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h i s t o r y and p o l i t i c s o f 
t o changes i n i n t e r n a l 
s p e c i f i c a l l y , i t then 
area. Therefore, t h e 

The aim o f t h i s study i s t o understand changes i n the 
c r i m i n a l j u s t i c e system and t h e i r e f f e c t s on p o l i c y and p r a c t i c e 
w i t h i n the p r o b a t i o n s e r v i c e I n England and Wales. Towards t h i s 
airrv i t u t i l i s e s t h e techniques o f p a r t i c i p a n t observation, 
i n t e r v i e w s , documentary research and an ex t e n s i v e s e l f - c o m p l e t i o n 
questionnaire. 

The study proceeds by examining t h e 
the Service and the r e l a t i o n s h i p o f these 
p o l i c y and occupational p r a c t i c e . More 
considers t h e responses o f one p r o b a t i o n 
study does not separate the issue o f environmental e f f e c t s on an 
o r g a n i s a t i o n and how t h a t has consequences f o r p o l i c y and p r a c t i c e 
w i t h i n t h e Service. 

W i t h i n t h e Treen p o l i c y process, an 'implementation gap' i s 
found t o e x i s t between p r o b a t i o n management (ACPO and above) and 
the f r o n t - l i n e ( p r o b a t i o n o f f i c e r s and a n c i I l a r t e s ) . However, the 
study goes f u r t h e r by examining the issues o f autonomy and 
a c c o u n t a b i l i t y o f p r o b a t i o n s t a f f i n r e l a t i o n t o the o r g a n i s a t i o n 
i t s e l f , as w e l l as other groups and agencies. Further, a l t e r a t i o n s 
i n t h e r o l e s o f personnel a r e examined i n r e l a t i o n t o the changes 
which p o l i c y i m p l i e s . Again, s i g n i f i c a n t d i f f e r e n c e s are found t o 
e x i s t between t he two groups o f s t a f f mentioned above. I n order t o 
f u r t h e r understand these d i f f e r e n c e s , t h e study then examines 
'everyday work* and f i n d s t h a t d i s c r e t i o n i s a necessary f e a t u r e 
f o r managing and c o n t r o l l i n g a p r o b a t i o n work s e t t i n g . I n the 
process, t h e issue o f the c o m p a t a b i I i t y o f p o l i c y and p r a c t i c e i s 
ra i s e d and found t o be wanting. 

U t i l i s i n g a model developed i n chapter 2, the study then 
seeks t o understand these t e n s i o n s as stenming f r o m t h e ' p o l i t i c s ' 
o f t h e * a l t e r n a t i v e s t o custody in d u s t r y * w i t h i t s emphasis on 
c e n t r a l c o n t r o l and punishment; a philosophy at odds w i t h t h e 
Service's t r a d i t i o n a l humanitarian concerns. The study f i n d s i n 
the nature o f p o l i c y , a need f o r both both u n i f o r m i t y and 
p r e d i c t a b i l i t y i n p r o b a t i o n work. However, the working environment 
i s found t o be n e i t h e r u n i f o r m nor p r e d i c t a b l e , w i t h f r o n t - l i n e 
personnel a l s o f i r m l y b e l i e v i n g t h a t they need d i s c r e t i o n i n order 
t o e x e r c i s e t h e i r d u t i e s e f f e c t i v e l y . F i n a l l y , from a f u r t h e r 
understanding o f t h i s ' p o l i t i c s o f pr o b a t i o n ' , t h e study f i n i s h e s 
w i t h b e l i e f s on the f u t u r e development of the Service. 
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This study I s , i n personal terms, nuch more than the 
c u l m i n a t i o n o f t h r e e years o f academic work. I t marks both the end 
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w i t h me on t h a t journey. However, before I embark on t h a t Cand 
before the reader i s tempted t o t u r n t h e page!) I must thank Ian 
L e v i t t . Ian f i r s t submitted the research proposal upon which t h i s 
study i s p a r t l y based and d u r i n g the process o f research and 
w r i t i n g up, he acted as a 'sounding board*. I n a d d i t i o n , Rob Mawby 
not o n l y p r o v i d e d coninents on some e a r l i e r d r a f t s o f t h i s work, but 
was an advocate on my behalf - I thank him f o r t h a t . Further, 
David Ounkerley's w i l l i n g n e s s t o read the s c r i p t i n a short p e r i o d 
of time was iruch appreciated. 

1 e s p e c i a l l y wish t o mention Dee, who has experienced some 
o f those years o f personal change, put up w i t h i t and w i t h whom i t 
i s now a pleasure t o share my l i f e . Dee a l s o provided a keen eye 
i n reading p a r t s o f the f i n a l d r a f t and her comnents were very 
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Tam provided much needed temporary r e s p i t e s from the demands of 
' w r i t i n g up' and thanks a l s o t o Mum and Dad f o r t h e i r past support. 
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never f o r g e t . Frank Lee I a l s o thank f o r encouraging me on my l a t e 
but chosen and determined path t o u n i v e r s i t y . F u r t h e r , my f r i e n d s 
at 'The B e l l ' were good companions, w h i l s t Louise and Lyn were 
sources o f encouragement and both Ken and Angus know o f the t r i a l s 
o f the w r i t i n g - u p process and we shared many an hour d i s c u s s i n g 
t h i s i n the pub! I n a d d i t i o n , the a d m i n i s t r a t i v e s t a f f o f the 
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possible. I n p a r t i c u l a r the ' C h i e f , who not o n l y showed en 
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c a r e f u l l y read and conmented on my work. Other members of s t a f f I 
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IMTRODLJC-riON 

This study i s about change. More s p e c i f i c a l l y , i t i s about the 
e f f e c t o f changes i n t h e c r i m i n a l j u s t i c e system and s o c i e t y i n 
general upon the p r o b a t i o n s e r v i c e i n England and Wales. I t s purpose 
i s t o add t o an understanding o f the nature o f these changes, how they 
are i n t e r p r e t e d by the p r o b a t i o n s e r v i c e and the process o f t h e i r 
implementation. In so doing, i t moves from the general t o the 
s p e c i f i c : from t h e n a t u r e o f these changes, t o an a n a l y s i s o f t h e i r 
consequences w i t h i n one p r o b a t i o n s e r v i c e which, f o r the purposes o f 
anonymity, i s simply c a l l e d *Treen*. However, the study a l s o goes 
beyond an examination o f ' i n t e r p r e t a t i o n ' and 'implementation*, by 
a n a l y s i n g the work of p r o b a t i o n personnel i n d i f f e r e n t work s e t t i n g s . 
Thus, i t both i m p l i c i t l y and e x p l i c i t l y considers t h e 
'appropriateness' o f these p o l i c y changes i n r e l a t i o n t o the 'everyday 
r e a l i t i e s ' o f p r o b a t i o n work. 

In order t o achieve t h i s aimb the study proceeds i n t h e 

f o l l o w i n g way. Chapter one, o f Part I , examines the h i s t o r y o f the 

p r o b a t i o n s e r v i c e and the changes which brought about i t s expansion. 

Whilst h i s t o r i e s o f the S e r v i c e already e x i s t , t h i s chapter i s 

designed t o add t o an understanding o f contemporary changes. I t s 

'core themes' are the r i s e o f the Service, the e x p e c t a t i o n s placed 

upon i t and the f u n c t i o n s o f the p r o b a t i o n s e r v i c e w i t h i n t he c r i m i n a l 

j u s t i c e system as a whole. In a d d i t i o n , i t c h a r t s the r i s i n g 

occupational a s p i r a t i o n s o f p r o b a t i o n o f f i c e r s . As a r e s u l t , t h e 

nature of p o l i c y change and i t s e f f e c t s on the o r g a n i s a t i o n o f the 

Service and the s t a t u s o f i t s personnel are examined i n h i s t o r i c a l 
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context. 

Chapter two then examines more contemporary changes which have 

led t o changes i n the t r a d i t i o n a l r o l e o f the Service, as o u t l i n e d i n 

chapter I . I n t h i s chapter I r e f e r t o t h r e e l e v e l s o f change. F i r s t , 

'macro' changes. That i s , changes i n t h i n k i n g on crime and the 

subsequent e f f e c t on the Service v i a Home O f f i c e p o l i c y changes. 

Second, these are examined i n r e l a t i o n t o 'mezzo* or o r g a n i s a t i o n a l 

l e v e l changes which i n c l u d e the t a r g e t i n g and m o n i t o r i n g o f p r o b a t i o n 

work and changes i n the Service's managerial s t y l e . These, i n t u r n , 

are examined i n terms of t h e i r e f f e c t s on the 'micro' or i n t e r a c t i o n a l 

l e v e l : changes i n the r o l e and type o f p r o b a t i o n personnel, 

o r g a n i s a t i o n a l a c c o u n t a b i l i t y being emphasised over autonomy, as w e l l 

as a change i n the Service's c l i e n t s . Therefore, t h i s study does not 

d i v o r c e a d i s c u s s i o n o f i d e o l o g i c a l and p o l i t i c a l f a c t o r s from t h e i r 

e f f e c t s on o r g a n i s a t i o n a l and i n t e r a c t i o n a l l e v e l s o f p r o b a t i o n work. 

Chapter t h r e e then discusses the researcher's n e g o t i a t e d e n t r y 

i n t o t he Treen Service. I t does not consider t h i s process o f 

n e g o t i a t i o n as a methodological or t h e o r e t i c a l inconvenience but, i t 

i s argued, i s a c e n t r a l p a r t o f t h i s study and o r g a n i s a t i o n a l research 

i n general. T h i s chapter a l s o introduces the reader t o t h e Treen 

Service. However, an undertaking t o preserve, as f a r as p o s s i b l e , the 

anonymity of t h i s Service prevents a d e t a i l e d discussion. F i n a l l y , 

the chapter presents a case f o r the chosen methodology f o r t h i s study: 

t r i a n g u l a t i o n . By the use o f p a r t i c i p a n t o bservation, i n t e r v i e w s , a 

q u e s t i o n n a i r e (see Appendix) and documentary research, an o v e r a l l 

p i c t u r e o f change and the Service's everyday work i s obtained. 

The next chapter and the f i r s t o f Part I I o f t h i s study i s 
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concerned w i t h t he i n t e r p r e t a t i o n and implementation o f p o l i c y changes 

w i t h i n the Treen Service, t h a t i s , t o use the terminology o f chapter 

2, the 'mezzo' layer. I t achieves t h i s by en examination o f a major 

p o l i c y i n i t i a t i v e which took place d u r i n g the research; the 

d i f f i c u l t i e s o f i t s implementation i n Treen and the b e l i e f s and 

r e a c t i o n s o f s t a f f t o the proposed changes and policy-making i n 

general. I n the process, the issues o f ' o b j e c t i v e s ' , ' t a r g e t s ' , 

'monitoring', 'budgets' and the Government's ' F i n a n c i e l rtenagement 

I n i t i a t i v e ' and Home o f f i c e p o l i c y changes are a l s o discussed i n 

r e l a t i o n t o the work of the Service. 

Having examined these p o l i c y changes and r e a c t i o n s t o them 

w i t h i n t he Treen Service, the f o l l o w i n g t h r e e chapters (5 t o 7) 

consider the b e l i e f s and e c t i o n s o f s t a f f at the ' f r o n t - l i n e ' 

( p r o b a t i o n o f f i c e r s end a n c i I l a r i e s ) . This covers b e l i e f s concerning 

the value o f p r o b a t i o n work, the autonomy and a c c o u n t a b i l i t y o f work 

i n r e l a t i o n t o the o r g a n i s a t i o n and the changing r o l e s of s t a f f w i t h i n 

the Service. A f u r t h e r understanding o f the everyday contingencies o f 

p r o b a t i o n work and the extent t o which o f f i c i a l p o l i c y i s ' in-tune' 

w i t h the working environment then tekes place i n a v a r i e t y o f 

s e t t i n g s : t he c o u r t s , p r o b a t i o n h o s t e l s , day centres, conrnunity 

s e r v i c e and d i v o r c e - c o u r t welfare. F i n a l l y , t he work of seconded 

p r i s o n p r o b a t i o n o f f i c e r s i s the s u b j e c t o f the f i n a l chapter i n t h i s 

p a r t o f the study. 

U n t i l r e c e n t l y and r e l a t i v e t o other agencies i n the c r i m i n a l 

j u s t i c e systen^ l i t t l e e t t e n t i o n has been p a i d t o t h i s s u b j e c t from 

those i n t e r e s t e d i n o r g e n i s e t i o n s and the c r i m i n a l j u s t i c e system i n 

general. The exception t o t h i s i s Gwyneth Boswell's (1982) research. 
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She found a lack o f consensus amongst p r o b a t i o n o f f i c e r s concerning 

the goals of the Service. Nevertheless, the f u l l i m p l i c a t i o n s o f t h i s 

c o n f l i c t were not I n v e s t i g a t e d due t o the study r e l y i n g on I n t e r v i e w 

data alone. Not o n l y d i d members of her sample appear t o lack a 

" u n i v e r s a l sense o f purpose" (1982, p. 342), t h e i r d i f f e r i n g goals 

could be argued t o render o r g a n i s a t i o n a l e f f e c t i v e n e s s problematic. 

The everyday contingencies o f p r o b a t i o n work which would have l e d t o a 

f u r t h e r understanding o f t h i s lack o f consensus, however, was l e f t 

unexamined. Therefore, w h i l s t t h i s study broke new ground, a f u r t h e r 

understanding o f o r g a n i s a t i o n a l behaviour and c o n f l i c t would have been 

achieved by the I n c l u s i o n o f other research Instruments. To 

c h a r a c t e r i s e an o r g a n i s a t i o n as l a c k i n g i n cormxsn goals w i t h o u t a 

corresponding c o n s i d e r a t i o n o f the r e l a t i o n s h i p between t he 

environment and I t s work, f a i l s t o acknowledge t h a t which t h i s study 

considers t o be fundamental: the p o l i t i c a l and environmental e f f e c t s 

on o r g a n i s a t i o n a l work and change. 

I t I s hoped t h a t t h i s study goes some way towards r e d r e s s i n g 

t h i s Imbalance. The f i n a l chapter then r e t u r n s t o an examination o f 

a l l t h r e e l e v e l s o f a n a l y s i s - the macro, mezzo and micro - t o 

consider the f i n d i n g s o f chapters 4 t o 7 i n r e l a t i o n t o the 

discussions I n chapters 1 and 2. The P o s t s c r i p t then looks towards 

. t h e _ f u t u r e _ o f — t h e _ S e r - v l c e H o w e v e r , — t h i s — I s _ n o t _ a c h l e v e d _ b y _ t he-

author but by members o f the Treen Service t o whom t h i s study i s 

Indebted. 
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F>ART 1 

CHARTER 1 



AN EVOLVIMG ORGAN I SAX ION AISIP 

OCCURATION: RROM MORAL EDUCATION 

THROUCBM THERAPEU-riC DIAGNOSIS TO THE 

RRESENT 

"Offence a f t e r offence... and sentence a f t e r sentence appears t o 
be t h e i n e v i t a b l e l o t o f him whose f o o t has once s l i p p e d " 
( p a r t o f F. Rainer's l e t t e r t o the E n g l i s h Temperance Society, 
1876), 

"...any set o f s o c i a l and economic arrangements which i s not 
founded on the acceptance o f i n d i v i d u a l r e s p o n s i b i l i t y w i l l do 
no t h i n g but harm. We are a l l r e s p o n s i b l e f o r our own a c t i o n s . 
We cannot blame s o c i e t y i f we break the law. We simply cannot 
delegate the exercise of mercy and generosity to others". 
(Margaret Thatcher speaking t o the General Assembly o f the 
Church o f Scotland May, 1988). 

The 1980s have been c h a r a c t e r i s e d by r a p i d change: increased 

unemployment, t h e unleashing o f market f o r c e s and a government 

ideology motivated by the s a n c t i t y o f i n d i v i d u a l l i b e r t y and 

r e s p o n s i b i l i t y . Economic e f f i c i e n c y i s p r e d i c a t e d upon co m p e t i t i o n . 

The i n d i v i d u a l p u r s u i t o f ends i s guided by Adam Smiths' (1776) 

' i n v i s i b l e hand': an 'impersonal' r e g u l a t o r y economic f o r c e . While 

opinions vary on the reasons f o r t h i s change i n government t h i n k i n g , 

I t I s undoubtedly having an e f f e c t on economic, p o l i t i c a l and c u l t u r a l 

l i f e (see King 1987). By the ' r o l l i n g back' o f the State, i n d i v i d u a l 

i n i t i a t i v e i s no longer s t i f l e d and a r e s u l t i n g 'freedom t o choose' 

has as i t s concomitant i n c r e a s i n g i n d i v i d u a l r e s p o n s i b i l i t y i n choices 

of a c t i o n . As comnentators have noted, t h i s renewal of l a i s s e z - f a i r e 

i n the economic sphere has apparently r e s u l t e d i n an i n c r e a s i n g 



a u t h o r i t a r i a n i s m i n the s o c i a l sphere (see H a l l and Jacques 1983; Leys 

1984). 

The c r i m i n a l j u s t i c e system has f e l t t h e Impact o f these 

changes. A d d i t i o n a l l y , w i t h i n c r i m i n o l o g y , t h e r e has been a movement 

away from the endeavour t o uncover the a e t i o l o g y o f crime, towards a 

focus on the e f f e c t o f crimes on the v i c t i m and the a d m i n i s t r a t i o n o f 

our system o f j u s t i c e . Change has taken place i n penal discourse and 

p r a c t i c e . R e h a b i l i t a t i o n o f the c r i m i n a l i s no longer the primary aim 

I t once was. There I s now a focus on punishment, p r e d i c a t e d upon 

i n d i v i d u a l r e s p o n s i b i l i t y f o r c r i m i n a l acts. I t i s t h i s change i n 

penal t h i n k i n g and p o l i t i c a l r h e t o r i c t h a t d e f i n e s the c l i m a t e i n 

which the p r o b a t i o n s e r v i c e operates. The o b j e c t of t h i s chapter, 

t h e r e f o r e , i s t o examine some o f these changes I n r e l a t i o n t o the r i s e 

o f the p r o b a t i o n s e r v i c e w i t h i n the c r i m i n a l j u s t i c e system; changes 

i n i t s o r g a n i s a t i o n and the emerging p r o f e s s i o n a l i s m o f p r o b a t i o n 

o f f i c e r s . 

