of values .. Ex-prisoners are found 
to show rather more resistamce to this sort of situation than other 
types of resident, and young offenders in particular resist the 
assumption that they have problems needing treatment. The 
amount of resistance varies, however, and the approach seems 
worth pursuing, particularly amongst certain types of inadequate 
rather than actively anti-social delinquents. 

Although the value of much of the work described ':1bOve 
is recognised, one criticism is that some men cannot adapt to the 
demands of public discussion of their personal lives, and tend to 
withdraw from the situation altogether. :Furthermore, staff should 
perhaps receive some form of training in group dynamics before 
engaging on group work of this sort, so that members are not 
wholly dependent on one another for guidance. valuable as this is, 
but may have some external resource to call on. 

The above account is based on the very small number of 
hostels known to undertake group work, and the implication 

i 

i' 

ID 
\ ' 

! , 



62 GROUP AND COMMUNITY WORK WITH THE OFFENDERS 

seems to be that the field is a potentially fertile one, at present 
almost untouched, but one worthy of much further development. 

C. Family groups 

For many offenders, relationships with the family are a 
crucial element, and it is therefore necessary to work with the 
offender'S family. 

Within institutions, discussion of family relationships is a 
normal part of group work as of social work generally. Relation
ships to wife, fiancee, chidren and parents are discussed. If, for 
example, a member of a group has problems with .his wife, the 
group wHl help him to get a clearer understanding of those prob
lems. On the other hand, group members sometimes feel that 
it is very unsatisfactory that they then cannot talk to the relation 
involved. For instance, the wife may have something to sayan 
the matter and consequently the members of the group feel that 
more effe~tive work can be accomplished only if the family 
members in question are present in the group. 

Where members of families join such a group, the group 
works with its member and his family. Thus, for example, a 
non-understanding, over-protective, fussing mother (with all her 
well-intended friendliness, an essential factor in the son's diffi
cUlties) may be influenced in the direction of more adequate 
beltaviour by the understanding :(c',(tives of other group members. 
Here the accepting atmosphelc "£ the group plays an essential 
role, where the norms of the group are those of "understanding" 
and ~'support". The feeling of "sharing" common experiences 
with other relatives makes their influence more effective. 

Through the participation of family members, there are 
further opportunities for inmates to test "reality". Such situations 
can become tense and the role of group worker is crucial to helping 
the members work at the problems. 

Through such family groups, members of families get a better 
understanding not only of the individual client but also of what 
really is happening to the client during his stay in the institution. 
Hostility. mistrust and scepticism towards the institution, which 
easily arise on account of lack of knowledge and information, can 
thereby be diminished. 

Experience suggests that family groups seem to be of special 
vulue to those group members who feel rejected or misunderstood 
by their families and where there is some good will; clearly some 
preparatory work has to be undertaken before such groups are 
convened. 
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VI. Training 

From what has been written in this report it will be apparent 
that the success of any of the group methods described will depend 
on the ability of the group workers to undertake their work with 
a measure of confidence in the procedure. Much of this confi
dence will be gained from preparation for their work through 
training. In this section, it is not possible to give a detailed 
account of the training which would be necessary for each method. 
Facilities will differ from country to country just as there will be 
variations in each method. It is possible, however, to state some 
general principles. 

We have stressed that it is essential that those who have 
responsibility for initiating any form of group work should be 
clear about the objectives. Thus the proposal may be to introduce 
one form of group work with a limited aim within an institution, 
or it may be to introduce group work with the intention that it 
will have a significant effect on the working of the whole insti
tution. There are group methods whose effects could be more 
far-reaching than others, for example group counselling compared 
with group discussion. This distinction has important implications 
for training. In the former instance it may be necessary to 
engage a trained worker (or arrange for a suitable member of staff 
to be trained), whilst in the latter. since the philosophy of the 
institution is likely to be modified, it will be necessary to consider 
the training of the whole staff, for staff attitud~s, relationships 
and mode of working will be affected. It may seem a formidable 
task to train all the staff in an institution in order to prepare 
them for a new way of working, but this has been done in a 
number of member countries with considerable success. This 
approach can be extended to include training in the understanding 
of group relationships to all staff including prison officers during 
their initial training. The point which is being made is that it is 
possible to train an individual to undertake a limited task within 
an institution, or to train all the staff of an institution or penal 
system so that the organisation may make the maximum use of 
group procedures. 

We are faced then with the issue of training versus education. 
Our starting point may be to have some staff trained in the 
techniques of managing different kinds of groups. The understand
ing of these techniques will inevitably lead to a quest for further 
knowledge of, for example, the sociology of organisations, or the 
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psychology of human growth and development. Staff will become 
aware of their own personal development arising from their 
experiences as group workers and from their training. 

The trairting of group workers has been undertaken by those 
who are themselves skilled and practised in group work, usually 
psychiatrists, psychologists and social workers by profession. It 
is an advantage to have training staff who have themselves worked 
in the prison system or who are very familiar with it. 

The organisation of such training is not only the provision 
of special courses and basic training; it must incorporate a com
bination of traditional didactic methods with practical group 
experience. 

Specialist training in group work 

On the one hand, then, is the specialist training needed for 
those who are going to practise specialist techniques, e.g. group 
counselling, activity groups, group psychotherapy. In some of these 
cases (e.g. group psychotherapy), training is the function of outside 
agencies. In others (e.g. group counselling, activity groups) special 
arrangements must be made to train basic grade officers and others 
deemed suitable. Some reference has been made in Sections n 
and ill to the forms of training needed in respect of each tech
nique. Here certain general principles may be outlined in more 
detail. 

In the frrst place training in group techniques must be via 
group techniques. Didactic methods have their place since a 
certain amount of basic information has to be conveyed. Beyond 
this the main vehicle of training must be the group itself, i.e. via 
"sensitivity training" or lOT-groups". Resources may be found 
within a prison training organisation-among members of central 
training establishments who have themselves received specialist 
training or in outside agencies including university departments. 
There are grounds for encouraging the use of such outside agencies 
wherever possible since this is likely to be accompanied by a 
freshness of perception and a greater likelihood of up-to-date 
methods; inevitably s!lch contacts often bring new ide.<;:s. There 
is, however, a need in such cases for permanent or long-term 
contacts and for continuity of supervision. The introduction of 
trained specialists into an establishment can bring its problems 
too, especially when it is associated with the view that something 
very special is going on about which "untrained" staff know 
nothing. Staff jealousies and a split of the staff into specialists 
and non-specialists can easily follow; this leads to the second 
point. 
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Staff training and staff development 

The use of gr.oup techniques as a vehicle of training requires 
. us,. h.owever, to think of what we have in mind when we speak of 
tram mg. For these are not "techniques" to be learned and then 
~pplied impersonally. The individual staff member is inevitably 
mvolved as a: person, both at the training stage and later in the 
~ourse of his work. It is important to stress not only that training 
lS not merely a matter of teaching and learning techrtiques, but 
also that the common distinction between training and education 
is, in this connection, quite spurious. The process is an educa
tional one; indeed training, properly understood, is a matter of 
staff development. 

It is implicitly recognised, in practice, that a governor has a 
responsibility not only for the efficient running of his establish
ment but for the personal development of his staff members too. 
This dual resp?nsibility is rarely made entirely explicit, yet a 
management phIlosophy based on the principle of identifying and 
encouraging' personal motivations must bring the issue into 
the f@refront of consciousness. This has a number of further 
implications. 

T~e ~rst. is that traini~g seen as a process of staff develop
ment IS mevItably a contmuous process. Although reference 
has been made above to basic training, it must be understood 
that this must be complemented by a permanent staff training 
and development function, perhaps located in a specially design
ated training officer. Such an arrangement might also help to meet 
the second point, which is that a genuine concern with staff 
development is inevitably associated with a loss of some degree 
of predictability in running an organisation. Staff whose personal 
needs and growth are seriously being considered (and only such 
staff can make any real use of group and community ideas) are 
not being trained as functionaries, and it would be foolish to 
pretend otherwise. Obviously a balance between these two con
siderations has to be struck-the purpose then is to emphasise that 
in this and other respects, group and community methods properly 
applied are not consistent with ideas of the organisation as a 
machine, with each individual staff member a cog in that machine. 
What is a familiar line of thinking when the question is one of 
inmate management is perhaps less familiar when the question 
turns to the needs of staff members. 

Supervision 

R~~ere~ce has b~en made to supervision. The purpose of 
superVISIon IS to prOVIde support to the worker enabling him to 
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understand what part he is playing in the work of the group and 
providing an opportunity to develop his skills. A supervisor is 
himself experienced in the technique. 

VII. Evaluation 

General considerations 

Penal administrators must necessarily be concerned with the 
effectiveness of any method that they use or consider using in the 
treatment of offenders. However the complex issue of evaluation 
becomes. even more acute in the area of group and community 
methods, by reason of the variety of possible techniques, differ
ences between penal establishments 'in which they are applied, 
and perhaps above aU certain difficulties in establishing the 
objectives such method,s are expected to further. 

Effectiveness 0/ group and community methods 

Since group and community methods are generally referred 
to as forms of "treatment" it is reasonable to assume that they 
are expected to bring about basic behavioural or personality 
changes in offenders. In fact it is often surprisingly difficult to 
ascertain what these methods are designed to achieve. There 
is no common agreement, for example, that group methods are 
intended to reduce recidivism, and certainly research evaluating 
the effectiveness of group counselling in one member state gives 
no indiclltion of recidivism rates being reduced as a result of this 
method. It is often suggested that lacking positive results may 
be due to deficiencies in the application of the method (e.g. 
inadequate training of group leaders, structural hindrances to a 
group approach in the administration of penal establishments, 
insufficient support to released prisoners etc.) rather than to its 
rcal ineffectivenes in this area. A more convincing answer would 
be that research workers and practitioners agree that group and 
community methods can bring about favourable changes in· the 
attitude of the offenders, as well as in the general atmosphere of 
penal establishments. 