THE EhERGENCE OF 'MISSION' 

Several h i s t o r i e s o f the p r o b a t i o n s e r v i c e already e x i s t and i t 

I s not my purpose t o r e p l i c a t e these (see King 1969; J a r v i s 1972; 

Bochel 1976; Haxby 1978). However, i n order t o understand the 

p a r t i c u l a r pressures the p r o b a t i o n s e r v i c e i s c u r r e n t l y f a c i n g i t i s 

important t o l o c a t e the emergence and changing na t u r e o f the Service 

w i t h i n the environment i t operated. This method enables a g r e a t e r 

understanding o f the p r o b a t i o n s e r v i c e i n i t s present context, 

sharpening i n s i g h t i n t o contemporary changes. ' 
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The p r o b a t i o n s e r v i c e evolved i n a time of r i s i n g concern at 

the l e v e l of moral degeneration of a p a r t i c u l a r s e c t i o n of the 

p o p u l a t i o n - namely working c l a s s h a b i t u a l p e t t y o f f e n d e r s whose 

p a t t e r n s of o f f e n d i n g were thought t o be l i n k e d t o t h e i r d r i n k i n g 

h a b i t s . For these o f f e n d e r s i n c a r c e r a t i o n , at t h e c e n t r e of penal 

s a n c t i o n i n g at the time, was not thought a p p r o p r i a t e . An a l t e r n a t i v e 

form f o r the moral t r a i n i n g of the i n d i v i d u a l offender, given the 

nature of t h e i r behaviour, was r e q u i r e d . 

The Summary J u r i s d i c t i o n Act of 1879 provided f o r c o n d i t i o n a l 

discharge f o r the young or p e t t y offenders, as long as those 

I n d i v i d u a l s were of good behaviour and agreed t o appear f o r sentence 

i f r e q u i r e d . I n a d d i t i o n , they may have been ordered t o observe 

c e r t a i n c o n d i t i o n s the court Imposed. Such p r a c t i c e s are regarded as 

forming the beginnings of the p r o b a t i o n system and the a d m i n i s t r a t i o n 

of l o c a l i n i t i a t i v e s from which sprang p o l i c e court missions. 

However, u n d e r l y i n g these changes was the fundamental b e l i e f t h a t 

o f f e n d i n g behaviour was the r e s u l t of r a t i o n a l choice: 

" I l l e g a l i t y , l i k e poverty, was an e f f e c t of i n d i v i d u a l choice. 
Accordingly, punishment took forms a p p r o p r i a t e t o i t s o b j e c t . 
The proper response t o the r a t i o n a l c r i m i n a l thus c o n s t r u c t e d 
was a p o l i c y of deterrence and r e t r i b u t i o n , t he former t o deny 
the u t i l i t y o f crime, the l a t t e r t o r e c o n s t i t u t e t he s o c i a l 
c o n t r a c t a f t e r i t s breach" (Garland 1985, p. 17). 

This u t i l i t a r i a n c a l c u l a t i o n , i n s p i r e d by Bentham's (1830) 

philosophy, r e q u i r e d a c a r e f u l balance i n deterrence and r e t r i b u t i o n -

s u f f i c i e n t t o d e t e r c r i m i n a l s but not t o o much t o ' j e t t i s o n ' them down 

the path of c r i m i n a l i t y . Therefore, I n d i v i d u a l s were presumed equal 

and r a t i o n a l under the law. ̂  The a d m i n i s t r a t i o n of V i c t o r i a n c r i m i n a l 

J u s t i c e was c h a r a c t e r i s e d by these p r i n c i p a l aims, but a l s o contained 



a t h i r d element: reform. 

I n America a Boston cobbler, John Augustus, was w i d e l y regarded 

as being the world's f i r s t p r o b a t i o n o f f i c e r . From 1841 t o 1859 he 

took o f f e n d e r s on b a l l from Boston co u r t s , promising the c o u r t s t o 

r e p o r t on t h e i r behaviour before they were r e c a l l e d f o r judgement. 

Fol l o w i n g h i s death, v o l u n t a r y workers continued t h i s t r a d i t i o n u n t i l 

the 1878 Massachusetts Act provided f o r : 

"..such persons as may reasonably be expected t o be reformed 
without punishment should be s e l e c t e d t o be put on p r o b a t i o n " 
( J a r v i s 1972, p. 13. I t a l i c s added). 

Penal t h i n k i n g i n B r i t a i n a l s o appeared t o be moving i n the same 

d i r e c t i o n . Even those who a t t a c k e d ' s e n t i m e n t a l i s t s ' f o r b e l i e v i n g i n 

reform, not punishment, considered imprisonment an i n a p p r o p r i a t e 

response f o r the young and p e t t y p e r s i s t e n t o f f e n d e r . ^ These b e l i e f s 

found t h e i r l e g i s l a t i v e expression I n the 1887 Probation o f F i r s t 

Offenders Act. However, the Act d i d not i n c l u d e t h e systematic 

s u p e r v i s i o n o f o f f e n d e r s by an ' a u t h o r i t y * , d e s p i t e attempts t o 

introduce such a clause. 

W i t h i n t h e d i s c i p l i n e o f c r i m i n o l o g y d u r i n g t h i s time, two 

schools of thought were predominant: those o f the e u g e n l c l s t s and the 

s o c i a l e n v i r o n m e n t a l i s t s . Cesare Lombroso's 'L'Uomo Delinquente' was 

published i n 1876. By the f i f t h e d i t i o n i n 1896, i t had become t h r e e 

volumes o f 1,903 pages; from i t s o r i g i n a l o f 252 pages. The focus was 

upon the Idea o f a 'born c r i m i n a l ' : a c l a s s o f I n d i v i d u a l s whose 

a n t i - s o c i a l behaviour shared conmon c h a r a c t e r i s t i c s and whose p h y s i c a l 

appearances were a l s o s i m i l a r . T h i s ' a t a v i s t being' possessed 

' f e r o c i o u s i n s t i n c t s * symptomatic o f i n f e r i o r animals. By l o c a t i n g a 

' c r i m i n a l anthropology' I n the p h y s i c a l appearance of c r i m i n a l s 
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Lombroso's theory p a r a l l e l e d another dominant mode of thought at the 

time: namely S o c i a l Darwinism. As Radzinowicz has noted of Lombroso's 

p o p u l a r i t y : 

" I t served the I n t e r e s t s and r e l i e v e d the conscience of those 
at the top t o look upon the dangerous classes as an independent 
category, detached from the p r e v a i l i n g s o c i a l c o n d i t i o n s " 
(quoted i n Jones 1986, p. 10). 

This b i o l o g i c a l p o s i t i v i s m was preceded by the work of the 

French s o c i a l s t a t i s t i c i a n s Quetelet and Guerry i n the 1830s and 

1840s. Th e i r f i n d i n g s were r a d i c a l i n i m p l i c a t i o n , concluding t h a t 

crime was the r e s u l t of s o c i a l causes; a concept l e s s easy t o d i g e s t 

than t h a t of a 'dangerous class': 

"For the f i r s t time i n the h i s t o r y of human thought crime came 
t o be viewed as a s o c i a l f a c t p r i m a r i l y moulded by t h a t very 
s o c i a l environment of which i t i s an i n t e g r a l p a r t " 
(Radzinowicz 1966, p. 35). 

However, t h i s begs the question of how i t was t h a t two, seemingly 

i r r e c o n c i l a b l e , e x p l a n a t i o n s of c r i m i n a l behaviour - the e u g e n i c i s t s 

and t h e ' i n d i v i d u a l i s e r s * - were compatible w i t h the t h e o r i e s of 

environmentalIsm and s o c i a l d e t e r m i n a t i o n . On the one hand, the 

I n d i v i d u a l was the problem On the other, crime was a s o c i a l f a c t and 

was generated by p r e v a i l i n g s o c i a l c o n d i t i o n s . The clue lay, as 

Garland argues, i n the ' a n a l y t i c primacy o f the i n d i v i d u a l ' : 

"Such a paradox was p o s s i b l e because the 'e n v i r o n m e n t a l i s t s * 
d i d not take s o c i a l r e l a t i o n s as t h e i r o b j e c t of a n a l y s i s and 
t r a n s f o r m a t i o n , nor even the phenomenon of crime. Instead, 
they, l i k e t h e i r 'opponents', took as t h e i r o b j e c t the criminal 
individual as affected by social factors" (1985, p. 175. 
O r i g i n a l i t a l i c s ) . 

As noted, underpinning the V i c t o r i a n system of penology was the 

idea of the 'r e s p o n s i b l e s u b j e c t * , f r e e t o choose i l l e g a l a c t i v i t y and 

t o be punished accordingly. W i t h i n c r i m i n o l o g y , the i d e n t i f i c a t i o n of 



causal f a c t o r s - leading t o c r i m i n a l behaviour was infu s e d w i t h a 

determinism - the i n d i v i d u a l 'pushed i n t o ' crime by s o c i a l causes 

beyond t h e i r c o n t r o l - as such, o f f e n d e r s could h a r d l y be construed as 

resp o n s i b l e f o r t h e i r a c t i o n s . Criminology's l o g i c , t h e r e f o r e , 

seemed t o deny penal p r a c t i c e . However, the dominant t h i n k i n g i n t h e 

moral and p o l i t i c a l spheres was s t i l l t h a t o f the ' f r e e ' I n d i v i d u a l . 

The 'compromise' was t o in t r o d u c e a measure whose l o g i c u n d e r l i e s and 

gave impetus t o the f o r m a t i o n o f the p r o b a t i o n s e r v i c e and the claims 

t o p r o f e s s i o n a l i s m o f i t s members. A c t i o n became the r e s u l t o f choice 

which may, on occasion, be placed I n doubt, a ' s o f t determinism' 

p r e v a i l e d : 

''Responsibility thus became a presurrption which was always put 
in doubt.. I t replaces a p h i l o s o p h i c a l p r i n c i p l e Call men are 
f r e e and resp o n s i b l e ) w i t h a p o s i t i v e psychology (each man must 
be I n v e s t i g a t e d , h i s p e r s o n a l i t y assessed)" (Garland 1985, p. 
187. O r i g i n a l I t a l i c s ) . 

The s u b j e c t , as d e f i n e d by the p r e v a i l i n g moral and p o l i t i c a l 

Ideology, became an o b j e c t f o r the experts' assessment: t he 'age o f 

treatment' had begun.* 

Between 1895 and 1914 the number o f c r i m i n a l sanctions n e a r l y 

doubled. I n s p i r e d by a reforming zeal o f the 'Evangelical s p i r i t ' and 

a middle-class e n t r e p r e n e u r i a l philosophy, l e g i s l a t i o n provided a 

focus f o r the: " P u r i t a n combination o f a 'consciousness o f s i n ' . . . 

w i t h a g e n e r a l i s e d compassion towards t h e 'disadvantaged'" (Young, 

1976: 45). A f u s i o n took place between the c h a r i t a b l e and l e g a l 

spheres. P h i l a n t h r o p y was a medium between C h r i s t i a n conscience and 

business and a young p r o b a t i o n s e r v i c e t h e b u f f e r between l a i s s e z -

f a i r e I n d i v i d u a l i s m and State i n t e r v e n t i o n I n the penal sphere. The 

' s i t e ' f o r the expression o f such b e l i e f s became a l e g a l l y 
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* responsible* subject who, on occasion, Lapses i n t o ' i r r e s p o n s i b i l i t y ' 

which r e q u i r e s 'treatment'. The i n d i v i d u a l becomes the object and t h e 

pr o b a t i o n o f f i c e r the means f o r I n t e r v e n t i o n . 

The r e s u l t i n g I n d i v i d u a l I s a t i o n o f crime remains t o t h i s day 

one o f the core j u s t i f i c a t i o n s o f p r o b a t i o n s e r v i c e work and a core 

b e l i e f o f the p r o f e s s i o n a l s t a t u s o f i t s members (McWilllams 1987; 

Boswell 1982, 1989). Such was the s t r e n g t h o f b e l i e f concerning these 

Ideas and p r a c t i c e s t h a t any o p p o s i t i o n a l debate was 'marked by I t s 

absence' <Garland 1985, p. 168). The consensus around 'welfarism' as a 

core component o f penal s t r a t e g i e s and r a t i o n a l e o f the p r o b a t i o n 

s e r v i c e , only began t o be f u l l y challenged - i n the p o l i t i c a l sphere -

i n the 1970s and 1980s, w i t h considerable e f f e c t (see chapter 2 ) . 

I t was not u n t i l The Probation o f Offenders Act i n 1907 t h a t 

l e g i s l a t i o n provided f o r the appointment o f f u l l - t i m e p r o b a t i o n 

o f f i c e r s . Representatives o f the Church o f England Terr^rance Society 

argued t h a t p o l i c e c o u r t m i s s i o n a r i e s , who were already engaged i n 

s o c i a l work I n the c o u r t s , should be appointed. Nevertheless, i t was 

decided t h a t the de c i s i o n s o f ma g i s t r a t e s r e g a r d i n g t h e s u i t a b i l i t y o f 

i n d i v i d u a l s t o supervise o f f e n d e r s should be ' e l a s t i c ' , w h i l s t t h e 

d u t i e s o f p r o b a t i o n o f f i c e r s , f o l l o w i n g an amendment t o the B i l l , 

were: 

"To v i s i t or rec e i v e r e p o r t s from the person under s u p e r v i s i o n at 
such reasonable i n t e r v a l s as the p r o b a t i o n o f f i c e r may t h i n k f i t ; 
t o see t h a t he observes t he c o n d i t i o n s o f h i s recognizance; t o 
r e p o r t t o the Court on h i s behaviour; t o advise, a s s i s t and 
b e f r i e n d him and, when necessary, t o endeavour t o f i n d him s u i t a b l e 
employment" (quoted I n J a r v l s 1972, p. 16). 

To t h i s day 'advise, a s s i s t and b e f r i e n d ' I s s t i l l w i d e l y 

quoted. S a l a r i e s were payable by 'case', r e f l e c t i n g not only t h e 
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l i k e l i h o o d o f the work being p a r t - t i m e , but a l s o some doubt as t o the 

use which would be made by t h e c o u r t s of p r o b a t i o n o f f i c e r s . 

Nevertheless, t h e Act provided t h e beginnings o f a t r a n s i t i o n from 

v o l u n t a r y t o p u b l i c p r o v i s i o n ; d e s p i t e the f a c t t h e r e was no 

o b l i g a t i o n on l o c a l j u s t i c e s t o implement the Act. The on l y p r o v i s o 

being the 1908 Probation Rules which r e q u i r e d m a g i s t r a t e s o f each 

P e t t y Sessional D i v i s i o n t o meet once a year t o appoint p r o b a t i o n 

o f f i c e r s . Under the Act, c o n d i t i o n s c o u l d a l s o be added t o orders 

which included p r o h i b i t i n g t h e i n d i v i d u a l from s o c i a l i s i n g w i t h o t h e r 

't h i e v e s ' , or i f the of f e n c e Involved a l c o h o l , a b s t e n t i o n from 

I n t o x i c a t i n g l i q u o r and the leading o f 'an honest and i n d u s t r i o u s 

l i f e * . S i m i l a r m o t i v a t i o n s on the part o f p o l i c y makers were 

contained I n t h e subsequent Prevention o f Crime Act (1908), o n l y t h i s 

time i n the p r i s o n , as opposed t o the corrmjnlty (see Garland 1985, p. 

220). 

Some commentators on the j u s t i c e system were arguing t h a t t h e 

p r o v i s i o n o f pr o b a t i o n was a matter f o r t h e State and not 

p h i l a n t h r o p i s t s (see Bochel 1976, p. 34). However, the pay, 

appointment and workloads o f o f f i c e r s were l o c a l l y determined and t h i s 

autonomy meant a v a r i a b i l i t y i n workloads and s a l a r i e s . This, i n 

t u r n , led t o questions o f whether p r o b a t i o n work should be under l o c a l 

or c e n t r a l c o n t r o l (a c o n s i d e r a t i o n remaining the sub j e c t o f debate t o 

t h i s day). I n r e a c t i o n t o t h i s l o c a l v a r i a b i l i t y , the Home O f f i c e was 

i s s u i n g C i r c u l a r s suggesting the increased use o f p r o b a t i o n on 

s u i t a b l e cases (as today) and, f o l l o w i n g t h e r e p o r t o f t h e 

Departmental Committee on the Probation o f Offenders Act (1909), i t 

was a l s o agreed t h a t I n most cases f i x e d annual payments should be 
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made t o p r o b a t i o n o f f i c e r s . 

This era I n the f o r m a t i o n o f the Service took i t s impetus from 

a convergence between the Inapproprlateness o f e x i s t i n g penal 

sanctions t o a p a r t i c u l a r c l a s s o f of f e n d e r s - h a b i t u a l , drunken and 

p e t t y - and a reforming zeal motivated by r e l i g i o u s b e l i e f . This 

middle-class movement was c h a r i t y based i n I t s o r g a n i s a t i o n and moral 

In I t s ethos, although o p e r a t i n g i n a s o c i e t y where the philosophy o f 

s e l f - h e l p and e n t r e p r e n e u r i a l s p i r i t were paramount: 

"The s o l u t i o n f o r these V i c t o r i a n p u n d i t s was t h e r e f o r e t o 
d e f i n e these miscreant I n d i v i d u a l s as being a s o c i a l problem on 
account o f t h e i r moral l a x i t y or f a l l i n g ' * (Young 1976, p. 52). 

Nevertheless, t h e 'success' o f pr o b a t i o n r e q u i r e d greater p r o v i s i o n 

than t h a t allowed f o r by c h a r i t a b l e o r g a n i s a t i o n alone. L e g i s l a t i o n 

provided the framework, but the o r g a n i s a t i o n f o r i t s e f f e c t i v e 

implementation was t o come l a t e r . 

'EVANGELICAL VOLUNTARISM' TO THE 'PUBLIC THERAPEUTIC 

During 1912 the N a t i o n a l A s s o c i a t i o n o f Probation O f f i c e r s 

(NAPO) was formed. I t had t h r e e alms. F i r s t , t h e advancement o f 

pro b a t i o n work. Second, t he promotion o f a bond union amongst 

pr o b a t i o n o f f i c e r s , by the p r o v i s i o n o f o p p o r t u n i t i e s f o r s o c i a l 

I n t e r c o u r s e and the g i v i n g o f f r i e n d l y advice. T h i r d , t o enable 

p r o b a t i o n o f f i c e r s by c o l l e c t i v e a c t i o n , as a r e s u l t o f p r a c t i c a l 

experience, t o make suggestions f o r advancements i n p r o b a t i o n work and 

the r e f o r m a t i o n o f offenders. 