Specifically, these methods can bring about any of the follow
ing effects, whether intended or unanticipated: 

i. they may relieye anxiety and diminish the aggressiveness 
of inmates towards :itaff; tensions existing between staff and 
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inmates can thus be worked out in a way facilitating both man
agement and individual forms of treatment; 

ii. they give the sta:ff a feeling of involvement and help them 
to cope with the stresses inevitably involved in their work; 

iii. they may assist the introduction of change in establish
ments, progressively transforming traditional "vertical" structures 
into "horizontal" ones, involving consultation and participation 
of all members of staff in treatment programmes; 

iv. they help long-term prisoners to live through their 
sentences; 

v. they facilitate the~ preparation of inmates for life in outsid~ 
society. 

Conclusions 

In short, research (:valuating the effectiveness of group and 
community' methods needs to take into account not only the 
official purposes which each method is primarily intended to 
achieve, but also its unanticipated but probably useful jUllctions. 
In fact it is difficult to see why such functions should not be raised 
to the status of formal objectives. 
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· ORGANISATIONAL CHANGES 
IN PENAL ESTABLISHMENTS 

IN CONNECTION WITH THE INTRODUCTION 
OF GROUP WORK 

by Dr P. Allewijn 
Head of Prison Administration (Netherlands) 

The tradiiional organisation of a penal establishment 

The introduction in penal establishm~nts of activities per
formed in groups, including methodical group work, will certainly 
affect the whole atmosphere of the institution and also the 
organisational structure of the. establishment. 

The organisation will have to be adapted to the new con
ditions. It is, however, wiser to consider in advance what organ
isational changes will be necessary to accommodate basic changes 
of this sort in penal treatment. In this way unnecessary tensions 
may be avoided. 

We shall endeavour to indicate, from practical experience, 
what organisational measures can be considered when the principle 
of group activities for prisoners is introduced in a penal 
establishment. 

Naturally, the extent and intensity of the measures will 
depend on the intensity with which such work is put into practice 
in the institution. 

A description of this sort must of course be rather generalised, 
but we shall try to express as concretely as possible the procedure 
followed and the thinking on which it is based. 

When we speak of accommodating these changes by struc
tural changes in organisation, it is presumed that there is, in 
general, a certain structure common to most penal establishments 
which is not conducive to the practice of group work among 
prisoners. Thus we should .be able to take this traditional prison 
organisation structure as our basis. 

Although there will no doubt be many variations in practic;;. 
it can be postulated that such a traditional'organisation structure 
exists in prisons just as it does in commercial and industrial 
concerns. 
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In general it can be said that the military organisation which 
provided the model for industry was also the basis for the 
organisational structure of the penal establishment. 

Without going into details, it can be stated that a military 
organisation is characterised by various self-evident principles, 
namely unity of command and of execution of commands and 
facility in supervising that execution. Unity of command and of 
execution of command are best achieved where each man is under 
the direct command of one supl!rior only and, conversely, where 
each superior has a clear idea of the body of men for which he is 
responsible. 

This latter point facilitates the supervision of the execution 
of orders and the whole system is based on strict discipline. 
Thus the military system is known as the authoritarian or com
mand organisation. The structure of such an organisation has 
a pronounced vertical character and is generally referred to as the 
line-organisation. It is reproduced in diagram form as follows: 

It is clear that this organisational model was adopted by the 
business world when the larger concerns were founded, since the 
principles on which they were established were at first little dif
ferent from those of the military orga:1isation. 

In general, penal establishments have adopted a fairly strict 
form of the military organisation outlined above. 

There are various obvious reasons for this: 

1. When prisons were introduced as instruments for combat
ing criminality, the main concern was to punish offenders. This 
was not only to chastise the wrong-doer, but also to provide a 
general deterrent. Military organisation, characterised by strict 
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order and discipline, was very well suited to give imprisonment 
a punitive character. . 

2. It was also widely believed that strict order and discipline 
had an important educative value; this belief is still widely held 
today. 

Thus a vertical, military, organisation structure offered the 
double advantage of being capable on the one hand of providing 
discipline and punishment and, on the other, of having an educa
tive effect. 

This penal philosophy was probably based on existing prac
tice that a:Iready applied the tenets of military organisation. After 
aU, putting and holding in prison are activities traditionally associ
ated with the army. Partly as a result of this way of thinking, 
army officers or retired army officers were-and still are-placed 
in charge of penal establishments in many countries. 

However that may be, the application of military organisation 
to the pri30n system has led to the prisoner being ranked at the 
very base of the hierarchy and being traditionally regarded as the 
lowest element of the organisation, who had to do only what he 
was ordered to do, no regard being had to his thoughts or feelings. 
The structure was as follows: 

Present-day views, however, differ considerably from those 
outlined above. There are two essential differences: 

1. The view that deprivation of liberty as such, and not the 
prisoner's treatment during detention, is the real punishment-this 
view is gaining ground all the time. 

2. The view that the prisoner's treatment must be determined 
by the need to create the most favourable conditions for his 
reinstatement in society. 
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In the development of these views we see a clear dive:rgence 
appear between the aims of the military and industrial organis
ations on the one hand and the penal organisation on the other. 
In the former the objective lies, as it were, outside the organislation: 
it ,is the winning of a battle or the marketing of a product. 

Objective 

And, in fact, this was also true to a large extent of the ptmal 
organisations. 

Here the external aim was the deterrent effect on society of 
the manner in which the prison sen,tence was executed. 

According to the new views on the aims of penal establish
ments, the objectives are much more inward-looking, as it werel. 

Now the main concern is to influence the prisoner so that 
he will function better within society. This can be expressed by 
the following diagram: 

Objective 

Prisoner 

This diagram is, however, based on the principle that, al~hou~1h 
views have changed, the vertical organisation structure IS shll 
clearly the most natural structure for penal establishments. 

Eoweve( it is better to adopt a circular diagram in whicb 
the objective-the prisoner himself-forms the central point in 
relation to the organisation (direction and staff). 
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Development in practice 

There are three reasons why the strictly vertical organisation 
structure persists in penal establishments. 

1. Although new ideas on penal treatment are concentrated 
on the restoration of the prisoner's relationship with society and 
his social responsibility, deprivation of liberty is nevertheless still 
the basic condition. This means that security remains a necessity 
and the vertical line organisation is ideally suited to the efficient 
maintenance of security; for with tIus organisational structure 
there is unity of command and facility in the supervision of the 
execution of commands. 

2. Given the fact that a relatively high proportion of the 
prisoners display deviant behaviour characteristics, and the 
deprivation of liberty is always unnatural, keeping life running 
smoothly within a penal establishment is a far from easy task. 

3. Even when the positive treatment of the prisoner is con
sidered to be important, the vertical organisation may be main
tained where there seems to be no other way to influence the 
prisoner than by imposing discipline, and by training him to 
observe rules in the expectation that this will condition his behav
iour so that he will later observe the rules of society too. 

With these new views on penal treatment, we are now seeing 
a change of policy on the part of directors and staff, this being 
motivated by the duty to guide the prisoner successfully back 
into society. 

The methods of working with prisoners are also changing. 
The time prisoners spend in their c~lls is being reduced. Outside 
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working hours (work was once considered to be part of the 
punishment), prisoners can engage in sport and educational ~nd 
cultural activities. Ostensibly, it would seem that methodIcal 
group activities are already being employed. But this is usually 
not the case; these communal activities are simply incorporated 
into a system of behaviour-conditioning, of rules and sanctions, 
and the vertical organisation structure can be strictly maintained. 

The development of the behavioural sciences 

It is clear that the development of the sciences concerned 
with human behaviour, that investigate the causes of different 
kinds of-so-called-deviant behaviour and the ways in which 
hUman behaviour can be influenced, has had, and still has, a 
great impa~t on the w~?le field of human ~0lD:mun~cations, .and 
especially JO communltles where commUnIcation IS espeCially 
intensive, such as the family or firm. 

However, these developments would seem to have made little 
impact, in the past, on penal establishments. This is understand
able, of course, since the notions of security and order had bec?me 
deeply rooted there. This lack of impact c~n also be explam~d 
by the fact that directors and staff found 1t hard to reconcIle 
deprivation of liberty with positive treatment. 

At best-and often in spite of personal experience-tho.se 
in authority believed that a disciplinary approach on a st~Ict 
hierarchical pattern was the best way to ensure better adaptatIOn 
to free society. 

Behavioural scientists and penal establishments 

Progress in the behavioural sciences led to the development 
of ways and means of influencing behaviour which were not based 
on conditioning or enforcement of fixed rules. It was, however, 
difficult to incorporate the new methods into the existing structures 
of penal establishments. 

No wonder, then, that the first behavioural scientist to pen
etr/He beyond the walls of penal establishments had to face 
considerable resistance. This resistance arose from the need to 
safeguard the organisational structure, so the behavioural scientists 
(psychiatrists. psychologists and sociologists) were kept, as far as 
po~sible. at arm's length. 

In this respect the director of the pen~ est~b.lishment .had 
already gained Some experience-namely wlth spmtual adVIsers 
and pdson doctors-and his defences were already organised to 
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a certain degree. The influence of the latter experts had been 
restricted to their personal contact with the prisoners, one excep
tion in respect of the spiritual advisers being the church services, 
an exception that was not always welcomed. 

However. there was no development of the so-called staff
and-line organisation, as adopted by the army and industry. i.e. a 
structure whereby the direction is continually advised on policy 
by specialists in a separate organisation known as the "staff". 

The influence of behavioural scientists in penal establish
ments was not only limited in that they were only allowed contact 
with individual prisoners-they frequently remained strongly 
individualistic among themselves. 

This was due net only to a divide-and-rule policy on the 
part of the directors of the penal establishment, but also to the 
competition between the various disciplines which put themselves 
forward as behavioural sciences. 

The fact that, for various reasons, most of the "staff" spe
cialists were only employed part-time by penal establishments is 
a further reason why the specialist remains an outsider, and the 
vertical organisational hierarchy persists in most penal establish
ments. 

Changes in the traditional organisational system and methods of 
penal establishments 

There are two principal reasons for the gradual movement 
away from the traditional organisational structure as described 
above. 

In the first place, experience and scientific research have 
shown that the traditional form of detention may be responsible 
for a number of so-called prison neuroses in the prisoner, which 
wjll reduce rather than increase his chances of resocialisation. 
We cannot describe these here; further information can be found 
in 'literature on the subject. We could, however, group these 
neuroses together under the term "institutionalisation". There 
are clear indications that efforts are being made to prevent prison 
neuroses from developing too strongly. 

These endeavours, which emanate from the direction, are 
having a marked effect on the organisational structure. In particu
lar there is increasing integration of the staff specialists, since the 
direction requires more and more advice as the rigid line organ
isation is made more flexible. 



78 GROUP AND COMMUNITY WORK WITH THE OFFENDERS 

A second reason is the desire to find an alternative mode of 
therapeutic treatment in place of the traditional behaviour-condi
tioning, the customary repressive system. The behavioural 
sciences now offer alternatives which mainly consist of group 
work methods. Without wishing to go into these methods in any 
detail it can be stated that one feature they have in common is 
the d~velopment of a dialogue between equals, the prisoners being 
encouraged to express their thoughts and views and being given 
the greatest possible opportunity to influence prison life and to 
bear joint responsibility for the form it takes. 

Even in penal establishments where such methods are employ
ed only to a very limited extent and outside the organisational 
framework, we can observe them giving rise to a certain effect 
which tends to modify the organisational structure. If there is 
no way of changing the traditional structure, tensions arise, with 
the result that the valuable effect of, say, group therapy is lost 
and frustration is produced instead. 

It goes without saying that if one wishes to introduce new 
methods for the treatment of prisoners, such as group work 
methods, and to integrate them into the working of the penal 
establishment, it is most definitely important to consider in what 
way the consequences of such changes can be absorbed by the 
organisation. A number of organisational measures will now 
be discus&ed which have in practice been implemented to accom
pany fundamental changes in the therapeutic effect of the prison 
system, while deprivation of liberty and thus security have, of 
course, been maintained. 

Concrete measures designed to modify the traditional organisation 

Introduction 

Although some practical experiences are described below, 
it should not be imagined that the institutions where efforts have 
been made to achieve an integrated introduction of group work 
as a therapeutic method were formerly old-fashioned or particu
larly strict. The first was an institution with accommodation for 
150 young offenders. It was reasonably well equipped as regards 
both the prisoners' living quarters and the facilities for work, 
sport, dramatics, films, handicrafts etc. There was a good atmos
phere, and having regard to the character of the prisoners-serving 
sentences of 1 to 3 years-everything ran much more smoothly 
than might have been expected. 
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Nevertheless security was an important element and the sys
tem was based on the rewarding of virtue and the punishment of 
evil. 

Demarcation of treatment and security 

One step for which the pros and contras were carefully 
weighed against each other was the division of the function of 
the warder into two parts, that of the new-style warder primarily 
charged with security, order and domestic duties, and that of the 
"group leader" primarily charged with treatment as the permanent 
leader of a more or less definite group of prisoners. 

It was considered to be important for the achievement of a 
sound socio-therapeutic atmosphere to abandon the ambivalent 
function of the old-style warder. 

A further great advantage was that it was then possible to 
attract people of a distinctly higher calibre to whom it would be 
possible to impart greater knowledge of institutional treatment 
and who would also have completely different reasons for being 
interested in the treatment of prisoners. This made for a distinctly 
different attitude on the part of group leaders. 

This measure should not be seen as making an absolute 
division. Indeed, the group leader and the warder work together 
in many parts of the establishment, the warder even taking the 
group leader's place at times. 

It could be said that a warder is an officer responsible for 
the maintenance of security and order, with some understanding 
of the treatment element, and that the group leader is an officer 
whose principal concern is treatment, but who has understanding 
for the framework within which work must be performed, i.e. 
deprivation of liberty. 

Co-ordination between group leadership and work 

In most penal establishments the work engaged in by the 
prisoners forms an isolated element within the organisational 
set-up. This is probably due to the fact that the main conCern 
here js production. The work section of a penal establishment 
has its own personnel who are in no way connected with the 
warder. The introduction of group work means that the work 
process becomes part of the treatment.. For this reason, measures 
have been taken to ensure good communication between the group 
leaders and work section personnel. Moreover, the work element 
was invested with a stronger therapeutic function in a group
dynamics context. 
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The integration of the specialist staff and the co-ordination of 
their activities 

The most important organisational measure was to place 
the main responsibility for the whole treatment process in the 
hands of the specialists. The specialist staff engaged for this 
purpose consists of a psychiatrist, psychologist, social worker, 
doctor and spiritual advisers. 

The specialist staff as a body has three responsibilities: 

1. to communicate with each other about indirect contacts 
with the prisoners; 

2. to advise the prison personnel on group work and to 
suggest possible ways of resolving difficulties encountered; 

3. by request or recommf;ndation, to advise the cLrection 
on all affairs of a general nature concerning the institution. 

From this list of responsibilities it can be concluded that the 
specialists have been allotted an important position in the estab
lislunent. The really new element was that the specialists were 
given the task of advising the executive personnel in particular, 
such as the group leaders, workshop staff, and also the warders, 
on how to tackle problems concerning the prisoners. 

The specialists we:e also required to consult regularly with 
the director and his assistants. As the specialists could themselves 
take the initiative and no restrictions were in fact laid down as 
regards subjects, the staff were in fact an integral part of the 
structure and, in their role as advisers, were partly responsible for 
the running of the institution. 

Co-ordination of treatment 

Staff meetings were no longer hC?ld, as they had been pre
viously, under the chairmanship of a member of the direction. 
A separate "treatment-advice co-ordinator" was appointed and 
made responsible for preparing and presiding over the meetings, 
as also for maintaining contact with the executive officers, who 
submit written reports on their work. These reports: are edited by 
the treatment-advice co-ordinator and made suitable for perusal 
by the staff. He is also responsible for communicating the results 
of the staff's deliberations to the personnel concerned. This is 
done directly. by-passing the director's &ffice, in so far as the 
staff's conclusions are of a general directive nature. The organ
isational structure thus becomes mOI'G horizontal, and if we repre
sent the above-mentioned set-up in diagram form, we get the 
following picture: 
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Staff 

.-------..... <- - - - - -
Security staff 

Domestic staff 

Administrative staff 

Group 
leaders 

The direction's functions 

/ 

/ / Treatment-advice 
coordinator / / I 1.-.. ___ -1 

/ / 
/ / 

The responsibilities of the three-man direction have also 
been revised, its functions being classified. as follows: 

a. functions connected with the general management of the 
prison. policy, personnel, communications etc., which the director 
performs as overall manager of the establishment; 

b. functions connected only remotely with penal treatment 
(se~urity, i~ventory, administration) which are performed by the 
aSSIstant dIrector responsible for prison administration; 

c. functions directly connected with the treatment of the 
prisoners (work, day-to-day care of the prisoners) which are 
perfu.med by the assistant director responsible for treatment. 

However. so that a balance may be preserved between secu
rity, internal administration and treatment, this division of tasks 
between the directors should not be allowed to lead to intensive 
specialisation. 

I hope t.hat this has given you some idea of the structural 
changes which have been initiated in the Netherlands prison sys
tem, changes which need, by their very nature, to be carried out 
with the utmost circumspection. 
. Although we cannot yet boast of long experience, the results 

gIve every reason for satisfaction and encourage us to continue 
along the same path in the future. 
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TIlE ROLE OF CENTRAL 
conRECTIONAL ADMINISTRATIONS 

IN PROMOTING CHANGED APPROACHES 
IN THE HANDLING OF OFFENDERS 

by Mr Gunnar Marnell 
Regional Head of Corrections (Sweden) 

I. As to the work in prisons 

1. The situation 

According to the United Nations "Standard Minimum Rules 
for Treatment of Prisoners" the o.ffender is deprived of his liberty 
as punishment. and the suffering inherent in such a situation 
should not be aggravated by punitive measures. On the contrary 
the offender should-within the framework of his imprisonment
be given a treatment that will enable him to edjust socially Rnd 
not relapse into crime. Reality, however is somewhat different. 