The f o r m a t i o n o f NAPO was not w i t h o u t c r i t i c s . Some, 

p a r t i c u l a r l y those r e l i g i o u s l y motivated, saw t h e A s s o c i a t i o n as a 
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s e l f - s e e k i n g body, r e p r e s e n t a t i v e o f an i n c r e a s i n g s e c u l a r i s a t i o n . 

Two years l a t e r a r e l a t e d issue o f v o l u n t a r y versus p r o f e s s i o n a l 

p r o b a t i o n o f f i c e r s was discussed i n Leeson*s 'The Probation System' 

(1914). Both o f these Issues formed the beginnings o f a debate 

s t r e s s i n g the r e l i g i o u s element o f the Service versus a p u b l i c body 

administered and s t a f f e d by p r o f e s s i o n a l s . 

Leeson a l s o r a i s e d the Issue o f c e n t r a l and l o c a l c o n t r o l o f 

the Service. He suggested the s p e c i a l t r a i n i n g o f pr o b a t i o n o f f i c e r s 

and the fo r m a t i o n o f a Home O f f i c e department t o n a t i o n a l l y co

o r d i n a t e p r o b a t i o n work. To add t o t h i s debate the Howard 

Associations' Annual Report (1916) h i g h l i g h t e d the u n s u l t a b i I i t y o f 

many o f f i c e r s , t h e i r c l i e n t s and the sho r t l e n g t h o f orders and an 

Inadequacy I n the areas o f o r g a n i s a t i o n and c o n t r o l o f p r o b a t i o n 

work.' One year Later a d e p u t a t i o n from the State C h i l d r e n ' s 

A s s o c i a t i o n met the Home Secretary and were a l s o d i s t u r b e d at the lack 

of t r a i n i n g I n ' r e f o r m a t i v e methods' o f many p o l i c e c o u r t 

missionaries. Educated workers, they believed, were being asked t o 

work w i t h those who outlook was ' i n the past'. Probation o f f i c i a l s 

were r e p o r t e d t o be overworked, l a c k i n g I n c o - o r d i n a t i o n and p r o b a t i o n 

s u p e r v i s i o n inadequate. In f a c t by 1920, o f the 1034 Courts o f 

Surrmary J u r i s d i c t i o n , o n l y 215 had taken steps t o appoint p r o b a t i o n 

o f f i c e r s . T h i s d e p u t a t i o n t h e r e f o r e suggested the Home Secretary 

should use h i s I n f l u e n c e over j u s t i c e s t o appoint those who were " w e l l 

educated", o f "high i d e a l s " and w i t h knowledge of the "best 

r e f o r m a t i v e methods" (Bochel 1976, p. 69). 

The ' e v a n g e l i c a l s p i r i t * o f the p o l i c e c o u r t m i s s i o n a r i e s was 

t h e r e f o r e being g r a d u a l l y replaced by the t h e r a p e u t i c approach o f the 
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d i a g n o s t i c i a n (see McWilliams 1983). Governments, spurred on by the 

above arguments, assumed I n c r e a s i n g r e s p o n s i b i l i t y i n the planning o f 

p r o b a t i o n p r o v i s i o n t o courts. I n the process the concept of ' a l l 

equal under the law', c h a r a c t e r i s t i c o f the V i c t o r i a n era, moved more 

i n t o t he background. As a r e s u l t , t he ' j u d i c i a l i n s t i t u t i o n ' was 

Incorporated I n t o Foucault's (1977) 'continuum o f apparatuses' which 

performed ' r e g u l a t o r y ' as w e l l as ' d i s c i p l i n a r y ' f u n c t i o n s over the 

I n d i v i d u a l . 'Normalisation' became the goal, d i a g n o s i s I t s method and 

p r o b a t i o n I t s means i n the penal sphere. These p r a c t i c e s were: 

"concerned not j u s t t o prevent law-breaking, but a l s o t o I n c u l c a t e 

s p e c i f i c norms and p r a c t i c e s " (Garland 1985, p. 238). 

Changes I n t h i n k i n g were a l s o t a k i n g place among p r o b a t i o n 

personnel. The 'missionary I d e a l ' , based as I t was on the 'stunto l i n g 

block o f d r i n k ' , j u s t i f i e d the coercion o f the i n d i v i d u a l I n order t o 

'save them from themselves'. Thus the end-state - the understanding 

o f 'God's law' - would be enhanced. However, as McWilliams argues, 

t h e i r t h e o r i e s were Infused w i t h a determinism based on poor h a b i t and 

d r i n k as Impediments t o a r i g h t e o u s l i f e . However, the a c t u a l 

p r a c t i c e o f r e f o r m a t i v e techniques led m i s s i o n a r i e s t o b e l i e v e t h a t 

I n d i v i d u a l behaviour was a c t u a l l y c o n d i t i o n e d by these 'sturrtollng 

blocks*. This gave a d d i t i o n a l Impetus t o a new movement based on the 

psychological diagnosis o f the I n d i v i d u a l . The r i s e o f the 

" ' s c i e n t i f i c ' ontology" o f the d i a g n o s t i c i a n s had begun: 

"Once t h i s became widely accepted i t meant t h a t the Mission had no 
u l t i m a t e defence l e f t a gainst the d e t e r m l n l s t ontology o f the 
d i a g n o s t i c i a n s . The triumph o f the ' s c i e n t i f i c ' s o c i a l workers 
ensued" (McWllllams 1983, p. 142). 

Even so, two Important I n g r e d i e n t s were missing f o r the success o f 
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t h i s movement: o r g a n i s a t i o n and t r a i n i n g . 

W h i lst the Home O f f i c e had appointed an o f f i c i a l f o r p r o b a t i o n 

f o l l o w i n g the reconmendations o f the 1909 Conmittee, the post was i n 

the Children's D i v i s i o n . The 1920 Departmental Conmittee, appointed 

by the Home Secretary t o enquire i n t o t h e pay, t r a i n i n g and 

appointment o f p r o b a t i o n o f f i c e r s , found s t a f f i n the Home O f f i c e 

d i s t r a c t e d by the workload o f other d u t i e s . The Cormiittee, r e p o r t i n g 

i n 1922, recornnended s u f f i c i e n t s t a f f should be appointed t o t h e 

Children's D i v i s i o n and an annual r e p o r t on the p r o b a t i o n s e r v i c e 

should be produced and a v a i l a b l e t o magistrates, s o c i a l workers and 

prob a t i o n o f f i c e r s . The Corrmittee a l s o recomnended the government 

should now pay h a l f the cost o f p r o v i d i n g p r o b a t i o n o f f i c e r s , n o t i n g a 

'saving t o the Exchequer' i f p r o b a t i o n were 'successful'. F u r t h e r , 

the Comnittee suggested the beginnings o f a system o f c o n t r o l and 

finan c e whose form remains t o t h i s day: a c e n t r a l government grant 

but "without direct interference with the organisation of the work on 

local ii'nes" (quoted i n Bochel 1976, p. 88. I t a l i c s added). ̂  The 

Conmittee a l s o reconmended t h a t each Bench should appoint 

r e p r e s e n t a t i v e s from I t s members t o form a Corrmlttee t o organise 

p r o b a t i o n work i n the area. T h e i r tasks, the Corrmittee suggested, 

should Include questions of pay and s u p e r v i s i o n o f o f f i c e r s , as w e l l 

as t h e i r appointment.^ 

I n c r e a s i n g l y , the evidence regarding t h e lack of o r g a n i s a t i o n 

and t r a i n i n g o f pr o b a t i o n o f f i c e r s mounted. By 1924, the Home O f f i c e 

r e g i s t r y o f p r o b a t i o n o f f i c e r s ( f i r s t compiled i n 1911) showed t h a t o f 

the 847 appointed, 650 were p a i d and the r e s t were v o l u n t e e r s . 

Probation o f f i c e r s comprised of p o l i c e c o u r t m i s s i o n a r i e s , 
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r e p r e s e n t a t i v e s o f the S a l v a t i o n Army, the N a t i o n a l Society f o r the 

P r o t e c t i o n Against C r u e l t y t o C h i l d r e n and the Discharged P r i s o n e r s 

Society. Government then had t o act i n the face o f mounting 

c r i t i c i s m . 

The 1925 C r i m i n a l J u s t i c e Act made I t mandatory f o r every 

c r i m i n a l c o u r t t o have a p r o b a t i o n o f f i c e r a ttached t o i t . T his was 

the f i r s t major Act t o ' o r g a n i s a t i o n a l l y * f a c i l i t a t e t h e u n i f o r m 

workings of probation. A d d i t i o n a l l y , each p e t t y sessional d i v i s i o n 

became a ' p r o b a t i o n area', w h i l e p r o b a t i o n work was t o be administered 

by a new s t a t u t o r y body - the p r o b a t i o n conmittee - r e s p o n s i b l e f o r 

the pay and appointment of o f f i c e r s . However, the s u p e r v i s i o n o f 

p r o b a t i o n o f f i c e r ' s work remained the r e s p o n s i b i l i t y o f t h e l o c a l 

Bench unless i t had been delegated t o an e l e c t e d p r o b a t i o n comnlttee 

or a l t e r n a t i v e l y , under the Home Secretary's powers, took place i n a 

combined area - i n which case the p r o b a t i o n comnittee assumed 

r e s p o n s i b i l i t y . S a l a r i e s , as determined by the corrmlttee, would be 

met by l o c a l a u t h o r i t i e s who no longer had the powers under the 1907 

Act t o refuse j u s t i c e s recommendations.'' 

Under pressure from v a r i o u s groups i n the c r i m i n a l j u s t i c e 

system and f o r pragmatic reasons such as cost, governments had acted 

d u r i n g t h i s p e r i o d i n implementing the u n i v e r s a l p r o v i s i o n o f a 

p r o b a t i o n s e r v i c e t o courts. However, t h e r e s t i l l e x i s t e d an uneasy 

ten s i o n between newly r e c r u i t e d p r o b a t i o n o f f i c e r s and m i s s i o n a r i e s 

from the Church of England Temperance Society. This s i t u a t i o n , 

coupled w i t h increased workloads and d u t i e s over the next decade, was 

t o prompt another major review o f the s e r v i c e . 
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AN ASPIRING OCCUPATION 

During the next decade a considerable expansion took place i n 

p r o b a t i o n work. Numbers placed on p r o b a t i o n Increased from 15,094 I n 

1925 t o 18,934 i n 1933, a phenomenon a t t r i b u t e d by Bochel (1976), 

a l b e i t w i t h some caution, t o Increased numbers o f p r o b a t i o n o f f i c e r s ; 

Increased knowledge on the p a r t o f magistrates; c l o s u r e o f r e f o r m a t o r y 

schools and a change i n a t t i t u d e s towards i n s t i t u t i o n s . Not o n l y d i d 

government moves appear t o o r g a n i s a t i o n a l l y f a c i l i t a t e a higher 

p r o f i l e f o r p r o b a t i o n i n the c r i m i n a l j u s t i c e system dur i n g t h i s time, 

but u t t e r a n c e s regarding the ' p r o f e s s i o n a l ' n a t u r e o f p r o b a t i o n 

o f f i c e r s ' work were becoming more frequent. Indeed, d u r i n g the 1928 

Annual Conference o f NAPO the f u t u r e s e c r e t a r y , H. E. Norman, r e f e r r e d 

t o the proceedings of the a s s o c i a t i o n as those not o f a t r a d e union, 

but a 'learned s o c i e t y ' ( J a r v i s 1972, p. 40). Further, the 1920 

Committee had found the ad hoc basis o f p r o b a t i o n an Impediment t o I t s 

e f f i c i e n t o r g a n i s a t i o n , w h i l s t a l s o n o t i n g the inadequate t r a i n i n g o f 

many of I t s p r a c t i t i o n e r s . However, as Bochei and McWilllams (1985) 

note - d e s p i t e J a r v i s ' s a s s e r t i o n s t o the c o n t r a r y - the Comnittee was 

weak i n I t s d i s c u s s i o n o f t r a i n i n g . Therefore, p r a c t i t i o n e r s and 

t h e i r r e p r e s e n t a t i v e s , spurred on by the ' d i a g n o s t i c i d e a l ' , sought 

p r o f e s s i o n a l s t a t u s based upon t h e i r d i a g n o s t i c a b i l i t i e s . ' T h i s 

movement meant a change i n the ethos of p r o b a t i o n work: 

"The gradual movement from the r e l i g i o u s , missionary Ideal t o 
the s c i e n t i f i c , d i a g n o s t i c I d e a l , depending, i n p a r t , on 
n o t i o n s o f p r o f e s s i o n a l i s m , r e q u i r e d t h a t p r o b a t i o n work should 
be something f o r which people were trained t o enter r a t h e r than 
c a / i e d t o f o l l o w " (McWl11 lams 1985, p. 261. I t a l i c s added). 
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Further evidence f o r the importance o f diagnosis came from t h e 

f i e l d o f c r i m i n o l o g y i n t h e form o f C y r i l B u r t ' s 'The Young 

Delinquent', published I n 1925. He noted the Importance o f examining 

of f e n d e r ' s c h a r a c t e r i s t i c s and not offences. As a r e s u l t , he 

advocated t r a i n i n g f o r p r o b a t i o n o f f i c e r s I n psychology, a l l o f which 

was e n t h u s i a s t i c a l l y reproduced i n Le Mesurier's 'Handbook o f 

Probation' (1935). 

' O f f i c i a l ' c r e d i b i l i t y f o r the t r a i n i n g o f o f f i c e r s came from 

the Advisory Committee on Probation i n 1930. L e g i s l a t i v e l y , t h e 1933 

Ch i l d r e n and Young Persons Act provided not on l y f o r a system o f 

s u p e r v i s i o n o f young offenders, but a l s o f o r e n q u i r i e s i n t o t h e i r home 

circumstances t o be undertaken by p r o b a t i o n o f f i c e r s (as w e l l as l o c a l 

a u t h o r i t y o f f i c e r s ) . Once again, given these changes In p r a c t i c e and 

b e l i e f s , t h e p r o b a t i o n s e r v i c e found i t s e l f t h e sub j e c t o f a 

Departmental Comnlttee. 

The Departmental Comnittee on the Soci a l Services In Courts o f 

Sumnary J u r i s d i c t i o n began I t s i n v e s t i g a t i o n I n 1934 and r e p o r t e d i n 

1936, I t s tasks Included e n q u i r i e s i n t o t h e p r a c t i c e o f pr o b a t i o n ; 

methods o f r e c o n c i l i a t i o n I n matrimonial disputes; s o c i a l 

I n v e s t i g a t i o n s f o r the c o u r t s and f i n a l l y , t o recorrmend any necessary 

changes I n the o r g a n i s a t i o n of the p r o b a t i o n s e r v i c e . In t h i s respect 

i t found t h e p r o b a t i o n committee system t o be Inadequate. Many 

members d i d not have s u f f i c i e n t contact w i t h t h e i r p r o b a t i o n o f f i c e r s 

who, as a r e s u l t , were o f t e n i s o l a t e d . Others had appointed o n l y 

p a r t - t i m e o f f i c e r s w i t h the consequence many c o u r t s were o f t e n w i t h o u t 

o f f i c e r s , w h i l e a s u b s t a n t i a l number were u n q u a l i f i e d , inexperienced 

or overworked by s u p e r v i s i n g , on average, between 60 and 70 cases. I n 
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a d d i t i o n , t h r e e hundred p e t t y sessional d i v i s i o n s were wi t h o u t a woman 

pro b a t i o n o f f i c e r , whose presence t h e Conmittee considered Important. 

The Corrmlttee found these f a c t s n e i t h e r f a i r t o the o f f i c e r s i n 

p a r t i c u l a r , nor the system I n general. Whilst some areas had 

combined, o t h e r s remained very small, leading t h e Conmittee t o 

conclude t h a t t h e case f o r combination was 'unassailable' and b e l i e v e d 

the most e f f e c t i v e u n i t f o r such combination was the County. However, 

the Committee remained convinced o f the p r i n c i p l e i n the 1925 Act, 

which l e f t the c o n t r o l o f the Service I n the hands o f j u s t i c e s -

desp i t e f i n d i n g t h a t p r o b a t i o n conmlttees were 'remote' from o f f i c e r s . 

Among the Cormiittee's proposals was the i n t r o d u c t i o n o f a 

supervisory post, t h e p r i n c i p a l p r o b a t i o n o f f i c e r , which alrea d y 

e x i s t e d I n some areas. Despite p r o t e s t s r e g a r d i n g the remoteness o f 

pro b a t i o n committees, the I n t r o d u c t i o n o f such a post appeared t o be 

outweighed by the t e s t i m o n i e s o f witnesses regarding t h e lack o f 

o r g a n i s a t i o n i n the Service. Thus, the d u t i e s o f p r i n c i p a l p r o b a t i o n 

o f f i c e r s were given as: a d v i s i n g t h e p r o b a t i o n committee on t e c h n i c a l 

matters; a c t i n g as executive I n the o r g a n i s a t i o n and a d m i n i s t r a t i o n o f 

the Service; l i a i s i n g between t he Committee and other r e l e v a n t bodies; 

promoting e f f e c t i v e p r o b a t i o n work through t h e p r o v i s i o n o f r e p o r t s . 

F i n a l l y , t o enable those p r o b a t i o n o f f i c e r s I n t e r e s t e d I n 'other work' 

t o I n c o r p o r a t e t h i s w i t h t h e i r p r o b a t i o n experiences, thus 'broadening 

the base o f t h e i r s o c i a l endeavours' (Bochel 1976, p. 138-139). I t 

als o recommended t h a t matrimonial work, alrea d y undertaken on a 

v o l u n t a r y basis by p r o b a t i o n o f f i c e r s , should become a s t a t u t o r y duty 

f o r the Service. This was Implemented by the 1937 Sunmary Procedure 

A c t . F i n a l l y , apart from t h e importance o f t r a i n i n g o f f i c e r s , t h e 
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Committee recommended an increase i n the c e n t r a l c o n t r o l of the 

Service. 

While these recommendation were t o be implemented i n the 

Cri m i n a l J u s t i c e Act of 1938, the outbreak of war prevented i t s 

reading. Governments were ap p a r e n t l y concerned t h a t p u b l i c o p i n i o n 

demanded a tougher stance on crime and hence the ' s o f t iniage* of the 

Service needed t o be a l t e r e d . Nevertheless, the Service developed 

along the l i n e s proposed by the Committee and the l a s t p o l i c e c o u r t 

mission (Middlesex) not t o hand over t o the Home O f f i c e , d i d so i n 

March 1941. 

Speaking t o the 24th Annual Conference of NAPO, the Chair of 

the 1936 Departmental Committee, Sidney H a r r i s , noted two p r i n c i p l e s 

contained i n the r e p o r t : the need f o r t r a i n e d s o c i a l workers t o 

undertake the s o c i a l work of the c o u r t s and the nece s s i t y f o r the 

pro b a t i o n s e r v i c e t o be a wholly public s e r v i c e . The emphasis of t h i s 

wide ranging r e p o r t r e s t e d f i r m l y on the Service's administration. I f 

i t s ethos was t o be questioned i t was i n a favourable l i g h t . 

O f f i c i a l l y , at l e a s t , d i s p u t e s r e g a r d i n g the r a t i o n a l e of 

th e r a p e u t i c p r a c t i c e s became a d m i n i s t r a t i v e problems. Concern centred 

on the execution not on the conception of the task. P r a c t i t i o n e r s 

were t o implement on behalf of the c o u r t s , w h i l s t a more h i e r a r c h i c a l 

a d m i n i s t r a t i v e s t r u c t u r e was t o enhance and f a c i l i t a t e t h e i r work; at 

the same time p r o v i d i n g a career ladder where none e x i s t e d before. 

S u f f i c i e n t t r a i n i n g i n d i a g n o s t i c methods became the means towards the 

end of r e h a b i l i t a t i o n , although i t s f u l l development was s t i l l t o come 

i n the form of t r a i n i n g o f f i c e r s i n v a r i o u s p r a c t i c e s . 
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THE POST-WAR PERIOD: THE PEAK OF OCCUPATIONAL STATUS 

The 1936 Departmental Committee's recommendations were 

e v e n t u a l l y Incorporated I n the 1948 Cr i m i n a l J u s t i c e Act. T h i s Act 

repealed a l l past l e g i s l a t i o n I n respect t o probation. I t set a new 

s t r u c t u r e o f a d m i n i s t r a t i o n f o r t h e p r o b a t i o n s e r v i c e , r e s t a t e d t h e 

powers o f the c o u r t s I n respect t o p r o b a t i o n and set the d u t i e s o f 

pro b a t i o n o f f i c e r s , p a r t i c u l a r l y t h e i r new r e s p o n s i b i l i t i e s f o r a f t e r 

care o f pris o n e r s . The Act a l s o provided f o r an Increase I n Home 

O f f i c e c o n t r o l o f l o c a l a d m i n i s t r a t i o n and an Exchequer grant t o be 

paid at a r a t e not exceeding 50 per cent. By 1959 t h e r e were 11 

inspe c t o r s from the Home O f f i c e Probation D i v i s i o n , w i t h each newly 

appointed o f f i c e r r e c e i v i n g a v i s i t from an inspector t o b u i l d up 

these contacts. I n a d d i t i o n , ad h o c - v i s i t s were made t o p r o b a t i o n 

areas. The Probation Rules (1949) a l s o set out the d u t i e s o f 

p r i n c i p a l p r o b a t i o n o f f i c e r s and those o f senior p r o b a t i o n o f f i c e r s , 

who had been appointed I n many areas. While the Service became more 

h i e r a r c h i c a l . I t was noted t h a t : 

"The s t u r d y Independence o f the i n d i v i d u a l o f f i c e r had long 
h e l d sway, and was t o do so long a f t e r t h e Rules had been 
issued" ( J a r v i s 1972. p. 64). 

The Home Secretary had used powers o f combination, j u s t i f i e d by 

the presumed increase I n e f f i c i e n c y which would r e s u l t from l a r g e r 

areas o f a d m i n i s t r a t i o n . By 1959 th e r e were 104 pr o b a t i o n areas i n 

England and Wales - reduced from 292 In 1947 - and by 1962 t h e r e were 

62 p r i n c i p a l p r o b a t i o n o f f i c e r s . Further d u t i e s were given t o 

pro b a t i o n o f f i c e r s d u r i n g t h e 1950s and these included the 

i n t r o d u c t i o n o f the term ' w e l f a r e o f f i c e r ' i n the 1958 Matrimonial 

- 22 -



Proceedings ( C h i l d r e n ) Act. These changes led one observer o f the 

c r i m i n a l j u s t i c e system t o w r i t e I n 1958: 

" I f I were asked what I s the most s i g n i f i c a n t c o n t r i b u t i o n made 
by t h i s country t o the new penolog i c a l theory and p r a c t i c e 
which s t r u c k r o o t I n the t w e n t i e t h century. .. my answer would be 
p r o b a t i o n " (Radzlnowicz 1958, Preface t o 'The Results o f 
Pro b a t i o n ' ) . 

Despite such optlmlsn\ concern was expressed at the d e c l i n e i n numbers 

placed on p r o b a t i o n and an increase i n recorded crime. Between 1938 

and 1947, as a percentage o f I n d i c t a b l e offences known t o the p o l i c e , 

those over 17 c o n v i c t e d and placed on p r o b a t i o n f e l l from 22 t o 11 p>er 

cent. '' 

The p r o b a t i o n s e r v i c e was now I n the middle o f the p e r i o d B i l l 

McWilliams (1986) c a l l s the "phase of diagnosis". From the e a r l y 

'saving o f souls' through ' d i v i n e grace', t he onus was now on t h e 

s c i e n t i f i c assessment and treatment of the I n d i v i d u a l . No longer were 

of f e n d e r s 'sinners' but ' p a t i e n t s ' . O f f i c e r s no longer engaged I n 

s p e c i a l pleading on behalf o f I n d i v i d u a l s I n the courts, but provided 

a ' s c i e n t i f i c ' assessment o f t h e i r predicament. With the 'casework 

method' the offender became the su b j e c t o f ' p r o f e s s i o n a l d i a g n o s t i c 

a p p r a i s a l ' , a l l o f which drew upon a phase i n c r i m i n o l o g i c a l thought 

which provided f o r the treatment o f the offender who was I n some way 

'maladjusted'.'^ Therefore, t h i s p e r i o d provided s o c i a l workers w i t h 

t h e i r prime j u s t i f i c a t i o n f o r p r o f e s s i o n a l s t a t u s which. I n v a r i o u s 

forms, remains t o t h i s day: the s k i l l s r e q u i r e d i n one-to-one 

i n t e n s i v e casework. However, McWlI Hams (1986) argues t h a t u n d e r l y i n g 

t h i s ' s cientism' i s a d i s g u i s e d moral goal regarding a p p r o p r i a t e 

behaviour. I f t h i s i s the case, the peak of p r o f e s s i o n a l i s m had been 

reached. Indeed, the p r o b a t i o n s e r v i c e was about t o enter a p e r i o d o f 
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r a p i d change I n i t s nature and f u n c t i o n . 

A Major Review 

Increased pressure on p r o b a t i o n o f f i c e r s , given the abso l u t e 

r i s e I n r e p o r t e d crime, l e d t o a demand f o r t h e i r work which was not 

being met by the supply o f o f f i c e r s . This, I n t u r n , l e d t o demands 

f o r Increased s a l a r i e s on the basis t h a t g reater e x p e r t i s e was now 

r e q u i r e d as w e l l as an Increase i n workloads. W h i l s t the Home O f f i c e 

were I n i t i a l l y r e l u c t a n t t o launch a large scale enquiry, a Coirmlttee 

was convened I n May 1959 under t he d i r e c t i o n o f a Q. C. Ronald Morlson. 

The Committee's b r i e f was t o enquire I n t o ' a l l aspects o f p r o b a t i o n I n 

England and Wales and Scotland' and * the approved p r o b a t i o n h o s t e l 

system I n England and Wales and Scotland'. The 'Morlson Comnlttee' 

f i n a l l y r e p o r t e d i n March 1962. 

The Report was wide ranging i n . i t s content and marked the 

beginning of two decades o f r a p i d change I n the f u n c t i o n s and 

o r g a n i s a t i o n o f the Service. The Comnlttee o f f e r e d t h e f o l l o w i n g 

d e f i n i t i o n o f p r o b a t i o n i n t h e i r r e p o r t : 

"We understand by p r o b a t i o n the submission o f an of f e n d e r w h i l e 
at l i b e r t y t o a s p e c i f i e d p e r i o d o f s u p e r v i s i o n by a s o c i a l 
caseworker who I s an o f f i c e r o f the court: d u r i n g t h i s p e r i o d 
the o f f e n d e r remains l i a b l e , i f not o f good conduct, t o be 
otherwise d e a l t w i t h by the c o u r t " (1962, para. 9). 

I t a l s o emphasised t h a t t h e c o u r t makes a p r o b a t i o n order instead of a 

sentence and places a t r u s t I n the probationer ' t o be o f good 

conduct'. At the same time, t h e Committee were 'anxious' t o d i s p e l 

the myth t h a t a person I s ' l e t o f f i f placed on p r o b a t i o n and 

stress e d the d i s c i p l i n a r y element I n s u b m i t t i n g t o s u p e r v i s i o n . T h i s 

was a response t o the perceived p u b l i c demand f o r 'tougher sentencing' 

as the crime r a t e was r i s i n g . 
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Central t o the aim o f p r o b a t i o n was the use o f ' s o c i a l 

casework' and i n t h i s t he Conmittee r e i n f o r c e d the main j u s t i f i c a t i o n 

f o r t h e p r o f e s s i o n a l s t a t u s o f the p r o b a t i o n o f f i c e r : 

"To-day the p r o b a t i o n o f f i c e r must be seen, e s s e n t i a l l y , as a 
p r o f e s s i o n a l caseworker, employing, In a s p e c i a l i s e d f i e l d , 
s k i l l which he holds i n common w i t h other s o c i a l workers; 
s k i l l s which, i f i t opens up t o htm hopes o f c o n s t r u c t i v e work 
which were not enjoyed by h i s predecessors of twenty years ago, 
a l s o make complex and s u b t l e demands upon him, r e f l e c t i n g , as 
i t does, growing awareness of the d i f f i c u l t y o f h i s task" 
(1962, para. 54>. 

While treatment o f the i n d i v i d u a l remained the c e n t r a l work of the 

o f f i c e r , t he Conmittee a l s o i n v e s t e d the p r o b a t i o n o f f i c e r w i t h the 

r e s p o n s i b i l i t y o f p r o t e c t i n g s o c i e t y and r e g u l a t i n g the p r o b a t i o n e r ' s 

behaviour by the i n c u l c a t i o n o f s o c i e t y ' s norms (1962, para. 54-). 

Duties ' P r o l i f e r a t e ' 

The Corrmittee noted t h a t the f u n c t i o n s o f p r o b a t i o n o f f i c e r s 

had increased considerably. However, they b e l i e v e d such demands 

should continue (1962, paras. 10, 1 1 . ) ' ' Thus. the d u t i e s o f 

p r o b a t i o n o f f i c e r s and the Service's a d m i n i s t r a t i v e r e s p o n s i b i l i t i e s 

grew r a p i d l y over the next two decades, p r o v i d i n g a r m u n i t i o n f o r the 

Probation D i v i s i o n o f the Home O f f i c e f o r f u r t h e r expenditure by 

c e n t r a l government. 

Fo l l o w i n g the 1963 Advisory Council on the Treatment o f 

Offenders (ACTO) Report 'The O r g a n i s a t i o n o f After-Care' - which 

s t r e s s e d the development of w e l f a r e work w i t h i n p r i s o n s - an expanded 

pro b a t i o n s e r v i c e assumed r e s p o n s i b i l i t y from the Discharged 

Prisoners' A i d S o c i e t i e s on the 1st January 1966. A d m i n i s t r a t i v e l y , 

at l e a s t , t h i s changed the " l o n g standing a n t i p a t h y " (Haxby, 1978, p. 

242) p r o b a t i o n o f f i c e r s had towards prisons. The 1967 C r i m i n a l 
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J u s t i c e Act f u r t h e r i n c o r p o r a t e d p r o b a t i o n o f f i c e r s i n t o t h e p r i s o n 

system by the i n t r o d u c t i o n o f parole. T h i s not on l y gave a d d i t i o n a l 

r e s p o n s i b i l i t i e s t o seconded p r o b a t i o n o f f i c e r s , but a l s o t h e 

su p e r v i s i o n o f parolees on licence. The same Act gave the c o u r t s 

power t o suspend a sentence. This d i d not a f f e c t the p r o b a t i o n 

s e r v i c e at the time, but f o l l o w i n g t h e Wootton Report's (1970) 

reconmendatlon f o r 'guidance or help* f o r those on suspended 

sentences, the power o f c o u r t s t o make a s u p e r v i s i o n by a p r o b a t i o n 

o f f i c e r p a r t o f such a sentence was introduced i n the 1972 C r i m i n a l 

J u s t i c e Act. 

Adding t o the above f u n c t i o n s , t h e 1969 C h i l d r e n and Young 

Persons Act placed two primary o b l i g a t i o n s on the courts. F i r s t , t h e 

p r o t e c t i o n o f the community and second, t he promotion o f the w e l f a r e 

o f the c h i l d . I f t h i s Act had been f u l l y implemented, the work o f the 

Service w i t h young o f f e n d e r s would have been g r e a t l y reduced. As a 

r e s u l t o f a change o f Government, t he Act was m o d i f i e d and t h e 

prob a t i o n s e r v i c e i s s t i l l h e a v i l y Involved w i t h t h e U t o 16 as w e l l 

as 17 t o 21 age groups. There then f o l l o w e d t h e 1972 Criminal J u s t i c e 

and 1973 Powers o f Crim i n a l Courts Acts - l e g i s l a t i o n which 

considerably expanded t he d u t i e s and f u n c t i o n s o f the Service. These 

were designed t o make b e t t e r use o f p r o b a t i o n resources and reduce t he 

p r i s o n population. They included empowering p r o b a t i o n cormiLt tees t o 

set up and fund b a i l and p r o b a t i o n h o s t e l s , day t r a i n i n g c e ntres and 

other establishments f o r use i n connection w i t h t h e r e h a b i l i t a t i o n o f 

offenders. In a d d i t i o n , c o u r t s were now r e q u i r e d t o consider a s o c i a l 

enquiry r e p o r t on o f f e n d e r s under 21 before inposing a c u s t o d i a l 

sentence, t o determine whether any other s u i t a b l e method e x i s t e d f o r 
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t h e i r d i s p o s a l . This same c r i t e r i o n a p p l i e d t o those over 21 who had 

not p r e v i o u s l y been sentenced t o imprisonment. However, i f 

magistrates were o f the o p i n i o n t h a t no other s u i t a b l e method o f 

disposal e x i s t e d other than p r i s o n , they were not r e q u i r e d t o consider 

a r e p o r t , but d i d have t o s t a t e t h e i r reasons openly i n c o u r t 

(P. CCA. 1973, sec. 20) Comnunity Service Orders, f o l l o w i n g the 

reconmendation o f the Wootton Report, were a l s o introduced. This new 

sentence, t o be administered by the Service, empowered c o u r t s t o order 

o f f e n d e r s t o undertake unpaid work f o r the corrmunity f o r not less than 

40 hours or more than 240. 

In response t o these i n c r e a s i n g demands and a l l o c a t i o n o f 

resources, the Service grew considerably i n the p e r i o d between 1960 

and 1978. The number o f f u l l - t i m e o f f i c e r s o f a l l grades had 

increased by 3,553 t o a t o t a l o f S, 186 ( i n 1988 t h e r e were 6,792). At 

the same time, the a d m i n i s t r a t i v e h i e r a r c h y had increased. The r a t i o 

o f s u p e r v i s o r y t o non-supervisory posts a l s o increased from 

approximately 1:6 t o 1:3 or, expressed i n another fashion, from 13.7 

t o 22.9 per cent o f a l l o f f i c e r s . ' * In the meantime, a NAPO (1966) 

Working Party Report considered such moves d i d not I n h i b i t the 

p r o f e s s i o n a l r e s p o n s i b i l i t y or i n i t i a t i v e of the p r o b a t i o n o f f i c e r and 

these posts were considered t o enable good p r o f e s s i o n a l p r a c t i c e . 

These were not the only posts t o p r o l i f e r a t e i n the Service. 

The a n c i l l a r y grade was introduced by the Home O f f i c e i n 1971. The 

purpose was t o i n t r o d u c e d u t i e s between those o f p r o b a t i o n o f f i c e r s 

and c l e r i c a l a s s i s t a n t s . By 1974, th e r e were 373 A n c i l l a r i e s i n post. 

In a d d i t i o n , Mathieson (1979) notes t h a t the Service had as many 

a c c r e d i t e d v o l u n t e e r s as p r o b a t i o n o f f i c e r s . Thus, l e v e l s , types and 
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numbers o f p r o b a t i o n personnel increased considerably over a 

r e l a t i v e l y s h o r t period. 

Other changes a l s o a f f e c t e d the o r g a n i s a t i o n of the Service. 

The Seebohm Conmittee who r e p o r t e d i n 1968 (mainly noted f o r 

recommended u n i f y i n g l o c a l a u t h o r i t y personal s e r v i c e s i n t o s o c i a l 

s e r v i c e departments) reconmended changes i n s o c i a l work t r a i n i n g . As 

a r e s u l t , i n 1971 the Government t r a n s f e r r e d r e s p o n s i b i l i t y f o r 

t r a i n i n g t o the newly formed C e n t r a l Council f o r Education and 

T r a i n i n g i n Soci a l Work (CCETSW). The Council soon implemented a 

p o l i c y o f recognised courses leading t o a C e r t i f i c a t e of Q u a l i f i c a t i o n 

i n Social Work. While the Service was represented on the Council, 

concern was expressed at the p o s s i b i l i t y o f less a t t e n t i o n being 

devoted t o p r o b a t i o n t r a i n i n g i n favour o f general s o c i a l work 

courses; e s p e c i a l l y as the p r o b a t i o n s e r v i c e now exercised less d i r e c t 

c o n t r o l over the t r a i n i n g o f o f f i c e r s . In December o f the same year, 

a House o f Commons Expenditure Committee supported the c o n t i n u i n g 

independence o f the Service i n England and Wales. 

A year l a t e r the Home Secretary r e - a f f i r m e d t h i s p r i n c i p l e 

adding the f o l l o w i n g : 

"The boundaries o f p r o b a t i o n and a f t e r - c a r e areas w i l l have t o 
be a d j u s t e d In consequence o f l o c a l government r e o r g a n i s a t i o n . 
A f t e r c o n s u l t i n g the n a t i o n a l p r o b a t i o n o r g a n i s a t i o n s and othe r 
i n t e r e s t e d o r g a n i s a t i o n s , I have decided t o use my e x i s t i n g 
powers t o e s t a b l i s h a p r o b a t i o n area f o r each new county, 
subject t o the p o s s i b i l i t y o f combination o f those where the 
s e r v i c e would otherwise be very s m a l l " (quoted i n Haxby 1978, 
p. 24), 

The Committee had a l s o noted the maintenance o f law and order and 

questions o f i t s reform was the the Home Secretary's r e s p o n s i b i l i t y . 