With relatively few exceptions the deprivation of liberty is 
still carried out in forms which are more punitive than therapeutic, 
at least in the opinion of the inmate himself. Even in penal 
institutions of a more progressi"le type one still finds punitive 
measures side by side with therapeutic ones. And when changes 
occur there often are alterations of a more superficial character 
in order to improve the living conditions of the inmates. These 
may be very important in themselves but changes in treatment 
wUl not automatically follow. "It is not easy to find any 
particular trend in the institutional treatment of offenders. In 
my. opinion we have had no important changes in the basic 
philosophy of this part of correctional work during the last 
twenty-five years. What we have got is some changes in the 
prisoners' physical environment and standard of living. But 
changes of this kind (e.g. in Sweden) are nothing to be proud 
or-they are only a natural result of a better standard of living 
in the society as a whole." 1 * 

As to more accommodation and visit conditions, there still 
is a heavy burden of inherited security-coloured r(mtine. Solitary 

• The footnotes to this monograph are found at p. 94. 
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confinement, .f0~ in.stance, is still used in Sweden to a higher 
extent. than IS Justified by security reasons. Visiting facilities 
have lD1pr~ved, it is true, especially in open establishments, but 
ther~ ~e 10 Sweden several closed prisons where there is no 
possIbihty of sex contact. 

.When, as. now ~n Sweden, public opinion through the mass 
medIa sho,,":s ~tself m. fa~our of a radical change of the prison 
system as It IS functlonmg today, the prisoners naturally feel 
themselves strongly backed and go on strike to get rapid change . 

. For a year. n?w. they have given up work strikes, which are 
forbIdde~ f~r dls~Iphnary reasons, and instead use hunger strikes. 
By. negotiatlOn Wlt~ representatives of the prison board, the staff 
UDIO?S, the correctional regional directors etc., the inmates have 
obtamed several results. The most important of these seems to be 
t!tat a gene.ral permission has been given to the inmates' representa
t~ve. councIls .(F~rtro~lldert'Jd) to keep in continuous contact with 
SimIlar orgamsatlOns III other prisons. They can therefore act with 
solidarity. The prisoners also have organised themselves in a 
state-wide association, called "United Prisoners' Central Organ
isation". 

!he ~itu~tion as to the handling of prisoners has been char
acterIsed III dIfferent terms. For instance, it has been said to be a 
state of transiti0!l from punishment to treatment/ though often 
however, more lIke a state of compromise between punishment 
and treatment.2 

Other descriptions are: 
as a stage of cOllfusion because of the clash of ideologies; 3 

a~ . a state of conflict between psychiatrists and prison 
authonties; , 

~ a chaos of n~rms: "It is not merely a question of different 
termmo~ogy or details of treatment, it is a question of different 
standpomts"; 4 

as a deadlock; 
all of which indicates an unsatisfactory state of affairs, implying: 

2. The need for change 

a. ~en ~ person r~ceives a sent~nce of imprisonment, its 
length IS deCIded accordmg to the seventy of the crimes committed 
not according to his need for personal treatment. After tria{ 
however, the individual need for treatment should be the focai 
interest, in accordance with the United Nations' rules mentioned 
above. This is the case only in a few exceptional institutions. 
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Uf'uaUy there is a strong tendency to treat e~erybody ~ a uniform 
way This is looked upon by the staff as Just handling because 
all ;hould be treated as equals and at the same time the sta~ is 
spared from considering security aspects at the first allocatlOn 
decision by having the same security measur'\!s for all new~m~rs, 
Both high and low escape risks are very often kept under sImIlar 

" security conditions. 
Unduly severe security measures in th~ initial st.ages, must 

be avoided if the new inmate :is not to expenence the sltuat~on. as 
purely repr~ssive an? p:-mitive, which fr~I!1 ~e very begmnmg 
must hinder any motlvation towards rehablhtatlOn, 

b. As mentioned above the treatment of the pris?ner S~Ou~? 
"enabje him to adjust socially and not to relapse mto -cnme . 
But to put it like this is appropriate i.n a ge?eral programme 
but far too vague as a goal to be useful m practical work. 

The objectives of the treatment of prisoner~ must be clarified 
nnd specified in order to activat~ b~th sta~ and mmates .an~ make 
them aware of what selected objectives mIght deserve prIOrIty. 

Instead of extensive, vague goals it is better to get th~ ta~ks 
stated in solid plain words as they appear t~~ougl: ~~e d}ffe~mg 
needs of prisoners. Some suggestions as to partial objectives 

are: 
Developing communication abilities, including the sexual 

area (by affording communication facilities; unsupervised and 
if possible conjugal visits, free letter writing, free acces,~_ to 
telephone. frequent home leaves etc.); 

Helping solitary prisoners in gettin~ cont~~ts with individuals 
or groups (by an enlarged system of prIson vlSltors); " 

Performance of different roles-as part of the prison com
nnmity-as son, as husband. as father, as worker and so on 
(by observing and discussing Hstylc". appearance, manners etc.); 

Resolving conflicts (by liste-ning and talking instead of 

fighting): 
Resolving problems (by considering alternatives); 
Promoting the taking of responsibility (by initiating as far 

as possible units of self-governing" groups, consisting of both 
prisoners and staff). 
c The authoritarian pattern of relationships within the staff 
li'ierarchy must be replaced by a democratic one/ 

In most prison establishments managed in a traditional 
llierarchical way norm conflicts have been hidden and therefore 
everything has seemed to be quiet on the surface. As 1)oon as 

If 
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institutions have tried to replace a strong authoritarian system 
by a more democratic one, all the conflicts, however "have become 
unveiled. This in turn has created severe tensions' both between 
different groups of staff members, between the staff and the 
prisoners and often even among the prisoners themselves. Com
pared with the old days when prisoners were kept under solitary 
c?n~em~nt, th~ :inm~tes in today's prisons mostly live in asso
CIatIon w1th fellow prIsoners and have opportunities all the day to 
communicate freely. 

As a result of understaffing and long-standing opposition 
between prisoners and officers, this openness sometimes has been 
judged to be dangerous. This might, however, be taken as a 
reason for change, and not the contrary asMr Dupreel concluded 
in Strasbourg in 1965: "Community life in prisons had created 
a prison~r sub-culture. It was open to question, therefore, 
whether, ill order to establish direct contact with the prisoner, 
cert~in forms of iso}ation should not be revived, thus eliminating 
the mfluence of envIronment." a 

d. Improving the staff and inmates' relationship and mutual 
acceptance through closer association between them (also at meals 
and coffee time) 1 and through sharing in the business of prison 
management, using as far as possible small wards and small 
institutions. The role of the individual prisoner and staff 
members alike as part of the community must not be overlooked 
but be used in a constructive way along the lines of the therapeutic 
community. 
e. Group work must not be limited in the traditional way to 
group therapy. group counselling or activity groups. All sorts 
of grouping of different size and kinds ought to be encouraged, 
inc1uUing regular community meetings. Such meetings, although 
more of a discussion character when treatment experts are not 
available, meet the perma*nt need in institutions for communi
cation and mutual information. 

Staff members of all grades should be encouraged to feel it 
natural always to act in an unstructured and informal way by 
using ~'real life" and Hhere and now" situ:1tions, for an hour 
of tllerapy may be all very well but an open understanding of the 
problems in an institution leads to a demand for what has been 
called "the other twenty-three hours of treatment", 

3. Obstacles to change 

a. A general view 
Most individuals are-for different reasons-consciously or 

unconsciously against change in their work situation. This 
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becomes still more apparent especially in "people helping" pro
fessions in which changes have ideological implications or are 
experienced or interpreted ideologically. In this respect profes
sions centred on human relations often reveal tensions. These 
tensions are easily intensified when change-regardless of its 
content-is suggested. This phenomenon can appear in hospitals. 
among people like doctors and nurses, who by training and 
tradition are identified with treatment and as an integral part of 
their task have always to try to refine their methods of treatment. 
No wonder it is far more difficult to bring about changes of 
approach in the treatment of offenders, especially in the work 
inside prison establishments. 

One criminologist interested in the problem of change is 
Thomas Mathiesen. In a paper on "Problems and possibilities 
for the future" (given at the third European Conference of 
Directors of Criminological Research Institutes in Strasbourg, 
1965) he underlines the importance of the problem by concentrat
ing on change and resistance to change, which in his opinion must 
be looked upon "as a major problem for future research" (p. 63). 
Mathiesen emphasises that there is hardly resistance to all kinds 
of change in custodial regimes. ''1 am not", he continues, "going 
to suggest to you that custodial regimes have an intrinsic tendency 
towards traditionalism, towards resisting all kinds of changes. I 
am only going to suggest that certain kinds of changes are resisted 
by the participants-namely those that threaten certain vested 
interests that participants have in the status quo ... " He under
lines, further on, that "the implementation of the modern prin
ciples and policies of a professional treatment rehabilitation 
personnel are particularly threatening. I will therefore concent.rate 
on this kind of change in structure and goalsetting of correctional 
establishments. Of course, the concept (.>f treatment is a Cllorny 
one to define in precise terms", he says, and illustrates what he 
means by emunerating examples of the kind of treatment efforts 
he has in mind, namely "group counselling programmes, group 
therapy programmes, ideas about the therapeutic community as 
well as various forms of individual therapy, including psycho
analysisH. a 

Further on in his paper Mathiesen describes different kinds 
of refined techniques counteracting change or neutralising inno
vation, e.g. "absorption". "postponement", "deflation" and "co
optation", all very illustrative examples of how resistance to 
change can be effectively hidden under a pretended will of change. 

b. On the central administration 
What a correctional administration can do has some final 
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limits set by the nature of. legislation, the budget and other 
constraints or requirements from the Ministry of Justice. 

The administrator therefore cannot always act in accordance 
with his own convictions." This observation, however, is entirely 
commonplace. People at all levels now and then have to face and 
solve conflicts of loyalty. The higher the position, the better are 
the chances of the incumbent to argue and convince superior 
authorities. 