As such, the r e s p o n s i b i l i t y f o r the p r o b a t i o n s e r v i c e w i t h i n t he penal 
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system should remain p a r t o f the Home Secretary's d u t i e s . Further, 

the government grant f o r the a d m i n i s t r a t i o n o f l o c a l s e r v i c e s 

increased f r o m SO t o 80 per cent. From 79 p r o b a t i o n areas at t h e end 

o f 1971, f o l l o w i n g l o c a l government r e o r g a n i s a t i o n i n 1974, t h e r e are 

now 56. 

DISCUSSION 

Government moves, cha r t e d i n t h i s chapter, t o widen the d u t i e s 

o f the p r o b a t i o n s e r v i c e , were o f t e n a r e a c t i o n t o several f a c t o r s . 

F i r s t , the r e d u c t i o n o f the p r i s o n p o p u l a t i o n and hence a need f o r 

a l t e r n a t i v e s t o custody. Second, a perceived p u b l i c concern at the 

increase i n crime and t h i r d , the higher cost t o the Exchequer o f 

I n c a r c e r a t i o n over i t s a l t e r n a t i v e s . The main means f o r the 

inplementation o f such concerns was, as noted, t h e pro b a t i o n s e r v i c e . 

At the same time, p r o b a t i o n o f f i c e r ' s methods o f working were based on 

the s k i l l s o f casework and i t was upon these t h a t t h e i r occupational 

a s p i r a t i o n s were based. This was s u b s t a n t i a t e d by the method o f 

d i a g n o s t i c a p p r a i s a l . The o f f i c e r then needed a degree o f d i s c r e t i o n 

i n t h e execution o f her or h i s tasks, which, i n t u r n , r e s t e d upon 

court s ' decisions. With the r e s u l t i n g p r a c t i c e , t h e o f f i c e r became 

the means f o r t h e c o r r e c t t r a i n i n g ( n o r m a l i s a t i o n ) o f her or h i s 

c l i e n t . In the process, b e t t e r methods towards t h i s end were 

developed, but r a r e l y was the u n d e r l y i n g philosophy questioned. 

A d m i n i s t r a t i v e changes d u r i n g t h i s p e r i o d were designed t o 

enable o f f i c e r s t o perform these tasks more e f f e c t i v e l y . However, 

increased caseloads and d u t i e s meant a p r o l i f e r a t i o n In the s i z e and 
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h i e r a r c h y o f the Service. Nevertheless, the nature o f some o f these 

tasks a l s o began t o change i n form w i t h t he i n t r o d u c t i o n o f 

a l t e r n a t i v e s t o custody, such as CorTrnuntty Service, w i t h I t s 

corresponding increased component o f punishment over the 

'conventional' p r o b a t i o n order. Indeed, I t can be argued t h a t i t was 

the convenience o f the geographical spread o f the p r o b a t i o n s e r v i c e 

which l e d t o i t assuming r e s p o n s i b i l i t y f o r t h i s area of work (Pease 

1981). I n a d d i t i o n , the Service assumed r e s p o n s i b i l i t i e s I n the 

p r i s o n system. This l e d t o concerns over being I d e n t i f i e d w i t h the 

'sharp end' o f the p>enal ladder from which, I n I t s beginning, the 

Service was intended t o be an a l t e r n a t i v e t o those f o r whom 

imprisonment was thought i n a p p r o p r i a t e . 

At a p o l i c y l e v e l , i t was considered u n c o n s t i t u t i o n a l f o r the 

executive t o i n t e r f e r e w i t h t he independent d e c i s i o n s o f t h e 

j u d i c i a r y , who were a l s o the l o c a l employers of p r o b a t i o n o f f i c e r s . 

The Service then became wedged between c e n t r a l government concerns and 

the sentencing d e c i s i o n s o f judges and magistrates. A d m i n i s t r a t i v e 

problems concerning the place o f the Service w i t h i n the c r i m i n a l 

j u s t i c e system were a l s o i n c r e a s i n g l y r e s o l v e d by more c e n t r a l c o n t r o l 

and an i n c r e a s i n g o r g a n i s a t i o n a l hierarchy. 

As t h i s chapter shows, the h i s t o r y o f the Service cannot be 

c h a r a c t e r i s e d as e i t h e r having harmonious b e l i e f s among i t s members, 

nor a u n i f o r m development of i t s o r g a n i s a t i o n . However, members d i d 

share one corrmon bond: a missionary and humanitarian approach t o the 

a d m i n i s t r a t i o n o f c r i m i n a l j u s t i c e . As the Service developed and 

assumed r e s p o n s i b i l i t i e s i n other areas o f work, the nature o f t h a t 

work changed. This then r a i s e d questions r e g a r d i n g the c o m p a t i b i l i t y 
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o f t h i s new work and t r a d i t i o n a l b e l i e f s o f o f f i c e r s . Therefore, the 

implementation o f such changes, given both t h e i r r a t i o n a l e and speed, 

r a i s e d problems f o r the occupational ethos o f p r o b a t i o n o f f i c e r s . I n 

a d d i t i o n , c r i t i c i s m s o f the i n c r e a s i n g h i e r a r c h y became more fr e q u e n t 

as many f e l t t h i s d i d not f a c i l i t a t e but r a t h e r c o n t r o l l e d t h e i r work. 

Functions began t o change. The o r g a n i s a t i o n I t was believed- began 

t o emphasise a c c o u n t a b i l i t y over o f f i c e r ' s autonomy. However, I t was 

not only the o r g a n i s a t i o n which was c r i t i c i s e d , the p r a c t i c e o f i t s 

members al s o began t o be questioned and new types o f s t a f f were a l s o 

being employed. 

Few s t u d i e s had been conducted I n t o p r o b a t i o n work d u r i n g the 

p e r i o d t h i s chapter covers, but a p r o l i f e r a t i o n o f research began t o 

question the ' e f f e c t i v e n e s s ' o f p r o b a t i o n work,"" For the f i r s t time 

i n the mid-1970s, the Idea o f ' o b j e c t i v e s ' and ' t a r g e t s ' began t o be 

considered as a p p l i c a b l e t o p r o b a t i o n work. The ethos of p r o b a t i o n 

o f f i c e r s - based on the o r i g i n a l 'compromise' - had enjoyed a p e r i o d 

of enhancement. Yet, I t was a l s o p e c u l i a r l y v u l n e r a b l e t o the 

i d e o l o g i c a l whims of governments. Whilst ' s o f t determinism' had a 

r e l a t i v e l y u n t r o u b l e d development, I t was a l s o the ' b u f f e r ' between 

r e s p o n s i b i l i t y and doubt concerning the autonomy of i n d i v i d u a l 

c r i m i n a l acts. The V i c t o r i a n philosophy o f emphasising r e s p o n s i b i l i t y 

was t o enjoy a new lease o f l i f e and the nature o f these more recent 

changes, t o which I now t u r n , are d i f f e r e n t i n t h e i r e f f e c t . 
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NOTES 

1. This approach draws upon Foucault's genealogical a n a l y s i s . 
That i s , i t examines how the p r o b a t i o n s e r v i c e evolved w i t h i n 
the context o f penal and p o l i t i c a l thought at the time. 
However, i t should be emphasised t h a t t h i s does not assert a 
'master r e a l i t y ' or p o s i t a ' u n i l i n e a r development' (see 
Youngs' (1983) c a u t i o n a r y notes, pp. 98-100); i n s t e a d the 
f o r m a t i o n o f the probatuon s e r v i c e i s viewed as the outcome o f 
s t r u g g l e s between v a r i o u s forces. I n t h i s way h i s t o r y becomes 
important as a ' h i s t o r y o f the present". 

2. For an extended d i s c u s s i o n o f these issues see Garland (1985), 
chapter 1. 

3. See Bochel (1976), chapter 1 'The Search f o r A l t e r n a t i v e s ' . 

4. As Garland (1985, p. 4) notes, however, t h e r e i s some d i s p u t e 
r e g a r d i n g t h i s . 

5. Now named the 'Howard League' "which e x i s t s t o promote 
c o n s t r u c t i v e proposals f o r reform I n the c r i m i n a l j u s t i c e 
process; t o consider the p r i n c i p l e s on which penal p o l i c e s 
should be based and t o spread i n f o r m a t i o n about the e f f e c t o f 
c u r r e n t p r a c t i c e s " (from the 'Submission t o the Comnittee 
undertaking the Review of the Parole System'. 1987, p. 1). 
Compare t h e i r comments w i t h those of. today: "The government's 
emphasis on developing ' a l t e r n a t i v e s t o p r i s o n ' has f a i l e d 
because p r i s o n I s s t i l l seen as the s t a r t i n g p o i n t i n so many 
cases" ('Justice 2000: C r i m i n a l J u s t i c e For A New Century'. 
1987, p. 13). 

6. On the precept t h a t t h e r e i s n o t h i n g new, j u s t t h a t which i s 
f o r g o t t e n , the 1922 Geddes Cormiittee on N a t i o n a l Expenditure, 
not o n l y recommended a r e d u c t i o n i n government grants, but 
opposed percentage grants, c o n s i d e r i n g t h a t t h e i r amounts were 
determined by l o c a l a u t h o r i t i e s over whom c e n t r a l government 
exercised no c o n t r o l . I t appears t h e r e I s h i s t o r i c a l precedent 
f o r the 1980s challenge l o c a l democracy and the c a l l f o r an 
'economic' p r o b a t i o n s e r v i c e . 

7. At the same time the London branches of the Church of England 
Temperance Society, f o l l o w i n g n e g o t i a t i o n s and agreements 
concerning d i s t a n c i n g i t s e l f from the p o l i c e court missions, 
made no mention of temperance i n t h e i r annual r e p o r t , s t a t i n g 
i t s ' o b j e c t o f r e f o r m a t i o n ' as the offender, and i t s method 
'personal, sympathetic assistance' (see Bochel 1976, p. 93). 
The newly formed M a g i s t r a t e s A s s o c i a t i o n , which aimed t o secure 
a thorough system of p r o b a t i o n i n England and Wales, a l s o 
r e g r e t t e d t h a t the government grant was not immediately 
aval I able. 
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8. At the Report Stage o f the B i l l concern was expressed w i t h 
regard t o the i n t e r e s t s o f the ratepayers. The B i l l was 
amended t o inc l u d e agreement between t h e l o c a l a u t h o r i t y and 
pr o b a t i o n corrmittee who, i f f a i l i n g t o agree, would r e f e r t h e 
matter t o the Home Secretary f o r settlement. 

9. The success o f occupations i n seeking p r o f e s s i o n a l s t a t u s i s 
considered by some authors t o be pr e d i c a t e d upon, amongst other 
' t r a i t s ' , t h e i r knowledge base. The d e s c r i p t i o n of ' a t t r i b u t e s 
of a profe s s i o n ' has been used by authors as a datum against 
which t o measure t h e p r o f e s s i o n a l s t a t u s of occupations 
(Greenwood (1957); Barber (1963)) but i s f r a u g h t w i t h 
t h e o r e t i c a l and methodological problems (see Saks (1983); May 
(1989). 

10. NAPO had lobbied f o r t h i s t o become p a r t o f t h e i r d u t i e s , not 
only due t o t h e i r long t r a d i t i o n i n the c o u r t s , but a l s o t h e 
f e e l i n g t h a t p r o b a t i o n o f f i c e r s had the e x p e r t i s e r e l a t i n g t o 
such c o n f l i c t s and could, t h e r e f o r e , make an important 
c o n t r i b u t i o n t o t h i s area. 

11. Although the r e l a t i v e number o f those placed on p r o b a t i o n 
d e c l i n e d d u r i n g these years, between 1938 and 1962 the a b s o l u t e 
number o f i n d i c t a b l e offences known t o the p o l i c e rose from 
228,220 t o 743,713, thus provoking concern regarding the 'crime 
problem' (see the r e p o r t o f the Departmental Cormittee on the 
Probation Service 1962, page. 28). 

12. For an extended d i s c u s s i o n o f these issues see Jones (1986). 
chapter 6. 

13. 1962, pages. 2-3 paras. 10, 11. Further, the Cormiittee noted 
t h a t f a i l u r e : "does not a u t o m a t i c a l l y lead t o h i s punishment 
as when a sentence has been suspended" (para. 13). This i s t o 
be c o n t r a s t e d w i t h t h e present b e l i e f I n 'punishment i n the 
conmuni t y ' . 

14. I t i s important t o note a t t h i s stage t h a t p r o b a t i o n o f f i c e r s 
normally d e a l t w i t h what Foucault has termed the ' j u r i d i c a l 
s u bject' who had t e m p o r a r i l y suspended the ' s o c i a l pact' and 
thus r e q u i r e d ' c o r r e c t i o n ' through t r a i n i n g . The p r i s o n , on 
the other hand, p r i m a r i l y exercises c o n t r o l , through a s e r i e s 
of r u l e s and orders, f o r the s u b j e c t s 'obedience' (1977: 128-
9). 
In p r o b a t i o n discourse t h i s manifests i t s e l f as a t e n s i o n 
between care and c o n t r o l . During 1981, NAPO a c t u a l l y voted on 
the withdrawal of seconded p r o b a t i o n o f f i c e r s from p r i s o n 
establishments; a motion which never came t o f r u i t i o n due t o 
the lack o f consensus on the matter. 

15. P r o v i s i o n s f o r paroles f o r those s e r v i n g more than 18 months 
are given by the C. J. A. 1967, s. 60. The p r o v i s i o n f o r those 
s e r v i n g a minimum of s i x months i s given by the C. J. A. 1982, s. 
33. These reconinendations f o l l o w e d the 1965 White Paper 'The 
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Adult Offender' (Cmnd 2852. 1965). Despite NAPO's b e l i e f t h a t 
the Service d i d not have the resources t o undertake t h i s work -
probably due t o a need t o r e l i e v e the pressures on p r i s o n s -
t h i s was Implemented on 1st A p r i l 1968 and du r i n g t h e p e r i o d 
1961 t o 1971 the percentage o f of f e n d e r s supervised by the 
Service on a f t e r - c a r e Increased from 13.5 t o 26.4 per cent o f 
offenders. 

16. A Home O f f i c e C i r c u l a r o f 1966 had considered the i n ^ r t a n c e o f 
su p e r v i s i o n o f casework and reconmended a r a t i o o f one senior 
o f f i c e r t o f i v e o f f i c e r s , w h i l s t a l s o u r g i n g t h e use o f 
As s i s t a n t P r i n c i p a l Probation O f f i c e r s t o a s s i s t the P r i n c i p a l 
and t he ' s t r e n g t h e n i n g o f a d m i n i s t r a t i o n ' (Home O f f i c e C i r c u l a r 
225/1966, ' S t r u c t u r e o f the Probation and After-Care S e r v i c e ' ) . 
I t a l s o noted areas o f more than t h i r t y - f i v e o f f i c e r s may 
b e n e f i t from an a s s i s t a n t . The Morison Committee had a l s o 
recorrmended the appointment o f a p r i n c i p a l o f f i c e r I n areas o f 
s i x or more o f f i c e r s , and the s u p e r v i s i o n by senior o f f i c e r s i f 
the p r i n c i p a l s other d u t i e s s u f f e r as a r e s u l t o f c a r r y i n g 
t h e i r own caseload and s u p e r v i s i n g o f f i c e r s (1962, para. 216 -
220). 

17. Few research s t u d i e s had been conducted on p r o b a t i o n up t o t h i s 
p o i n t , which was t o be cause f o r f u t u r e concern among p r o b a t i o n 
and Home O f f i c e o f f i c i a l s . Of those, the Home O f f i c e 
conmissloned research undertaken at the London School o f 
Economics by Carr-Saunders, Mannheim and Rhodes i n 1938. Given 
the d i r e c t i o n p r o b a t i o n research was, and I s now t a k i n g , t h e i r 
conments are e q u a l l y v a l i d today and echo those sentiments 
s o c i a l s c i e n t i s t s have known f o r a long time. They noted a 
misunderstanding o f the use and l i m i t s o f s t a t i s t i c a l methods. 
Plus, how s t a t i s t i c s c o u l d only p o i n t I n the d i r e c t i o n o f 
causal f a c t o r s which the d i a g n o s t i c i a n s sought. 
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PART 1 

CHART-ER _ a 



CHANGE AISID COrMI^L-ICT: RROBA-TIONi 

IN "TO THE E I G H T I E S AlViD OUT 

TO THE NINET l E S 

"Basic t o the p r o f e s s i o n o f s o c i a l work I s the r e c o g n i t i o n o f 
the value and d i g n i t y o f every human being I r r e s p e c t i v e o f 
o r i g i n , s t a t u s , sex, age, b e l i e f or c o n t r i b u t i o n t o s o c i e t y " 
<part o f t h e B r i t i s h A s s o c i a t i o n o f S o c i a l Work 'code o f 
e t h i c s ' quoted i n Mathieson 1987, p. 459).. 

"The f i r s t p r i o r i t y ( o f t h e s e r v i c e ) should be t o ensure t h a t , 
wherever pos s i b l e , o f f e n d e r s can be d e a l t w i t h by non-custodial 
measures and t h a t standards o f s u p e r v i s i o n are s e t and 
maintained at the l e v e l r e q u i r e d f o r t h i s purpose" (1984 Home 
O f f i c e 'Statement o f Nat i o n a l O b j e c t i v e s and P r i o r i t i e s : 
S ection 0, Part v l ( a ) ) . 

I f t h e 1960s and 1970s were a p e r i o d o f r a p i d change, the 1980s 

were not t o provide a r e s p i t e . Punishment was i n c r e a s i n g l y emphasised 

as a core component o f a l t e r n a t i v e s t o custody which, as many I n the 

Service believed, was at odds w i t h I t s t r a d i t i o n a l f u n c t i o n I n t h e 

c r i m i n a l j u s t i c e system. Further, t h e f u t u r e o f the Service remained 

and s t i l l remains u n c e r t a i n - e s p e c i a l l y w i t h the prospect o f 

p r i v a t i s a t i o n on the horizon. D i f f e r e n c e s o f o p i n i o n have 

i n c r e a s i n g l y emerged w i t h i n i t s ranks and i t i s b e l i e v e d t h a t 

geographical v a r i a t i o n s i n cour t s ' sentencing p r a c t i c e s and an 

expansion o f p r i s o n places f r u s t r a t e I t s attempts I n p r o v i d i n g 

a l t e r n a t i v e s t o custody, even though research demonstrates t h e 

i n e f f e c t i v e n e s s o f c u s t o d i a l p e n a l t i e s i n p r e v e n t i n g crime (Brody 

1976). ' The o r g a n i s a t i o n i s f e l t t o have become not o n l y more 

h i e r a r c h i c a l , but b u r e a u c r a t i c - more concerned w i t h m o n i t o r i n g and 
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e v a l u a t i n g i t s meni>ers work. At the same time, t h e recent h i s t o r y o f 

cr i m i n o l o g y c h a r t s t h e apparent demise and i n e f f e c t i v e n e s s o f the 

' r e h a b i l i t a t i v e I d e a l ' : t h e t r a d i t i o n a l value underpinning i t s members 

work. 

This chapter aims t o examine these more recent changes, t h e i r 

r a t i o n a l e and t h e impact they have had on the Service and I t s s t a f f . 

REFLECTIONS ON CHAN(3E 

Davies posed t he que s t i o n o f a 'defensive or developmental* 

Service f o r the f u t u r e . He considered t h e Services' commitment t o 

development i n the face o f change ' t r u e t o i t s h e r i t a g e ' . However, he 

a l s o noted t h e e f f e c t o f these changes on p r o b a t i o n s t a f f : 

"There i s now a f e e l i n g i n some q u a r t e r s t h a t t h e changes 
a f f e c t i n g p r o b a t i o n o f f i c e r s now are so fundamental t h a t they 
may.be undermining the morale o f employees who came i n t o t h e 
Service t o do one Job only to find themselves required to 
undertake another" (1976, p. 86. I t a l i c s added). 

The research Davies quotes, a l s o found a v a r i a b i l i t y i n j o b 

s a t i s f a c t i o n among long s e r v i n g o f f i c e r s . In p a r t i c u l a r , o f f i c e r s f e l t 

the o r g a n i s a t i o n s ' h i e r a r c h y d i d not value t h e i r work; although an 

eros i o n I n t h e i r autonomy was t o o high a p r i c e t o pay f o r such 

r e c o g n i t i o n (Keynon and Rhodes u n i t e d ) . A popular b e l i e f was then t o 

consider t h i s e r o s i o n o f autonomy a r e s u l t o f the increased h i e r a r c h y . 

However, Kakabadse and W o r r a l l (1978) found no support f o r t h i s idea. 

Instead, a major determinant o f s a t i s f a c t i o n was the q u a l i t y o f 

support and s u p e r v i s i o n an o r g a n i s a t i o n gave i t s members. I t appeared 

t h a t t h e p r o b a t i o n s e r v i c e had accommodated t o a d m i n i s t r a t i v e change 

by developing p r o f e s s i o n a l s u p e r v i s i o n , w i t h o u t a change i n the 
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f e e l i n g o f autonomy amongst i t s o f f i c e r s . Nevertheless, c r i t i c i s m s o f 

the o r g a n i s a t i o n were not unconmon, mentioned i n one study by n e a r l y 

one t h i r d o f respondents (see Mawby 1980). 

Fuilwood (1987) has noted t h r e e changes of importance which 

have had a profound e f f e c t on t h e o r g a n i s a t i o n . F i r s t , the increased 

r o l e o f non-professional s t a f f I n day centres, conmunity s e r v i c e and 

other areas. Second, the establishment o f a u n i t at the Home O f f i c e , 

which began t o examine the work o f the Service - a h i t h e r t o i n f r e q u e n t 

phenomenon. F i n a l l y , t h e r e was the 'constant search f o r answers', 

which led towards 'monitoring' and ' t a r g e t i n g ' o f p r o b a t i o n o f f i c e r s ' 

work. However, .while these changes are I n ^ r t a n t , they cannot be 

considered I n I s o l a t i o n from t h e environment i n which the Service 

found i t s e l f . They were a response t o e x t e r n a l , or what I s h a l l c a l l 

'exogenous' c o n d i t i o n s : changes i n the c r i m i n a l j u s t i c e system; 

t h i n k i n g on the 'crime problem' and economic, p o l i t i c a l and c u l t u r a l 

changes. I n order t o understand i n t e r n a l or 'endogenous' changes i n 

the Service, i t i s necessary t o examine these. Thus, "the s o c i e t a l 

nature o f o r g a n i z a t i o n a l f u n c t i o n i n g " (Clegg and Dunkerley 1977, p. 6) 

Is recognized I n the process. 

The Ethos Under Question? 

Box (1987) acknowledges t h a t the ' l u r c h i n t o prominence' o f the 

Service i s d i f f i c u l t t o e x p l a i n , but two c o n s i d e r a t i o n s deserve 

a t t e n t i o n . F i r s t , the p r o l i f e r a t i o n o f a l t e r n a t i v e s t o custody and 

second, the concept of ' I n d i v i d u a l i s e d j u s t i c e ' . This l a t t e r concept 

r e q u i r e d background i n f o r m a t i o n on the I n d i v i d u a l , w i t h t he r e s u l t 

t h a t : 
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"much o f the decision-making i n the lower c o u r t s soon came t o 
be c e n t r e d on question concerning the type of person who 
conmltted the crime, r a t h e r than on questions o f g u i l t or 
innocence" (Carlen and PowelI 1979, p. 97. O r i g i n a l I t a l i c s ) . 

The emphasis on one-to-one casework methods w i t h o f f e n d e r s was 

b o l s t e r e d by t h i s focus. The method and r a t i o n a l e concentrated on the 

offender who, i t was believed, then became empowered ( s e l f - d e t e r m i n e d ) 

t o overcome her or h i s problems and thus lead a ' law-abiding' way o f 

l i f e . I n essence, the ethos of the p r o b a t i o n s e r v i c e was based upon 

t h i s method and, as commentators have noted, adherents only needed t o 

r e f i n e t h e i r methods and t h e r e f o r e , by d e f a u l t , not q u e s t i o n I t s 

u n d e r l y i n g philosophy (Cohen 1985; McWilllams 1986). I n a d d i t i o n , 

Bean (1976) concluded h i s study on ' r e h a b i l i t a t i o n * by c o n s i d e r i n g 

the concept a 'shambles', f i r m l y located w i t h i n i t s underpinnings o f 

s o c i a l pathology and I n d i v i d u a l I s a t I o n o f sentencing. He suggested 

t h a t the scales o f j u s t i c e had t i l t e d d u r i n g the development o f 

probation, from the ' a l l equal and r e s p o n s i b l e under t h e law' 

p r i n c i p l e , t o a ' w e l f a r e model o f j u s t i c e ' . In the process, s o c i a l 

problems became I n d i v i d u a l i s e d and w e l f a r e p r o f e s s i o n a l s were given 

d i s c r e t i o n a r y powers which themselves le d t o enormous d i s p a r i t y and 

i n j u s t i c e o u t s i d e o f the courtroom. This d i s c r e t i o n , which was "the 

essence of r e h a b i l i t a t i o n " (Bean 1976, p. 144), simply led t o demands 

f o r more d i s c r e t i o n i n the p u r s u i t o f ' e f f e c t i v e n e s s ' . 

A Radical C r i t i q u e 

The development of p r o b a t i o n o f f i c e r s ' occupational ethos, was 

accompanied by a b e l i e f i n ' p r o f e s s i o n a l s e r v i c e ' which several 

authors shared. For example, Durkheim (1957) was o p t i m i s t i c I n h i s 

a p p r a i s a l o f the professions, g i v i n g them a p i v o t a l r o l e I n t h e 
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t r a n s m i s s i o n o f e t h i c a l standards. Ta%rfney (1921) considered 

p r o f e s s i o n s a major f o r c e against the rampant i n d i v i d u a l i s m o f the 

' a c q u i s i t i v e s o c i e t y ' . Carr-Saunders (1933) viewed p r o f e s s i o n s as 

'rocks' who stood against crude f o r c e s o f change t h r e a t e n i n g 'peaceful 

e v o l u t i o n ' and Marshall (1963) placed the n a t u r e o f ' p r o f e s s i o n a l 

s e r v i c e ' at the c e n t r e o f h i s a n a l y s i s . Then Greenwood (1957), w r i t i n g 

I n t he j o u r n a l 'Social Work', drew up a l i s t o f p r o f e s s i o n a l 

c h a r a c t e r i s t i c s against which the p r o f e s s i o n a l s t a t u s o f an occupation 

could be measured. So popular was t h i s idea, the a r t i c l e reappeared 

In 1962 and 1966 (Moscow and Form (1962); Vollmer and M i l l s (1966)). 

This t r a d i t i o n was then e x e n p l i f l e d by Halmos (1970), who went as f a r 

t o suggest t h a t should communist s o c i e t i e s become more a f f l u e n t and 

c a p i t a l i s t ones move towards c o l l e c t i v i s t p r o v i s i o n , they would 

e v e n t u a l l y converge i n t o 'personal s e r v i c e s o c i e t i e s ' . 

Despite t h i s body of l i t e r a t u r e , t he p r o l i f e r a t i o n o f research 

w i t h i n t he f i e l d s o f the s o c i o l o g y o f professions, deviance and 

criminology, began t o question the i m p l i c i t assumptions of the above 

approaches and, i n p a r t i c u l a r , the ' n e u t r a l i t y ' o f p r o f e s s i o n a l 

assessments. Theory and research was now q u e s t i o n i n g t h e idea t h a t 

deviance and crime was the outcome o f a v a l u e - n e u t r a l process. No 

longer could i t be assumed those who worked w i t h i n t h e c r i m i n a l 

j u s t i c e system were simply responding t o deviant acts, i n s t e a d they 

were c e n t r a l t o the d e f i n i t i o n o f deviance i t s e l f : 

"Oeviancy i s the outcome o f a process of judgement and 
e v a l u a t i o n which d i s t i n g u i s h e s c e r t a i n forms of behaviour as 
r u l e - b r e a k i n g and attaches p e n a l t i e s t o t h e r i L The c o n t e x t i n 
which t h e r u l e s emerge, are a p p l i e d , and sanctions are 
i n f l i c t e d i s a l l important" (Rock 1973, p. 21). 

This perspective, although not w i t h o u t i t s problems, began t o 
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undermine the p r o f e s s i o n a l s e l f - c o n c e p t I o n o f a n e u t r a l response t o 

the assessment procedure.^ However, the l u r e o f I n d i v i d u a l l s a t i o n was 

a powerful one and the e f f e c t s o f such c r i t i c i s m s on p r o b a t i o n 

o f f i c e r s were t o come from w i t h i n the Services' own ranks and through 

o r g a n i s a t i o n a l changes. From t h e p o i n t o f view o f o r g a n i s a t i o n a l 

a c c o u n t a b i l i t y , the very n a t u r e o f the p r o b a t i o n o f f i c e r ' s task -

diagnosis and c o u n s e l l i n g - d i d not seem amenable t o s t a n d a r d i s a t i o n 

(a Weberian c h a r a c t e r i s t i c o f b u r e a u c r a t i c f u n c t i o n a r i e s ) due t o i t s 

r e l i a n c e on the s k i l l s o f the i n d i v i d u a l worker and t h e i r assessment 

of the p e r s o n a l i t y o f the o f f e n d e r which, by d e f i n i t i o n , i s a unique 

and n o n - q u a n t i f i a b l e concept. Even so, the increased m o n i t o r i n g o f 

p r o b a t i o n o f f i c e r s ' work, c o u l d always be j u s t i f i e d by a l l u d i n g t o 

t h i s widening body o f research which questioned t h e i m p a r t i a l i t y o f 

t h e i r d i s c r e t i o n . 

I n terms of t h e i r t r a i n i n g , p r o b a t i o n o f f i c e r s had 

t r a d i t i o n a l l y undertaken a * Home O f f i c e C e r t i f i c a t e I n T r a i n i n g * . A l l 

t h i s changed w i t h a c o n c e n t r a t i o n on the refinement o f methods which 

were given f u r t h e r c r e d i b i l i t y by the recommendations of Departmental 

Comnittees (see chapter 1). U n i v e r s i t y courses p r o l i f e r a t e d and, as 

noted, the C e n t r a l Council f o r Education and t r a i n i n g In S o c i a l Work 

(CCETSW) was formed I n 1971. W h i l s t represented, the p r o b a t i o n 

s e r v i c e ' s c o n t r o l was lessened and the type o f p r o b a t i o n o f f i c e r s 

r e c r u i t e d a l s o changed. With the c l i m a t e o f r a d i c a l o p i n i o n from t h e 

l a t e 19603 and e a r l y 703, t r a i n e e s were then q u e s t i o n i n g more and 

accepting less. A group of r a d i c a l s o c i a l workers formed t h e 

o r g a n i s a t i o n 'Case Con' i n 1970 and r e f e r r e d t o l a r g e s o c i a l s e r v i c e 

bureaucracies as ' Seebohm f a c t o r i e s ' . This group concentrated t h e i r 
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e f f o r t s on areas o f c o n f l i c t and the need f o r changes i n p r a c t i c e : 

"One important t o o l o f p r o f e s s i o n a l s o c i a l work has been 
casework - a pseudoscience - t h a t blames i n d i v i d u a l 
Inadequacies f o r poverty and so m y s t i f i e s and d i v e r t s a t t e n t i o n 
from the r e a l causes - slums, homelessness and economic 
e x p l o i t a t i o n " ( p a r t o f the * Case Con Manifesto' i n the Appendix 
t o B a i l e y and Brake, 1975). 

Epstein (1770) argued t h a t t h i s r a d i c a l i s m r e s u l t e d from 

increased education i n s o c i a l work departments and advocated, along 

w i t h Rein (1970), t h a t s o c i a l workers should be formed i n t o an 

educating e l i t e f o r s o c i a l a c t i o n and p o l i t i c a l a c t i v i t i e s . Hardiker 

(1977) found some support f o r t h i s b e l i e f i n t h a t younger o f f i c e r s 

were less 'treatment o r i e n t a t e d ' than t h e i r elder. Home O f f i c e t r a i n e d 

c ounterparts, but i n a c t u a l p r a c t i c e the d i f f e r e n c e s were less 

apparent. Nevertheless, s o c i a l workers and p r o b a t i o n o f f i c e r s were 

not considered n e u t r a l responders. On the c o n t r a r y , the p o l i t i c a l 

nature o f t h e i r work, as educators and gatekeepers o f scarce 

resources, was paramount. T h i s p o l i t i c a l c h a l l e n g e t o p r o f e s s i o n a l 

knowledge le d t o the d i f f e r e n t i a t i o n o f the ' t r a d i t i o n a l p r o f e s s i o n a l ' 

(lawyers, doctors, d e n t i s t s , accountants) from the 'personal s e r v i c e 

worker' (a ' f a c i l i t a t i n g p r o f e s s i o n a l ' ) whose knowledge base: " i s 

m a n i f e s t l y p o l i t i c a l I n nature or which a t l e a s t has s t r o n g p o l i t i c a l 

I n p l i cat ions" (Bennett and Hokenstad 1973, p. 40). 

The t r a d i t i o n o f humanism running through the p r o b a t i o n s e r v i c e 

was seen as incompatible w i t h ' e l i t e p r o f e s s i o n a l i s m ' , w i t h i t s 

emphasis on the n o t i o n s o f 'detachment' and ' o b j e c t i v i t y ' , behind 

which the p r o f e s s i o n a l 'hides' and the c l i e n t ' s u f f e r s * . Such a view 

was f u r t h e r s u b s t a n t i a t e d by t h e b e l i e f t h a t much crime was e i t h e r an 

h i s t o r i c a l l y informed response against a r e p r e s s i v e system, or an 
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understandable one on the p a r t o f those who had l i t t l e and simply 

reached out f o r more (Taylor, Walton and Young 1973, 1975). To 

concentrate on I n d i v i d u a l therapy i n the b e l i e f o f 'saving someone' 

was not the means w e l f a r e p r o f e s s i o n a l s should then use: 

"There i s no other road t o humanisation - t h e i r s as w e l l as 
everyone els e ' s - but a u t h e n t i c t r a n s f o r m a t i o n o f the 
dehumanising s t r u c t u r e " (Pearson 1975a, p. 176). 

P r a c t i t i o n e r s sought t o remedy the gap between such p o l i t i c a l 

a n a l y s i s and a c t i o n w i t h i n t he realm o f s o c i a l work CCorrigan and 

Leonard 1978) and p r o b a t i o n work (Walker and Beaumont 1981 and 1985). 

Pearson (1975a), argued deviance should be f i r m l y placed i n the 

p o l i t i c a l realm. I n a p p l y i n g t h i s t o s o c i a l work t r a i n i n g , he wished 

r e c r u i t s t o t u r n t h e i r a t t e n t i o n t o help i n "the w o r l d o f moral and 

p o l i t i c a l discourse" (1975b, p. 43); 'immature r a d i c a l movements' may 

have n a i v e l y c a s t i g a t e d p s y c h o l o g i c a l aspects of s o c i a l work ideology, 

but s k i l l s were r e q u i r e d i n h e l p i n g people. In t h i s respect, s o c i a l 

work t r a i n i n g was confusing and not a s s i s t i n g new r e c r u i t s . Newly 

acquired knowledge was d i r e c t e d not t o c l i e n t s , but a p p r o p r i a t e 

audiences, such as managers of the Service. In the process, new 

r e c r u i t s l e a r n t o 'play a part* w i t h the consequence t h a t : " s o c i a l 

work education ought t o be more a p p r o p r i a t e l y described as 

s o c i a l i s a t i o n " ( M i l l a r d 1977, p, 2). W h i l s t some authors urged the 

tempering o f p o l i t i c a l aspects of the c r i t i q u e , p r a c t i t i o n e r s should 

'refuse the casework ideology' and i n c o r p o r a t e deviancy t h e o r y i n 

t h e i r p r a c t i c e , but not ' s e l l out' the c l i e n t " f o r the sake o f 

i d e o l o g i c a l p u r i t y or t h e o r e t i c a l neatness" (Cohen 1975, p. 94-5). 