There are, however, other obstacles to change. 
In understanding treatment and the necessary conditions for 

promoting treatment it is of the greatest importance that officials 
responsible for planning have an educational background which 
can help them to find adequate solutions and means. From this 
point of view the dominance of legal training in the central admin
istration is worth noticing. In the Swedish Correctional Board 
nearly all people in leading positions have a legal training (about 
thirty!). Apart from them there is one psychiatrist and one 
psychologist and some few officials with a diploma from a 
university social school. This emphasis on legal training in fact 
has been experienced as a drawback. In this context, however. 
it is to be noted that a person experi~T'~ed in the treatment of 
offenders has been nominated as leader of a special section for 
development questions, recently organised. One hopes that this 
expert may be able to influence policy questions. 

People with a law educatif':l believe as a rule in the theory 
of general prevention and hah" a judicial normative frame of 
reference. All this, however, goes rather against a treatment 
approach, which on the contrary presupposes the individual pre
vention theory and a behavioural scientific frame of referencr.. 
It is, with the ideological background here mentioned, quite natural 
that someone from the central administration is apt to expect 
conformity-obedience to programmes designed for equal appli
cation in all institutions, irrespective of differences as to location, 
the character and capacity of the governor, traditions. local practi
cal conditions, "climate" at the time and so on. 

Thus a year ago in Sweden directives were given for the 
organisation in establishments of consultative committees with 
equal staff and inmate representation. But the wide consultative 
purposes of these bodies were limited by formal provisions which 
exclude spontaneous personal interaction.to Another example of 
what can happen when officials of a behaviourally scientific orien~ 
tation have not had any decisive influence is that new prisons 
in Sweden. for instance, are of a highly technical design but the 
effect obviously is . an alienation between prisoners and staff. 
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Smaller open prison establishments sometimes also are strtlctured 
in a strange way for routine. This happens when the treatment 
policy is based on generalised theories on the part of the admin
istrator. A prisoner who had proved a failure in an institution 
known for its exact classification system explained his failure by 
saying tbat the institution was an automaton and that he himself 
was a coin that did not fit into the slot. 

Central administration offices are as a rule situated far away 
from the prisons, which reduces their possibilities of getting suffi
ciently comprehensive information. Temporary visits to insti
tutions do not entirely eliminate this drawback as they often are 
caused by violations of the regulations in force or by complaints. 
Hence tIle inspecting officials mostly meet an institution under 
strain. Often the inspectors conclude that the rules have not been 
followed ill a adequate way. Practice must be brought closer in 
accordance with the paragraphs in power, they claim, when in 
fact the proper thing would be to recomlider the sort of regulations 
that have been "broken". On the other hand central admin
istration has an interest in keeping the statlls quo, which means 
as the most important thing smooth administration of the 
institutions. 

c. On the local level 

Prisons are in all respects founded on a solid ground of 
distrust. A consequence is that in prisons the acceptable way 
of how to behave is formally regulated by a network of paragraphs 
operating to the same extent, I think, for both prisoners and staff. 
These rules are used by each side to control the otller-to the 
detriment of good relationships. Certainly there must be some 
regulations in order to create safe guarantees foi' the inma.tes 
against pure arbitrariness. but hundreds of paragraphs cover~g 
all routines of the day take away both self-respect and-stIll 
worse-the desire to take on responsibility. Such a system also 
is apt to diminish staff capacity to take initiatives, and this is bad 
ill treatment contexts for it also hinders change. 

Usually the work in prisons is split up into many separate 
(unctions, each of which has its specialist among the staff. There 
are the governor and the deputy for decisions as to discharge, 
discipline and so on. the social worker for social problems in 
connection with the prisoner's family. the doctor for medical care, 
the principal officer for security and so on. Everything usually 
is kept in good order by this system. The drawback, namely that 
nobody knows anyone in a deeper sense, seems not to worry 
anyone. If one wants to promote a treatment approach the 
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inmates must be brought together in smaller groups with a leader 
-responsible for all functions. If not it will be impossible. to 
preserve continuity and all individuals become depersonalised. 
The lack of acknowledged communication channels upward 
towards the central administration is often experienced as a 
further disadvantage. 

4. Essential points in promoting change 

a. In the field of corrections the traditional frame of reference 
is a judicial normative one. I think it is urgent that this should 
be replaced by a behavioural scientific frame of reference as a 
necessary starting point in promoting a treatment approach. 

b. A unified education for administrators and senior officials 
of the prisons is urgently required. What should be done is to 
recruit more officials with education in behavioural sciences, an 
education which could be supplemented with some courses in 
administration. Officials with legal training could in .. addition be 
given special training in behavioural sciences. This is of special 
.interest having regard to a recommendation of the Council of 
iEurope saying that those responsible for administration should 
be in frequent contact willi research workers. 

Referring to this need for collaboration between research 
workers and administrators, Nils Christie (Strasbourg 1968) has 
observed that there are sometimes difficulties of communication. 
There were, he explained, the differences of education, of back~ 
ground and approach between sociologists and administrators. 
FUlrthermore, certain institutions had been created by adminis
trators in the belief that they would be effective. It was none too 
ple~;sant for such administrators to see their own work proved 
ineffective by research workers.ll 

c. Training of prison staff regularly takes place at staff 
colleges, where separate training courses are arranged for different 
categories, prison officers, principal officers, workshop instructors 
and so on. I think the basic training probably cannot be arranged 
in any other way. As a complement, however, to this, it would 
be worth while to train one establishment after the other in such 
a way that the whole hierarchy, from the governor to the officers 
throughout the ranks, was included. By such a "vertical" com
position of a group of staff for training on the spot where they 
have to collaborate daily, the participants just have to face how 
they are inclined to meet the prisoners in concrete treatment 
situations, to realise if and why they are apt to judge· conflicts 
and problems in different ways, to learn how to improve com-
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munication and so on. When it comes to the treatment of clients 
the learning process second to none is that, as Maxwell Jones puts 
it, "you learn when something happens to you". For teachers as 
well it must be important to experience training and its effects 
according to this model. Otherwise-by the traditional system
they themselves run the risk of becoming alienated from the field 
they ought to be effectively familiar with. 

d. The role of the prison officer. Against this background 
it goes without saying that all categories of the staff-as in Sweden 
-should be included in treatment process. For everybody 
concerned in the treatment of prisoners the task is twofold
control and contact. Until recently neither the prison authorities 
in the central administration nor those at the local level have 
tried to give the prison officers a more treatment-oriented role. 
1 think therefore that it is a wise strategy (practised right now in 
Sweden) to strengthen the role of the officer by giving him 
opportunities to share treatment responsibilities with other staff 
in special consultative meetings. We are looking forward with 
great interest to see if this attempt will work. 

e. The role of the inmate must be improved. He must be 
accepted as a human being in a new way, as possessing equality of 
rights with his fe110w beings, of course within the self-evi.dent legal 
framework 'given through his sentence. In principle this is stated 
in the Swedish law which regulates the treatment of prisoners. 
To reassure the inmates that the statement in the law actually 
shaH be enforced, I think: it is necessary to accept them in a 
democratic way and accept their influence in the process of 
decision-making as far as possible. This is actually supported 
by the Swedish prison officers' trade union. It is also consistent 
with a broad trend in the society of today towards accepting 
different gtoups, earlier in a completely powerless situation,. as 
participating with administrators in dealinf with their ow~ ~ltu
ation, e.g. patients' democracy, students democracy, mtlltary 
democracy and so on. 

f. The role of expertise 

It is more than a common saying that the real expert in 
treating prisoners is the prisoner himself. His role has been 
overlooked and so also the role of the relations and the acquaint
anceS of the prisoner. All must be included in the process of 
reltabilitation, and that means the necessity of opening up the 
pnsoi}s-a point which especially has been underlined by the 
Dutch member of our groUp, P. Allewijn. 
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By this I mean not only that the inmate has a special 
capacity in understanding his own problem but that he should 
be actively involved in treatment according to the model "Using 
criminals to reform criminals", recommended by, among others, 
Donald Cr.essey.ll&, . 

As to experts in a more narrow sense it must be recognised 
that psychologists, psychiatrists, sociologists and so on never will 
be available in sufficient numbers nor will it be possible for finan
cial reasons ever to get ~s many specia1is~ as would be desirable. 
Therefore it is necessary to economise with the people we get and 
in the first place use them in helping other staff to function in a 
sensible way. (psychiatrists, for instance, often feel themselves 
used just to take care of difficult cases and make things easier for 
the prison governor.) 

I should like to add, however, that at least a small number 
of these experts should be kept as "outsiders" in the sense that 
they woqld be free in relation to the chief of the institution but 
regularly go visiting it in order 1. to help the staff in handling 
their interpersonal relationships and 2. to suggest alterations, when 
necessary, in the organisational structure of the establishment 
concerned. 

g. The role of pressure groups 

Within the Scandinavian countries specially organised pres
sure groups have bei)'1n formed in recent years with the object of 
reforming the conditions of prisoners and. as a matter of more 
long-term policy, of getting the whole system radically altered. 
These groups consist "f both registered offenders Rnd other people, 
often criminologists and either scientifically-minded men and 
women. They have provoked a lot of anxiety and resistance 
among prison administration people but are nowadays, at least 
in Sweden. allowed to visit prisons and meet the inmates in 
discussion groups. Because of their critical attitude they still meet 
a lot of opposition among prison staff, especially from the prison 
officers' trade union. They have, however, without doubt an effect 
in 1 ;romoting change. 