The nature o f p r o f e s s i o n a l d i s c r e t i o n was being questioned, 

w i t h i n the occupation, w i t h i m p l i c a t i o n s f o r p r o b a t i o n o f f i c e r s . 
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According t o the c r i t i q u e , t h e n o t i o n o f d i s c r e t i o n - which was t o 

come under t he s c r u t i n y o f the employing o r g a n i s a t i o n f o r d i f f e r e n t 

reasons - was founded upon a ' p r o f e s s i o n a l ideology'. However, t h i s 

'sphere o f d i s c r e t i o n ' a l s o enabled p r o b a t i o n o f f i c e r s t o a m e l i o r a t e 

the worst excesses o f an u n j u s t c r i m i n a l j u s t i c e system: 

".. . t h e boundaries o f p r o b a t i o n work are s t i l l s u f f i c i e n t l y 
d i f f u s e and broad f o r a s u b s t a n t i a l range o f campaigning work 
t o form a l e g i t i m a t e a c t i v i t y w i t h i n the pr o b a t i o n o f f i c e r ' s 
r o l e " (Beaumont 1985, p. 95). 

Nevertheless, w i t h the changing nature o f the o r g a n i s a t i o n and tasks 

f a c i n g t h e p r o b a t i o n o f f i c e r , t h i s c r i t i c a l stance became harder t o : 

"maintain i n the face o f the exigencies o f a p r e s s u r i s e d j o b " 

( F i e l d i n g undated, p. 9). 

Penal Pessimism and a New Paradigm 

Aside from the above c r i t i q u e s , f u r t h e r ' e x t e r n a l ' I n f l u e n c e s 

on change w i t h i n the Service were t o a r i s e . Due t o the emerging body 

of research a l l u d i n g t o the 'ever present' crime problem, governments 

looked t o a l t e r n a t i v e methods f o r i t s c o n t r o l and the p r o b a t i o n 

s e r v i c e was t o be the main means f o r the execution o f such a p o l i c y . 

O r g a n i s a t i o n a l l y , the Service reacted by i n c r e a s i n g the m o n i t o r i n g o f 

i t s o f f i c e r s ' work and the t a r g e t i n g o f those o f f e n d e r s who were at 

the higher r i s k ( t o s o c i e t y ) end of o f f e n d i n g and, t h e r e f o r e , ' at 

r i s k ' o f r e c e i v i n g custody. As a r e s u l t , the ' p r o f e s s i o n a l optimism* 

of the 1960s, gave way t o a ' p r o f e s s i o n a l pessimism* ( P i t t s 1988). 

Radzinowicz, who had b e l i e v e d p r o b a t i o n t o be the major development i n 

penal theory and p r a c t i c e , was now c o n s i d e r i n g how ' e f f e c t i v e * i t was 

i n r e l a t i o n t o the crime problem: 

"how can you expect an o f f i c e r , w i t h other d u t i e s t o a t t e n d t o 
and w i t h something l i k e f i f t y people under h i s s u p e r v i s i o n , 
seeing them perhaps once a week t o s t a r t w i t h , once a f o r t n i g h t 
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or less t h e r e a f t e r , t o have time t o get t o know and i n f l u e n c e 
more than a handful o f them, or t o make much o f r e a l impact on 
t h e i r outlook and circumstances? Must not ' s u p e r v i s i o n ' , i n the 
sense o f knowing what people are doing, keeping them out o f 
t r o u b l e , be l a r g e l y a f i c t i o n ? (1979, p. 330). 

Probation p r a c t i c e a l s o changed i n the face o f such c r i t i c i s m . 

Some moved t o connunity work, emphasising the p o l i t i c a l dimension o f 

crime c o n t r o l . Bottoms and McWilliams (1979), on the other hand, 

suggested 'A Non-Treatment Paradigm f o r Probation P r a c t i c e ' . They, 

too, a l l u d e d t o research which added t o a growing body of o p i n i o n on 

the n e g l i g i b l e r e f o r m a t i v e e f f e c t s o f penal i n n o v a t i o n s (see C r o f t 

1978). 

Bottoms and McWiUiams viewed crime as a s o c i a l and not 

p a t h o l o g i c a l phenomenon. They b e l i e v e d t h a t the ethos of the Service 

had been based upon a 'medical model' of crime c o n t r o l , which was both 

e m p i r i c a l l y and t h e o r e t i c a l l y flawed. H a r r i s (1977), had reacted t o 

t h i s s i t u a t i o n by suggesting p r o b a t i o n o f f i c e r s should d i s t a n c e 

themselves from the c o u r t s and t u r n t h e i r a t t e n t i o n t o the 

disadvantaged s e c t o r s o f s o c i e t y . Haxby (1978), i n t u r n , argued f o r a 

'conmunity c o r r e c t i o n a l s e r v i c e ' t o overcome these problems. However, 

both authors were c r i t i c i s e d by Bottoms and McWiUiams. H a r r i s had 

confused elements o f 'treatment' and 'help': even though he recognised 

the importance o f the l a t t e r , given t h a t many p r o b a t i o n c l i e n t s are 

from deprived backgrounds. Further, h i s s t r e s s on punishment as a 

primary element of any order - as opposed t o treatment - would r e q u i r e 

a new non-social work agency w i t h the present s t r u c t u r e o f the 

p r o b a t i o n s e r v i c e remaining i n t a c t : 

"Such a proposal can o n l y be described as hopelessly 
u n r e a l i s t i c p o l i t i c a l l y , q u i t e apart from the obvious p o t e n t i a l 
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problems about the r e l a t i o n s h i p between the two agencies" 
(Bottoms and McWilllams 1979, p. 163). 

Haxby I s a l s o c r i t i c i z e d f o r not f u l l y c o n s i d e r i n g the i m p l i c a t i o n s o f 

h i s suggestions. The a e t i o l o g y o f crime, Haxby believed, should be 

seen as a m i x t u r e o f personal pathology and I n d i v i d u a l s ' responses t o 

t h e i r environment. Thus, a new p r o b a t i o n s e r v i c e , separate f r o m l o c a l 

government, should become i n v o l v e d I n the coimunity: "concerned w i t h 

the p r e - c o n d i t i o n s which have such an i n f l u e n c e on the incidence o f 

the problem ( o f c r i m e ) " (1978, p. 195). The Service, he argued, 

should have a s t a t u t o r y duty i n r e l a t i o n t o crime prevention. Yet, 

the t e n s i o n between t h i s s t a t u t o r y duty and t h e f u n c t i o n s o f 

'conmunity p r o t e s t and involvement' (1978, pp. 232-235) are not 

considered. I n a d d i t i o n , the t r a d i t i o n a l treatment model remained 

par t o f h i s plans. Therefore, Bottoms and McWilllams argued t h a t the 

time had come: 

" . . . f o r a new paradigm o f p r o b a t i o n p r a c t i c e which i s 
t h e o r e t i c a l l y r i g o r o u s ; which takes s e r i o u s l y t h e exposed 
l i m i t a t i o n s o f the treatment model; but which seeks t o r e 
d i r e c t t he p r o b a t i o n s e r v i c e ' s t r a d i t i o n a l aims and values I n 
the new penal and s o c i a l c o n t e x t " (1979, p. 167). 

This new paradigm brought the concept o f 'help' and not 

treatment, t o the f o r e f r o n t o f p r o b a t i o n p r a c t i c e . Instead o f c l i e n t s 

being passive ' r e c i p i e n t s ' o f expert assistance, they should act as 

agents ( a c t i v e ) i n t h e i r own r e h a b i l i t a t i o n . I n the process, the aim 

of p r e v e n t i n g crime, v i a c o n m i n i t y involvement, becomes c e n t r a l , as 

opposed t o a by-product o f p r o b a t i o n work. However, t h e r e i s no 

necessary connection between h e l p i n g o f f e n d e r s and the r e d u c t i o n o f 

crime. As crime i s "predominantly s o c i a l . . . any s e r i o u s crime r e d u c t i o n 

s t r a t e g y must be s o c i a l l y ( r a t h e r than I n d i v i d u a l l y ) based" (1979, p. 
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188). The c l i e n t I s then able t o I d e n t i f y those areas which are o f 

importance t o her or him and not be t o l d by an ' a l l knowing' 

d i a g n o s t i c p r o f e s s i o n a l what I s 'wrong*. 

This paradigm created: 

"the o p p o r t u n i t y f o r the p o t e n t i a l re-emergence o f the 
p r o b a t i o n s e r v i c e ' s t r a d i t i o n a l core values r a t h e r than t h e i r 
demise. But o f course, these values cannot reappear I n the 
same guise as f o r the n i n e t e e n t h c e n t u r y p o l i c e c o u r t 
m i s s i o n a r i e s : t h a t s o c i a l context i s gone f o r e v e r " (1979, p. 
167). 

With c l i e n t s determining t h e i r own needs, the p r o f e s s i o n a l 

j u s t i f i c a t i o n o f 'knowing the best I n t e r e s t s o f the c l i e n t ' was 

t h e r e f o r e questioned. Choice ( f o r the c l i e n t ) should be maximised and 

p r o b a t i o n o f f i c e r s should cease t o b e l i e v e they have the e x p e r t i s e t o 

t r e a t c l i e n t s or the a u t h o r i t y t o compel t h e i r attendance. 

Bottoms and McWilllams' questioned the e f f i c a c y of p r o f e s s i o n a l 

distance from the c l i e n t f o r the purposes of diagnosis. I f p r o b a t i o n 

o f f i c e r s continued t o be autonomous from the employing o r g a n i s a t i o n , 

they a l s o had the l a t i t u d e t o ignore d i a g n o s t i c p r e s c r i p t i o n s . I n 

t h i s sense, t h e State and the managers of the Service were r e l i a n t 

upon the judgement and d i s c r e t i o n o f p r o b a t i o n o f f i c e r s f o r the 

e f f e c t i v e implementation o f r e h a b i l i t a t i o n . A f t e r a l l , t he basis o f 

t h e i r t r a d i t i o n a l task r e q u i r e d a degree of autonomy t o d e f i n e the 

c l i e n t needs (di a g n o s i s ) and p r e s c r i b e the cure ( t r e a t m e n t ) : 

conception and execution were synonymous. However, the q u e s t i o n i n g o f 

the d i a g n o s t i c method was not t o be based simply on an occupational 

dimension. The r i s e o f the ' a l t e r n a t i v e s t o custody i n d u s t r y ' and the 

pressures t h i s placed on the ethos o f t h e p r o b a t i o n s e r v i c e l e d t o 

other changes. P o l i t i c a l pressure, v i a the Home O f f i c e , was placed on 
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p r o b a t i o n areas which, i n t u r n , reacted. I t seemed f o r probations' 

p o l i t i c a l masters, w e l f a r e had f a i l e d and punishment was demanded. 

T>gRAPY TO PUNlSH^E^fT: CHALLENGING THE PROBATION CONSENSUS 

Crime out o f Control? 

The c r i m i n a l s t a t i s t i c s f o r England and Wales are " g r i m and 

r e l e n t l e s s I n t h e i r ascending monotony". Radzinowicz was comnenting 

In 1959 on the r i s e i n r e p o r t e d crime from a h a l f t o t h r e e q u a r t e r s o f 

a m i l l i o n offences i n the pr e v i o u s decade.' During 1988 t h e p o l i c e 

recorded 3,716,000 i n d i c t a b l e crimes.* The Howard League (1987) 

estimate t h a t on c u r r e n t t r e n d s t h i s f i g u r e would have reached 

7,400,000 by the t u r n o f the centur y and the number o f people found 

g u i l t y i n M a g i s t r a t e s Courts w i l l have n e a r l y doubled t o 4, 000, 000. 

Sentencing p r a c t i c e s have responded t o t h i s Increase. During 

1986 Ma g i s t r a t e s committed 4-4-, 000 people t o p r i s o n ( i n c l u d i n g f i n e 

d e f a u l t e r s ) . Geographical v a r i a t i o n i n the co u r t s ' use o f custody 

f l u c t u a t e between 8X and 39% f o r a d u l t s males; 4X and 16X f o r a d u l t 

females and 4X and 22% f o r males between 17 and 21 . * W h i l s t t h e 

Government urges t h e use o f custody o n l y as a l a s t r e s o r t i n 

' p r o t e c t i n g t h e p u b l i c ' and a wide range o f a l t e r n a t i v e s t o custody 

already e x i s t , i n f o r m a t i o n from the Council o f Europe shows the United 

Kingdom had a p r i s o n p o p u l a t i o n o f 95 per 100,000 on 1st September 

1986 ( C o l l i e r and Tar l i n g 1987). Of 20 member s t a t e s only Turkey and 

A u s t r i a had higher p r i s o n p o p u l a t i o n s measured on t h i s basis. I n 

England and Wales on 3 r d J u l y 1987, the highest p r i s o n p o p u l a t i o n I n 

h i s t o r y was recorded at 50,969. The Nati o n a l A s s o c i a t i o n f o r the Care 

and Resettlement o f Offenders (NACRO) c a l c u l a t e d a new p r i s o n t he s i z e 
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o f Dartmoor would have t o open every t h r e e weeks t o accommodate t h i s 

increase. * 

The Government Response 

The Government's response t o the above problems has been t o 

Increase expenditure on the p r i s o n s e r v i c e by 34 per cent i n r e a l 

terms since 1979 and n e a r l y double the c a p i t a l budget. The a c t u a l 

p r i s o n b u i l d i n g progranme seems t o vary, but w i t h proposed new p r i s o n s 

and t h e re-furbishment o f e x i s t i n g ones, approximately 20,000 new 

places w i l l have been cr e a t e d by 1995. In a d d i t i o n , from 1979-1983 

the expenditure on the p o l i c e f o r c e increased by 5X per annum -

compared w i t h o v e r a l l government expenditure at 2% - w i t h , i t should 

be added, l i t t l e impact on d e t e c t i o n r a t e s . ^ I n m i l l i o n s o f pounds, 

the law and order budget increased from £3,179 i n 1980-81 t o £5,388 i n 

1985-86 (King 1987, p. 122). I n r e a l terms the percentage increase i n 

expenditure from the p e r i o d 1981-82 t o 1987-88 was: 22.9X f o r t h e 

p o l i c e s e r v i c e ; 30.8Z f o r the p r o b a t i o n s e r v i c e and 23. OX f o r the 

p r i s o n s e r v i c e . * 

I t i s c l e a r the Government's conmitment t o the r e d u c t i o n o f 

p u b l i c expenditure does not so e a s i l y extend t o law and order. ^ 

W i l l i s , a d m i t t i n g t h i s t o be somewhat c y n i c a l , notes: 

"Although t h e r e are no votes i n p r i s o n , I suspect t h e r e are 
votes t o be won by endorsing c r i m e - c o n t r o l s t r a t e g i e s which 
would send e v e r - i n c r e a s i n g numbers t h e r e " (1986, p. 23). 

The evidence from a survey conducted before the p o l l s c losed i n the 

1979 e l e c t i o n , s u b s t a n t i a t e s W i l l i s ' a s s e r t i o n : o f those whose 

a l l e g i a n c e changed i n t h e Tories* favour, 23X had done so on t h e i r 

' law and order' p l a t f o r m (Downes 1983, p. 2). With a p e r c e i v e d 

breakdown i n the post-war consensus on the management of the economy 
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(through Keyneslan economic p r i n c i p l e s ) and a perceived consensus 

around the Welfare State, the economy has been given a free-market 

r e i n t o f i n d I t s ' n a t u r a l l e v e l * . At the same time, t h i s has l e d the 

' e x p l o i t a t i o n ' of: 

"popular Ideologies: t h e moral Ism endemic i n c o n s e r v a t i v e 
philosophies.. . t r a d i t i o n a l and uncorrected conmon sense I s a 
massively conservative f o r c e , penetrated thoroughly - as I t has 
been - by r e l i g i o u s n o t i o n s o f Good and E v i l , by f i x e d 
conceptions o f the unchanging and unchangeable character o f 
human nature, and by ideas o f r e t r i b u t i v e j u s t i c e " ( H a l l 1980, 
p. 177-8). 

What H a l l (1979) c a l l s t h i s ' a u t h o r i t a r i a n populism*, began 

before the Conservatives came t o power i n 1979. However, he argues, 

the Government has not only rejuvenated, but added considerably t o i t s 

p o p u l a r i t y . I t combines, as he notes, 'organic Toryism', w i t h i t s 

emphasis on n a t i o n , standards, a u t h o r i t y and d i s c i p l i n e , w i t h t h e 

s e l f - i n t e r e s t and a n t i - s t a t i s m o f ' n e o - l i b e r a I ism'. While these 

elements appear c o n t r a d i c t o r y , t h i s I s the very essence o f 

a u t h o r i t a r i a n populism. People's f e a r o f r i s i n g crime i s r e a l enough, 

but the answer has been t o increase the 'law and order Industry* and 

sentencing p r a c t i c e s have become more r e t r i b u t i v e . The a c q u i s i t i v e 

i n d i v i d u a l i s m o f the market; I n c r e a s i n g unemployment; homelessness and 

a s o c i a l s e c u r i t y system i n c r e a s i n g l y under s t r a i n , are seen as 

unconnected w i t h r i s i n g crime. As a r e s u l t a paradox a r i s e s ; 
•. 

"That paradox i s the ease w i t h which t he law can be subverted 
t o c o u n t e r f e i t j u s t i c e and wrenched i n t o the shape r e q u i r e d by 
'order*.... The order t h a t r e s u l t s i s a regimented and 
re p r e s s i v e v a r i e t y , not what people have i n mind when they 
demand law and order" (Oownes 1983, p. 31). 

In t h i s process, r i o t s become the i l l e g i t i m a t e expression o f a 

* deviant p o p u l a t i o n ' , not t h a t o f p o l i t i c a l l y and economically 

m a r g i n a l i s e d groups. S t r i k e s are motivated by the * enemy w i t h i n * , 
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r a t h e r than the understandable means through which people can attempt 

t o e x e r c i s e more c o n t r o l over t h e i r l i v e s . Crime? That i s d i r e c t l y 

connected w i t h I n d i v i d u a l r e s p o n s i b i l i t y : "There I s no such t h i n g as 

so c i e t y . There are i n d i v i d u a l men and women and t h e r e are f a m i l i e s " 

(Margaret Thatcher 1.11.87). The l i n k between s o c i a l and economic 

c o n d i t i o n s and crime i s thus i r r e l e v a n t to. a m o r a l i t y which views 

r i g h t and wrong i n terms o f personal r e s p o n s i b i l i t y - r e g a r d l e s s o f 

the circumstances i n which i n d i v i d u a l s f i n d themselves. 

The above a l s o e f f e c t s t he l e g a l systems 

"By a b s t r a c t i n g crime from I t s s o c i a l context, by a b s t r a c t i n g 
I n d i v i d u a l s from t h e i r c o l l e c t i v i t i e s , by a b s t r a c t i n g t he 
a d m i n i s t r a t i o n o f c r i m i n a l j u s t i c e from the wider f i e l d o f 
p o l i t i c a l s t r u g g l e , the j u s t i c e model thus i n e x t r i c a b l y a l l i e s 
i t s e l f w i t h the use o f the l e g a l system as an Important p a r t o f 
the apparatuses o f r e p r e s s i o n " (Hudson 1987, p. 166). 