Swedish experience suggests also that the trade unions, 
especially those for prison officers, have great influence upon the 
prison authorities and on the Ministry of Justice, They have 
concentrated less on trade union questions in the narrow sense 
but instead participated publicly in discussions on criminal policy. 
Their role as to change is ambivalent. 
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Mass· media are positively in favour of a treatment approach 
and radicat change. a situation which is probably unique in the 
world. ' 

h. The need Jor assessment and evaluation 

From an organisational point of view prisons and industrial 
enterprises have some traits in common but also ttaits that differ. 
In my opinion the dissimilarities. however, are greater than the 
similarities. With industry you have measurable components both 
as to input. production and o~tl?ut. The work is predi~table .. It 
results in concrete products, 'VISIble to everybody, By 1I11provmg 
the technique the products become better and better and also the 
reputation (and profits) of the industry concerned. People work
ing there feel satisfied, even proud. 

With pdsons the "input". the raw material. consists of human 
beings who are very unpredic{l.l ':>Ie indeed. The work done inside 
prisons doesn't result in a "production" which gives the workers 
a reputation for efficiency. 

Most people engaged in prison treatment work are often 
reminded thnt they havc not been successful by meeting recidivists 
again and again, by rending criti.cal articles in the ?ewspapers. a~d 
by hearing of research uncovenng all sorts of fallures. ThlS 10 
fact produces all kinds of defences, and retention of the status quo. 

In Strasbourg in 1965 the Directors of Criminological 
Researcll Institutes urged, as an important part of prison research. 
that special attention should be paid by research work~rs !o those, 
factors which impede improvements in prison orgaOlsatlOn and 
Which usually generate a high degree of resistance to reform.a 

I suggest that research concerning a social organisation lik~ a 
prison system is better done using an action-research model, wh~ch 
simultaneously with a continuous feedback and constructive 
criticism brings practical suppo.rt. The staff conce~ed~~ ~hen 
get the important feeling of bemg helped and not just crItIcised. 
Suell a project is being carried out right now in Massachusetts and 
seems to have very promising implications.u 

However, ~ven a research model like this can well meet 
\'<iith resistunce if the staff is not pre;?ared for it by special training 
and special experience. If staff at aU levels can also be given 
opportunities to do, or closely observe, the work of other persons 
IlllVillg different fUnctions, there develops wider awareness of 
problems and failure and success in handling them. This facilitates 
acceptnnce of change <lnd assessment of its results. (This presup
poses n new approacl1 on the part of the administration. If 
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failures lead to dIsciplinary sanctions they are likely to be hidden!) 
An example .is prison staff volunteering as supervisors for the 
after-care stage and so getting an opportunity of learning in a 
practical way what sort of difficulties a prisoner has to face when' . 
discharged. Moreover by such means the staff can more t\asily 
realise the importance of continuity of treatment. This has been 
done for many years in some countries, especially in Scandinavia. 
(Mostly, however, ordinary members of the community are used 
for after-care.) 14 . 

But in speaking of treatment and the need for evaluation 
of treatment it must still be realised, however, that there is still 
very little methodical treatment covering all essential needs of 
the prisoners in a way they feel meaningful. In Swe.den tO,day 
there is, for instance, a strong trend towards replacmg prIson 
work by studies. This is very good per se but until now there 
have been no resources (with the exception of Studiegarden for 
twenty inmates) simultaneously to tackle the psychological prob
lems combined with such a situation. 

Family prison and holiday prison have bee~ introduc~d
all very important as endeavours-but here agam no qualIfied 
help as to personal and psychological problems is given. About 
300 prison staff of nearly a11 categories (including fema~e clerks) 
have gone through training courses for ~ro;tp counsel!mg •. Yet 
today only a. handful of groups are functlODlng. Why 1S thiS so? 

In my opinion, I must finally repeat, the basic obstacle to 
change is that we are lacking a treatment approach because we 
lack a treatment frame of reference. Let one give an illustrative 
example. In Swedish prison servic~ there are v~ry few positions 
for psychologists. The persons holdmg these posHlOns feel un~asy 
and dissatisfied, So one after the other they dIsappear. I conSIder, 
this to be so because they experience the situation as a state of 
transition. confusion, conflict, chaos of norms and. in brief-a 
deadlock! 

n. As to after-care and probation 

The situation here is for a n'umber of reasons more stable. 
The objective of rehabilitation has never been questioned. nor 
the treatment approach. 

Control must often be enforced, but it is not conceived as a 
repreSSive measure but looked upon as a means-combined with 
others-of promoting the main goal, to help the client tow~rds 
social adjustment. 
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. By tradition the work of the probation officer is "client
centred", firstly in the practical sense of bringing the individual 
.client support and help but also through meeting .his individual 
personality problems. One the other hand fear of criminal conta
gion has led the probation officer to restrict his treatm.ent efforts 
to the individual separated from other offenders. At the same 
time, however. the needs of the individual (either dischamed or on 
probation) as member of a group sometimes have been overlooked. 

During recent years this concern as to keeping people under 
supervision separate and unknown to other offenders has decreased 
and probation officers have felt able to start groups of different 
kinds. In one place a gang of four young offenders created a 
kernel for a combined discussion and activity group with a 
probation officer as the leader and with four other probationers 
as co-members. The group met regularly and turned out most 
satisfactorily. In some cases groups, run by psychologists, have 
been called "study circles in psychology" which obviously has 
made it easier for the members to acknowledge their membership. 
In Olle town there is a contact group meeting in the local prison 
which consists of prisoners and their eventual supervisors. In yet 
another town there is a training group for supervisors in which 
parolees actively participate in the. training process. Thus traininm 
is realisticaily related to parole experiences and at the same time 
the parolees' self-image is enhanced. 

These are but examples of the more flexible and client
centred approaches possible in the probation and parole fields. 

It is important to recognise that. When such local exper
imentation yields promising results it is for the central adminis
tration to take them up and ensure their development over tne 
whole c,ountry. 
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TUE PROBLEM OF EVALUATION 

by Mr p, L. Nokes, 
University of Leeds (United Kingdom) 

There are two main ways of approaching the task of evalu
ation. On the one hand we may ask what results a technique is 
intended to achieve, and then ascertain by objective criteria 
w}lethet or to what extent .it achieves them. This is to interpret 
the task in terms of the idea of effectiveness or efficiency. On the 
other hand we may, without enquiring too closely into what is 
intended. yet ascertain what in fact is achieved. whether intention
ally or Olherwise. We may then e~)quire whether what is achieved 
is also desirablb, or whether desirable effects do or do not outweigh 
undesirab1e effects. One undesirable effect might be the cost of 
the innovation in question, which might be desirable in all respects 
but this, and indeed the most familiar example of this second 
kind of appl"Oach would be that of cost-benefit analysis. This can 
in principle be applied without reference to d~clared objectives, .. 
and even in the entire absence of such objectives. In this paper 
both approaches will be discussed. It will be found that the 
implications, in respect of group and community methods. are 
strikingly different according to which approach is adopted. 

There is no doubt, however. that in respect of forms of penal 
treatment. and even in t11e evaluation of penal systems as a whole. 
the first is the morc familiar approach. Virtually all syst~matic 
evaluative studies of group metho~lE (there has been little attempt 
to evaluate community methods) proceed on the assumption that 
evaluation means the assessment of efficiency. The question then 
arises: efficiency in respect of what criteria? More specifically. in 
terms of w11at objectives? Clearly we cannot say how effective 
tl technique is unless we have some idea of what it is intended 
to achieve. Here, however. the difficulties arise, since it is in the 
evaluation of penal J.rtethods or penal regimes that the assessment 
of efficiency is most difficult. owing to the difficulty of establishing 
what the objectives are. 

In respect of penal systems as a whole the issue is complicated 
by the existence of multiple and contradictory objectives. Given 
the fact that the objectives of containment and of rehabilitation 
conflict, it is either unclear by which of the two criteria (or of 
others) prisons arc properly to be assessed. or else it follows that 
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efficiency in terms of anyone criterion can never be more than 
partial. This' is, in fact, a realistic assessment, but is generally 
taken to imply criticism of penal regimes. It might equally be 
taken to imply criticism of those who attempt to apply simplistic 
notions of efficiency to complex organisations. 1 * 

In respect of particular methods of penal treatment the issue 
is complicated by the difficulty of obtaining statements of intent 
that are consistent and operationally meaningful. Thus the author 
of one report on group counselling emanating from the United 
Kingdom • seems to have been somewhat hampered by vagueness 
and ambiguity in official statements of objectives. She received the 
usual assurance that group counselling was not intended to bring 
about basic personality change, but beyond this disclaimer there 
seems to have been little certainty. In California references in 1959 
to "the improvement of attitudes and social adjustment" had 
already shifted by 1964 to the "more sophisticated" definition 
that group counselling "uses the small group method to change 
the basic climate, environment or subculture in a prison". In the 
United Kingdom, official statements seem to have been equally 
general and shifting. Thus the statement that "the object of group 
counselling is to help inmates to think out their attitude to society, 
to authority and to their own future by means of free discussion 
in a small group with a member of staff" (1960) was reHerated 
in 1962 in a reference to "the correction of the distorted view 
which many inmates have of themselves and of society", but in 
that same year a circular instruction defined group counselling 
merely as "a method in which a group of about eight inmates meet 
regularly for an hour and a half, with a member of staff, to 
discuss in an informal atmosphere any subject they wish". 

Yet there is nothing wrong with objectives of this kind. 
They are modest, and even their ambiguity reflects the fact that 
in the world of events new techniques are generally motivated less 
by scientific curiosity than by the urgent need to do something 
about a pressing social problem. Penal administrators are under 
no obligation to frame their intentions in terms that would be 
more acceptable to research workers, and the main body of this 
report describes techniques that have been or are being used for 
the most part without any great attention to scientific methodology, 
or even to the need for declared objectives. If, however, an 
administration invites systematic evaluation problems do arise, for 
these are objectives that seem not to be satisfactory from the 

* The notes to this monograph are f~und at p. 105. 
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research worker's point of view. They are too general, and too 
vague. 

This raises the question of the basis on which such systematic 
evaluation as has been done has in fact been conducted. In fact 
such evaluative research seems generally to be conducted on the 
basis of assumed objectives, such as the reduction in recidivism 
rates, or the promotion of behavioural or pl~rsonalitychange in 
inmates. These are reasonable assumptions. They are implied 
in most public discussions of "the purposes of imprisonment", 
which tend to be conducted in terms of such concepts as that of 
rehabilitation. They are also publicly stated objectives (Rule 1 
of the Prison Service (England and Wales) states the purposes of 
imprisonment to be "the encouragement of convicted prisoners 
to lead a good and useful life") and therefore reasonably taken 
to apply to any specific techniques employed by the organisation 
that adopts such overall objectives. In respect of group V'..ch
niques, the assumption that the method is intended to bring about 
behavioural or personality change is given additional justification 
by the use of the word "treatment" to describe these activities. 

But if this is the intention then it is clear that the efficiency 
of group techniques is, in terms of these criteria, higbly problem
atical. The report already mentioned' contains many references 
to research results, yet these are on the whole inconclusive, 
and the words "no significant difference" recur with depressing 
regularity. A more rec~nt study of the effectiveness of group 
counselling regimes comes to the unequivocal conclusion that, in 
terms of the objective of increasing "parole survival" rates these 
techniques are indeed ineffective." There is in fact no hard 
evidence that group counselling is effective as a means of reducing 
recidivism rates, or of bringing about behavioural or personality 
change in a desired direction. This is not to say that the tech
nique has been proved ineffective in those directions. or that it 
might one day be proved effective. but enough evaluative research 
has been done to make such an event unlikely. 

In the face of negative findings of this kind, prison officials 
who have committed themselves to the proposition that group 
counselling does reduce recidivism rates, or does produce beha
vioural or personality changes tending in that direction, find them
selves in an embarrassing position since there remains no apparent 
justification for continuing with the experiment. That is, if they 
accept the findings. In fact they generally do not, arguing that 
the technique was discontinued before it had a chance to prove 
itself, that it was never properly financed. that untrained .. taff 
were used, and so on. Cressey provides a list of these retrospective 
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justifications that penal administrators would do well to study 
(see appendix to this paper).' One which he omits is the argument 
that the technique was intended to achieve something else any
way. This of course may be so if the objectives we have in mind 
are those very modest ones referred to earlier. If. however, a 
management is on record as having claimed more. and in the 
institution referred to under 0 this does seem to have been the 
case, then the implications would seem to be serious. 

Needless to say those administrators and research workers 
who have experience of evaluative research of this kind are well 
aware of the situation. If evaluation continues to be conducted 
on this basis we may therefore reasonahly expect a future situation 
where research workers feel obliged to obtain firm declarations 
of intent in advance of their research, and where astute manage
ment are increasingly reluctant to furnish them. There is already 
evidence of a tendency on the part of managements to establish 
objectives retrospectively. to wait to see what good results a 
technique achieves, and then to claim that this is what was 
intended from the outset. An experiment may be counted as 
successful if staff morale (for example) is significantly improved. 
though something entirely different was intended originally, such 
as a reduced disposition to recidivism. Needless to say these 
manreuvres do not impress research workers. Such arguments are 
not convincing, and advocates of group counselling deserve to lose 
if they continue to behave in this way, especially if they continue 
to claim for group counselling an efficacy that it has not been 
shown to have, namely as contributing to the reduction of crimi
nality. There are indeed dangers that group counselling and 
similar experiments might be discontinued for this very reason. 
But this would be an unsatisfactory outcome, since it would arise 
from an entirely artificial situation in which managements and 
research workers alike have colluded in the setting of unrealistic 
targets, and in which real but unacknowledged benefits are being 
overlooked by both parties. For while the introduction of a 
research team seems often to have the consequence of shifting 
objectives in a direction that is. from the research point of view, 
operationally more meaningful, it is necessary to add that from 
the administrators' point of view they may be less realistic. Fur
thermore administrators who invite such research often seem to 
collude in the process, redefining their own objectives in ways that, 
though more precise, may as a result be more precise (and more 
ambitious) than is practicable. 

Part of the difficulty is that in the evaluation of penal tech
niques the issue is often confused by the use of an entirely 
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inappropriate model of organir:aHons. While we may wish to 
view a prison merely as a means to an end, or as a "conversion 
process", the fact remains that prisons are complex organisations, 
and in particular that they are social systems, and that any peno
logical experiment takes place within an essentially social context. 

The point may be illustrated if we consider the circumstances 
in which such experiments generally take place. At least at the 
outset there is present an atmosphere of enthusIasm and indeed 
hope. Now a purist might well argue that these are not the 
circumstances in which a technique is going to be given a proper 
chance to prove itself, and from one point of view this is obviously 
true. There is too much opportunity for subjective factors to 
operate in the perception and assessment of results that we are 
committed to. Nevertheless to adopt such a detached view of 
events is to neglect the fact that such experiments must inevitably 
take place within some social context. Laboratory conditions, 
however desirable, are never present. This has a number of 
implications. 

In the first place the context, in human affairs, may well 
affect the outcome. The state of mind of the observer may affect 
not only his perception of the events, but events themselves. Here 
we refer to the well-known "Hawthorne effect", discovered by 
Elton Mayo in his classic studies of the Hawthorne works of the 
Western Electric Company in Chicago. There it was found to 
be the presence of a research team that led to the increased 
productivity, not their recommendations. Someone, in short, was 
taking an interest. It is an effect equally apparent in educational 
experiments (it is for this reason that it has been said that all 
educational experiments always succeed-for a time) and one 
therefore to be expected to affect the outcome of penological 
experiments too. There are therefore grounds for believing that the 
presence of precisely this factor of enthusiasm may determine the 
success of penological experiments in their initial stages. To 
evaluate a technique without reference to context ignores the 
possibility that effectiveness may vary according to the part played 
by the teclmique in the life of the wider penal community, the 
"phase" the community is in: and the phase the experiment 
itself is in. The first point, then, relates to the possibility-it 
is not suggested that it is more than a possibility-that these 
techniques may, under certain circumstances, be more effective
even as treatment techniques-than they seem. 

More important, however, is the fact that the ignoring of the 
social context, and the use of a somewhat naive "labora,tory" 
model, leads to quite invalid assumptions about the implications 
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of negative findings. The assumption stems'partly from the prac
tice of referring to group methods as methods of "treatment" so 
encouraging the use of inappropriate medical models of assess
ment. In the assessment of strictly medical methods of treatment 
it is possible to distinguish between the treatment itself, and the 
daily background of living against which the treatment itself 
takes place. If the "treatment" is shown to be ineffective it is 
quite properly discontinued, without affecting the general course 
of a patient's daily life. But in the case of group methods this 
distinction is inevitably blurred-"living" is not discontinued while 
the "treatment" takes place, indeed the treatment is an aspect 
of living. Hence it does not follow that if an experiment cannot 
be shown to be effective it must be on that account discontinued, 
since this is merely to raise the question of what is to be put in its 
place anyway. Furthermore there are important respects in which 
the significance of time is different within the prison setting from 
what it is in more obviously utilitarian organisations, for example, 
short-stay hospitals. In the hospital situation a patient is admitted, 
is given treatment and is then discharged at a time dependent on 
the outcome of treatment. In prisons, on the other hand, the date 
of release is only marginally affected by progress in treatment. 
In the clinical situation time is to be used; in the prison situation, 
however much we may be inclined to deceive ourselves about 
the matter, time is to be filled. But this means that what fills it 
may be quite properly evaluated according to criteria quite other 
than mere "effectiveness". In the extreme case it might be 
enough that no actual harm was done. Florence Nightingale said 
that the first task of a hospital was to see that the patient was not 
made worse. Prisons might well adopt this as a minimum objec
tive. In fact, however, a good deal more can be done than this, as 
is suggested in the section on community methods. 

Tn short, a purely utilitarian assessment of group methods 
involves naive assumptions about the burden of proof derived 
from the laboratory rather than from real life. These are not 
experiments in the academic sense. Part of the trouble is that this 
is exactly what they have so often been claimed to be. Prison 
3.dministrations undoubtedly invite a good deal of the trouble they 
get by persisting in representing their activities in grandiose and 
impractical terms, which leaves them defenceless when evaluative 
research shows that what they claim to be doing they are not 
doing at all. This is important since it has a direct bearing on the 
question of morale. 

There is a common tendency for service organisations, often 
in response to outside pressures, to adopt aims before there exist 
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relevant teclmiques by means of which these aims may be imple
mented. The very use of the word "treatment" during recent years 
stemmed from the belief that "crime" was a form of "illness". 
and so referred more to aspirations than to possibilities. The 
consequence of this process is, inevitably, that an efficacy is 
claimed for techniques that do exist that they do not in fact possess. 
This discrepancy between aims and possibilities reveals itself over 
a periol of time, with an inevitable onset of disillusionment among 
the staff and institutions concern~d. 

Meanwhile, however. these same techniques are often reveal
ed to have useful functions of which insufficient account is taken. 
Continuing to assess themselves in terms of what they "should" 
be achieving, and manifestly are not, instead of what they are 
achieving, however desirable this might be, staff ~and institutions) 
assess themselves as having failed. Morale within an organisation 
is at least partly a function of the perceived effectiveness of that 
organisation. Effectiveness, in turn, is a measure of the relation
ship between aims and achievements. But effectivene~, and so 
morale, can be improved not only by bringing achievements in 
line with aims, but also by setting aims that it is demonstrably 
possible to achieve. A parallel case exists in the history of 
British psychiatry. By adopting an impra';:tical aim of "treat
ment", nineteenth century mental hospitals lIleglected the entirely 
feasible aim of securing a humane standard ()f patient care. 

Clearly it is not enough to argue that I~ven when a method 
does not have the intended therapeutic effect, it generally has 
other useful effects, none of them anticipated!. Yet there is ample 
evidence in this report of incidental benefits: of this kind. It is 
impossible to endorse a way of working with offenders merely on 
the grounds that it exists, that it gives memhers of staff a feeling 
of involvement, and that jLimp-I()yes staff-inmate relations, unless 
these were the effects that were intended.'lt is recognised that 
these are indeed useful functions (i.e. unanticipated consequences), 
but in that case we see no reason whatever why these functions 
should not be raised to the status of objectives. There is nothing 
whatever to be said against a technique that helps an individual 
to live through a long sentence, or helps to improve the atmosphere, 
or creates improved conditions for individual treatment. Whether 
group methods in fact do any of these things is, of course, a 
matter of separate assessment. What is certain, however, is that 
to evaluate group methods solely in terms of declared objectives 
-such as the reduction of recidivism rates-may be to miss 
the fact that organisations and people may sometimes be doing 
more good than they are aware of. 
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The first advantage of such a shift of focus relates to staff 
morale; the second advantage relates to credibility. Not every
one is impressed by group methods, and if these methods are 
to develop, or ewn ,~urllive, they have to convince. A con
siderable improvement in the public image of penal admin
istrations might be secured if they ceased to claim to be doing 
what they manifestly are not doing, and concentrated instead 
on acknowledging as their aims what they can in fact do well. 
It would be well if, in any future experiments, the objectives were 
stated in advance, the underlying rationale also stated as clearly 
as possible, and the results carefully noted. This may be a pious 
hope but if it were done it could avoid some of the confusion, and 
indeed mystique, that has often surrounded the introduction of 
group activities into penal institutions. Certainly it is only in this 
way that it will be possible to evaluate experiments, and to know 
whil.:h methods are useful, in what way, and in what kinds of 
institution. There is a further respect in which the issue of context 
has a bearing on that of evaluation. The point is made that we 
consider one common source of confusion in discussions of group 
experiments, namely, the tendency to confuse two quite different 
senses in which we can speak of the success of such experiments, 
i.e., as effectively implementing certain objectives, and as merely 
managing to survive. The survival of an experiment is no guar
antee of its success as a form of treatment or as anything else. 
It is, however, a necessary condition of its success. An experiment 
that does not survive cannot succeed. Nor can we ever know 
whether it would have succeeded had it survived. We may be 
tempted to say that it wou1d have been a success had it not been 
for the attitude of the staff, or for some other reason that led to its 
rejection, but we can never know. This forces our attention, if 
we are to take group methods seriously, to the issue of what 
conditions are necessary for the survival of any particular kind 
of experiment. We need not doubt that some forms of group 
activity, in some institutions at some particular phase in that 
organisation's life are successful even in the direction of promot
ing behavioural change. The relevant research, perhaps on the 
lines of Rapoport's as indicated above, has not yet been mounted. 
But there is certainly no guarantee that an experiment that is both 
viable and successful in one kind of institution will be successful 
or even viable in another, or even that what survives and succeeds 
in one country will survive or even have the chance of being 
introduced into another. This introduces a further consideration. 

Experiments in group and community work are not to be 
understood without reference to time and place and to prevailing 
currents of thought, since many of these experiments seem to be 
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very characteristic products of their countries of origin at particu
lar historical times. Group activities take different forms, for 
example, in Scandinavia and in England, and again in France 
and the United States. The reasons for this seem to be related 
to the political and intellectual climate of each individual country, 
and to the historical antecedents of the experiment. There are 
religious (e.g. Quaker) antecedents to group work in the United 
Kingdom which subtly influence practice, yet which seem to be 
entirely absent from the Scandinavian scene. Similarly, the work 
of Fenton and Cressey in the United States, which attempts a 
process of reorientation by using the peer group, is simultane
ously democratic and pragmatic in a way that one might think. 
of as characteristically American. Little emphasis is placed on 
the esoteric skills of experts, except in the training process, and 
Cressey has expressed the opinion that effective group work is best 
carried out by otherwise quite uneducated people who will operate 
under supervision as a kind of "behavioural mechanic" (see sec
tion on counselling by inmates). No attempt is made in his 
therapeutic scheme to go into questions of depth psychology, or 
even motivation. L. T. Wilkins· has expressed the view that "In 
some American States ... public disapprobation is strongly expres
ed if treatment fails . . . but not if the sentence (by British stand
ards) is regarded as either too lenient or too severe" (Wilkins, 
1962). Cressey's ideas have exactly these pragmatic overtones: 

11C is above all concerned with ends, only secondarily with means. 
Yet behaviourist approaches of this kind have been strongly 
opposed in the United Kingdom and are even now virtually 
confined to the treatment of alcoholics and drug addicts. On the 
whole British workers seem to favour a more modest use of group 
activity, aimed less at major behavioural change than at the 
development of personal understanding. 

This being the case there is little point in recommending any 
particular forms of group work regardless of context. A technique 
may be demonstrably effective in its country of origin, yet be 
entirely inconsistent with the ethical or political orientation of 
another. 

It is likely, however, that selective borrowing will continue 
to take place, and that each ~il1ember country (and indeed indi
vidual institutions) may take certain parts of group practice and 
adapt them to their situation. This seems likely to happen to the 
extent that member states find themselves facing essentially the 
same problems. Thus, looking to the future, if any serious 
attempt is made to examine alternatives to imprisonment this is 
likely to have implications for the expansion of a probation service 
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or its equivalent. Group work undertaken by such a service is 
likely to be acceptable only to the extent that it offers a realistic 
alternative means of crime prevention and also assists in relieving 
the burden of a heavy caseload for individual social workers. 
The long-term offender, on the other hand, will require a form 
of treatment calculated to make the inevitable pains of imprison
ment more ac.ceptable to him. We can on this basis expect some 
degree of bifurcation in group activity in the future. If this leads 
to a greater degree of precision in the statement of objectives this 
will be to the good. 
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ApPENDIX 

D. R. Cressey on justifications for negative findings 

Let us assume that a state has passed a law requiring all its 
parole agents to be registered psychiatrists who will use profes
sional psychiatric techniques for rehabilitating parolees. Let us 
assume further that the required number of psychiatrists is found 
anJ that after ten years a research study indicates that introduction 
of psychiatric techniques has had no statistically significant effect 
on recidivism rates-the rates are essentially the same as they 
were ten years earlier. The following are ten kinds of overlapping 
themes which are likely to be popular among the personnel with 
personal interests in continuing the program. 
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L "You can't use rates as a basis of comparison-if only one 
man was saved from a life of crime the money spent on the 
program is justified." 
2. "Even the New York Yankees don't expect to win all their 
ball games; the program certainly contributed to the rehabilitation 
of some of the clients." 
3. "Recidivism is not a good criterion of efficiency; 'clinical 
observation' indicates that the criminals handled psychlaL."ically 
are 'better adjusted' than were the criminals going out of the 
system tcn years ago and that even the repeaters are 'less serious' 
repeaters than were those of a decade ago." 
4. "Psychiatric techniques for rehabilitation never were tried; 
the deplorable working conditions made success impossible-there 
was not enough time, case loads were too big. and salaries were 
so low that only the poorest psychiatrists could be recruited." 
5. "You can't expect any system in which the criminal is seen 
for only a few hours a week to significantly change personalities 
which have been in the making for the whole period of the 
individual's life and which are characterised by deeply-hidden, 
unconscious problems; we ean only keep chipping away." 
6. "For administrative reasons, the program was changed in 
mid-stream; good progress was being made at first, but the 
program was sabotaged by the new administrator (governor, 
legislature)." 
7. "The technique was effective enough, but the kind of criminals 
placed on parole changed; ten years ago the proportion of 
criminals am"Hable to change was much greater than at present." 
8. "Had the technique not been introduced, the recidivism rates 
would be much higher than at present; the fact that there is 
no difference really indicates that the technique has been very 
effective." 
9. "There are too many complex variables which were not 
controlled in the study; a depression (prosperity) came along 
and affected the recidivism rate; the newpapers gave so much 
publicity to a few cases of recidivism that parole was revoked 
even in many cases where genuine progress toward rehabilitation 
was being made." 
10. "The study is invalid because it used no control group, but 
it 118S pointed up the need for really scientific research on psy
chiatric techniques; we must continue the program and set up a 
ten-year experimental study which will reassess our potential, 
locate some of the transactional variables in the patient-therapist 
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relationship, determine whether some therapists have what we 
may term 'treatment-potent personalities' and others have what 
we are tentatively calling 'recidivistic creativity', identify whether 
the catalystically-oriented therapeutic climate is self-defeating 
when occupied by reagent-reacting patients, and measure the 
adverse effects of post-therapeutic family-warmth variables on 
favorably-prognosticated and emotionally-mature discharges." 
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