However, t h i s i s not t o excuse crime, nor c e l e b r a t e i t . In r e v i e w i n g 

n e a r l y f i f t y research p r o j e c t s on the l i n k between recession and 

crime. Box drawls two conclusions. F i r s t , t h a t "the r e l a t i o n s h i p 

between o v e r a l l unemployment and crime i s I n c o n s i s t e n t " and second, 

t h a t I n e q u a l i t y o f income i s " s t r o n g l y r e l a t e d t o crime" (1987, p. 

96). One lesson which can be learned from t h i s e x t e n s i v e survey, i s 

t h a t p o l i t i c i a n s cannot a f f o r d t o ignore the I n e q u a l i t y o f income 

d i s t r i b u t i o n , or the " u n f a i r burden o f unemployment" (1987, p. 97) i n 

s t r a t e g i e s t o reduce crime. C r i m i n a l a c t i v i t y can. Box argues: "be 

a l t e r e d by paying a t t e n t i o n t o the s o c i a l and economic c o n d i t i o n s 

which c o n t r i b u t e t o i t " (1987, p. 97). 

S u p e r f i c i a l l y , i t Mould appear t h a t the t r a d i t i o n a l image o f 

the p r o b a t i o n s e r v i c e a l i g n s I t s e l f w i t h such b e l i e f s ; although by 

d i f f e r e n t means. By c o n c e n t r a t i n g on i n d i v i d u a l pathology, the 
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'science o f diagnosis* seems t o g i v e t h i s ideology i t s j u s t i f i c a t i o n . 

However, not only i s t h i s a gross s i m p l i f i c a t i o n , i t Is not m i r r o r e d 

i n the p r a c t i c e o f p r o b a t i o n o f f i c e r s , or the ethos o f the Service 

(Raynor 1985; W i l l i s 1986). The philosophy emphasises ' j u s t i c e through 

punishment'; the t r a d i t i o n , ' r e h a b i l i t a t i o n through therapy'. The 

means and ends are incompatible and I d e o l o g i c a l l y opposed. Even so, 

these changes I n the Service's environment were t o lead t o 

considerable o r g a n i s a t i o n a l change. 

PROBATION IN A VOLATILE CLIMATE 

Probation management ( A s s i s t a n t Chief P r o b a t i o n O f f i c e r s (ACPO) 

and above) are i n c r e a s i n g l y c r i t i c i s e d by p r o b a t i o n o f f i c e r s f o r t h e 

lack of any s o c i a l work input i n t o p o l i c y i n i t i a t i v e s . I t appears 

t h a t they are r e a c t i n g t o Home O f f i c e d i r e c t i v e s which, w i t h 

i n c r e a s i n g c e n t r a l c o n t r o l and the use o f Probation Inspectors, are 

d i f f i c u l t t o r e s i s t . For example, the Treen Probation Service Annual 

Report (1986/7) s t a t e s a p r o b a t i o n or conmjnity s e r v i c e order: 

"must p r o t e c t the p u b l i c as e f f e c t i v e l y as a p r i s o n sentence by 
seeking t o ensure no offences are comnitted d u r i n g the p e r i o d 
o f such an order". 

The N a t i o n a l A s s o c i a t i o n o f Probation O f f i c e r s (NAPO), on the other 

hand, i n a paper e n t i t l e d 'The P r o v i s i o n o f A l t e r n a t i v e s t o (Custody 

and the use o f the Probation Order, noted t h a t s u p e r v i s i o n should not 

be based on s u r v e i l l a n c e , containment or deterrence: 

"For the p r o b a t i o n s e r v i c e t o attempt t o impose such c o n t r o l on 
i n d i v i d u a l o f f e n d e r s would i n v o l v e an unacceptable change i n 
the p r i n c i p l e s and ethos o f our work" (1981, p. 8). 

The r e a c t i o n o f the Service t o the changes i n i t s c l i m a t e , 
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appears t o have cre a t e d considerable ' i n t e r n a l ' d i f f e r e n c e s o f o p i n i o n 

over the conception o f the task. Authors r e f e r t o 'cynicism' and 

' a l i e n a t i o n ' among those at the f r o n t - l i n e o f the o r g a n i s a t i o n l o o k i n g 

up towards management who, under pressure t o c r e a t e an 'economic 

o r g a n i s a t i o n ' , are considered at odds w i t h i t s s o c i a l work base 

(Boswell and Worthington 1988). Others speak o f a c e n t r a l i s a t i o n o f 

power as an advantage i n the s u r v i v a l o f the Service d u r i n g the 1980s 

but which, at the same time, a l s o makes i t more v u l n e r a b l e t o Home 

O f f i c e d i c t a t s (Vanstone 1988). Thus, i n c r e a s i n g l y , the charge o f 

' d y s f u n c t i o n a l bureaucracy' i s made, w i t h the u n d e r l y i n g philosophy o f 

pro b a t i o n being seen as "unclear and d i f f u s e " (Vanstone and Seymour 

1986). O r g a n i s a t i o n a l change r e s u l t s i n c o n f l i c t : 

"management are i n s i d i o u s l y r e - d e f i n i n g t h e aims o f t h e 
o r g a n i s a t i o n and so f u r t h e r harnessing t h e energies o f t h e 
p r o f e s s i o n a l t o b u r e a u c r a t i c needs" (Hanklnson and Stephens 
1986, p. 18), 

Whilst Hankinson and Stephen's a r t i c l e d i d not que s t i o n t h e 

su b s t a n t i v e as opposed t o b u r e a u c r a t i c aspects o f a c c o u n t a b i l i t y , i t 

was i n d i c a t i v e o f tensions between o r g a n i s a t i o n a l change and 

occupational p r a c t i c e . Nevertheless, these concerns were not new. 

For instance, t h e B u t t e r w o r t h I n q u i r y (1972) - examining t he work and 

pay o f p r o b a t i o n o f f i c e r s and s o c i a l workers - found p r o b a t i o n 

o f f i c e r s , who emphasised casework, were s u s p i c i o u s o f senior o f f i c e r s 

and a s s i s t a n t p r i n c i p a l s whose tasks were predominantly a d m i n i s t r a t i v e 

In nature. What was new about these changes was both the form they 

took and the way I n which they were enacted. 

Accounting f o r O r g a n i s a t i o n a l Changes 

In t h e 1970s, o r g a n i s a t i o n a l changes were thought by some t o be 
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necessary given the changes i n the nature and tasks o f the Service. A 

new s t r u c t u r e was required: 

"What we had was piece-meal d i vers i f i cat i on w i t h o u t any 
s i g n i f i c a n t changes i n the o r g a n i s a t i o n a l s t r u c t u r e and the way 
i t exacts i t s a c c o u n t a b i I i t y . . . How can o f f i c e r s get out o f t h e 
t r a p o f i n d i v i d u a l a c c o u n t a b i l i t y f o r i n d i v i d u a l cases i n order 
t o be responsive o r g a n i s a t i o n a l l y " . (Read 1978, p. 1. 
O r i g i n a l u n d e r l i n i n g ) . 

'Teamwork' became the means f o r overcoming the perceived lack 

o f o r g a n i s a t i o n a l e f f e c t i v e n e s s . Such change was b e l i e v e d t o provide 

a ' l i b e r a l middle ground' between r a d i c a l l e f t a t t a c k s and the J u s t i c e 

model of the ascending 'New Right' (Read and M i l l a r d 1978, p. i i i ) . 

T his r e s u l t e d from t h r e e f a c t o r s i n p a r t i c u l a r . F i r s t , the Impact o f 

r a d i c a l c r i m i n o l o g y . Second, a measured d e c l i n e i n p r o b a t i o n 

e f f e c t i v e n e s s and t h i r d , a ' c l a s s i c ' p r a c t i c e t e x t which urged an 

examination o f i n d i v i d u a l s ' problems i n terms of t h e i r s o c i a l 

s i t u a t i o n ( i . e i n t e r a c t i o n a l l y ) as opposed t o i n d i v i d u a l i s i n g t he 

problem per se (see M i l l a r d and Read 1978). This change i n working 

p r a c t i c e s meant a movement away from the i n d i v i d u a l p r o b a t i o n 

o f f i c e r / c l i e n t i n t e r a c t i o n , t o viewing her or him as part o f a team. 

In so doing, the team shared a common goal and an o r g a n i s a t i o n a l 

consensus i s d e r i v e d which, correspondingly, t u r n s questions o f 

a c c o u n t a b i l i t y i n t o those of means, not ends. However, Gwyneth 

Boswell found t h a t the p r o b a t i o n s e r v i c e was c h a r a c t e r i s e d by ' h i g h l y 

autonomous members' who goals not only c o n f l i c t e d w i t h each other, but 

w i t h "powerful s e c t i o n s o f the c r i m i n a l j u s t i c e system about means, 

ends, and philosophy". Even so, i n her study o f f i c e r s s u r v i v e d 

" f u n c t i o n i n g q u i t e e f f e c t i v e l y by pragmatic c r i t e r i a " (1982, p. 60). 

Therefore, t o manage the Service i n the contemporary c l i m a t e 

- 53 -



I s , t o say the leas t , problematic. The Home O f f i c e 'Report o f the 

Working Party on Management S t r u c t u r e i n the Probation and After-Care 

Service* (1980) noted s i x purposes o f management. These in c l u d e d t h e 

f o r m u l a t i o n o f p o l i c y , the s e t t i n g o f o b j e c t i v e s , the m o t i v a t i o n o f 

s t a f f and measurement o f performance against plans (1980, p. 9). 

Generally, a t the o r g a n i s a t i o n a l or what may be termed the 'mezzo' 

layer ( H a r r i s and Webb 1987), two problems r e s u l t f o r management I n 

the execution o f these tasks. F i r s t , an h i s t o r i c a l component whereby: 

*'..the development of a h i e r a r c h y o f ranks has led t o reduced 
organIsat i o n a l s t a t u s f o r the pr o b a t i o n o f f i c e r . This i n t u r n 
has l e d t o a r e d u c t i o n o f the perceived value o f the work which 
they do" (McWilllams 1980, p. 9. O r i g i n a l u n d e r l i n i n g ) . 

Second, the degree o f autonomy which p r o b a t i o n o f f i c e r s were b e l i e v e d 

t r a d i t i o n a l l y t o possess, leads t o c o n f l i c t over t h r e a t s t o t h i s 

d i s c r e t i o n . Thus, the implementors and p o l i c y makers may not i n h a b i t 

the common consensual ground. In f a c t , the Home O f f i c e Working P a r t y 

(1980) a l l u d e d t o t h i s problem: 

" I t seems t o us almost i n e v i t a b l e t h a t i n a s e r v i c e which has 
evolved from a simple and e n t i r e l y i n d i v i d u a l i n t u i t i v e b a sis 
of working t o a complex s o p h i s t i c a t e d o p e r a t i o n i n a very s h o r t 
space o f time, f e e l i n g s w i l l a r i s e about t h e c u r t a i l m e n t o f 
i n i t i a t i v e " (1980, p. 25). 

To attempt t o overcome t h i s c o n f l i c t , e f f e c t i v e leadership must 

be i n conmon w i t h the 'occupational c u l t u r e ' (Schein 1985). Despite 

having t h i s i n mind and n o t i n g the need f o r p a r t i c i p a t i o n i n d e c i s i o n 

making and a two-way f l o w o f i n f o r m a t i o n , t h e Home O f f i c e Report 

(1980) was i t s e l f c h a r a c t e r i s e d by disharmony. A m i n o r i t y r e p o r t was 

produced which was s a i d t o be "nearer t o NAPO a c t i v i s t t h i n k i n g " . 

This r e p o r t d i s s e n t e d from 9 o f the 22 recormiendations, b e l i e v i n g l i n e 

management t o be ' o b s t r u c t i v e ' and 'against meaningful connunlcation'. 
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The answer t o a c t n i n i s t r a t i v e problems lay, i t s authors b e l i e v e d , I n 

smaller u n i t s s e r v i c i n g c o u r t s , w i t h the implementation of a maingrade 

(career) o f f i c e r grade, i n o p p o s i t i o n t o the i n c r e a s i n g hierarchy. 

CEHTHAL COTfTROL AM) LOCAL Ain-QNOW IN COtgFLICT 

The Conservative p o s i t i o n on punishment, i r o n i c given i t s 

coomitment t o minimal s t a t e a c t i v i t y , leads t o an increased 

c e n t r a l i s a t i o n o f the State's penal a c t i v i t i e s ( C h r i s t i e 1982). Home 

O f f i c e C i r c u l a r s , S t a t u t e and Probation Rules have become t he means 

f o r Implementing t h e r e s u l t i n g ' a l t e r n a t i v e s t o custody i n d u s t r y * . 

Given the autonomy o f l o c a l p r o b a t i o n correnittees, which are s t a t u t o r y 

bodies i n t h e i r own r i g h t , most o f the d i r e c t i o n s have been aimed at 

f u l l - t i m e p r o f e s s i o n a l personnel, i n p a r t i c u l a r , t h e c h i e f p r o b a t i o n 

o f f i c e r (CPO). The d u t i e s o f the person h o l d i n g t h i s post are not 

defi n e d by Sta t u t e . However, t he appointment o f t h i s person n j s t be 

approved by the Secretary o f St a t e (Probation Rules 1984, r. 28) and 

she or he i s accountable t o t h e p r o b a t i o n conmlttee and " r e s p o n s i b l e 

f o r t h e d i r e c t i o n o f the p r o b a t i o n s e r v i c e i n the area, f o r i t s 

e f f e c t i v e o p e r a t i o n and the efficient use of its resources" ( P r o b a t i o n 

Rules 1984, r.30. I t a l i c s added). Therefore, i t i s not s u r p r i s i n g t o 

f i n d c h i e f o f f i c e r s i n the d i f f i c u l t p o s i t i o n o f implementing 

government p o l i c y , being accountable t o the l o c a l p r o b a t i o n conmlttee 

and balancing t h i s against the t r a d i t i o n a l c u l t u r e o f members o f t h e i r 

Service. 

In a d d i t i o n t o the above c o n s i d e r a t i o n s , the c o n s t r a i n t s w i t h i n 

which CPOs operate, as w e l l as the c r i m i n a l j u s t i c e system and s o c i a l 
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work i n general, are considered t o be p o l i t i c a l l y bounded and P o l i t i c s 

cannot t h e r e f o r e be ignored (Day, 1987). As a r e s u l t : 

" . . . t h e p r o b a t i o n s e r v i c e cannot w h o l l y escape from p o l i t i c a l 
controversy, debate and c o n f l i c t , because i t s work i s 
c o n s t a n t l y under p o l i t i c a l review i n an era when 'law and 
order* i s a major t o p i c o f p u b l i c concern" (Jordan 1964, p. 
129). 

In t h i s p o s i t i o n , the Service has been " a t more crossroads than t h e 

average long d i s t a n c e l o r r y d r i v e r encounters i n a l i f e t i m e " ( H a r r i s 

1989, p. 57). Such r a p i d changes add t o CPOs d i f f i c u l t i e s i n managing 

t h e i r s t a f f . S t a f f may then i d e n t i f y management w i t h t h e i r p o l i t i c a l 

masters. Thus, d u r i n g one p r o b a t i o n team meeting 1 attended, a 

pro b a t i o n o f f i c e r remarked: " t h e Home O f f i c e are c r e a t i n g C h i e f s i n 

t h e i r own image more s u c c e s s f u l l y than God on Man"! 

While CPOs may be ' henmed i n the middle', short o f s t r i c t e r 

sentencing g u i d e l i n e s , the p r o b a t i o n s e r v i c e i s a l s o the o n l y body i n 

a p o s i t i o n t o i n f l u e n c e sentencing p o l i c y and moderate what some have 

r e f e r r e d t o as the most ' v i n d i c t i v e penal system i n Western Europe' 

( W i l l i s 1986, p. 30). I t i s not w i t h o u t i t s s i g n i f i c a n c e , t h e r e f o r e , 

t h a t under the 1982 Crim i n a l J u s t i c e Act the 'Probation and After-Care 

Service' r e v e r t e d t o becoming j u s t the 'Probation Service'. This Act 

also amended t h e p r o v i s i o n o f the 1973 Powers o f Crim i n a l Courts Act 

f o r Day T r a i n i n g Centres by the i n t r o d u c t i o n o f Day Centres (1973 Sec 

2. 4.A and 48 as amended by Sch I I o f 1982 C. J.A. ). T h i s enabled 

c o u r t s t o i n c l u d e i n a p r o b a t i o n order a requirement f o r the o f f e n d e r 

t o p a r t i c i p a t e i n or r e f r a i n from c e r t a i n a c t i v i t i e s and/or a t t e n d 

s p e c i f i e d places f o r s p e c i f i e d a c t i v i t i e s up t o a maximum o f s i x t y 

days. Under Section 4 A ( l ) ( b ) i t i s a l s o p o s s i b l e f o r a cou r t t o 

include s o - c a l l e d 'negative' requirements i.e. f o r o f f e n d e r s t o 
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r e f r a i n from c e r t a i n a c t i v i t i e s . Not s u r p r i s i n g l y , t h i s i s a 

con t e n t i o u s issue given the i m p l i e d degree o f c o n t r o l over off e n d e r s ' 

behaviour t h a t o f f i c e r s would then have t o exercise. 

This p a r t i c u l a r a l t e r n a t i v e t o custody i s , on the o p t i m i s t i c 

side, enabling o f f e n d e r s t o comply w i t h the c o n d i t i o n s of t h e i r order 

and a v o i d 'breach', as w e l l as i n f l u e n c i n g m a g i s t r a t e s " t o impose 

fewer f i n e s on those without adequate means" (Wright 1984, p. 1). On 

the negative side, the humanitarian t r a d i t i o n s o f the Probation 

Service were b e l i e v e d t o be 'under att a c k ' by such measures (Vanstone 

1985). These measures also, according t o some authors, * b l u r ' t h e 

d i s t i n c t i o n between p r i s o n and the comiunity (Mathieson 1983; Cohen 

1985). 

In terms o f i t s Implementation, the 1982 Act r e q u i r e d p r o b a t i o n 

committees e i t h e r t o 'provide' or 'approve' Day Centres before such a 

requirement can be a p a r t o f a p r o b a t i o n order. Thus, those p r o b a t i o n 

areas w i t h p u n i t i v e c o u r t s upon whom l i t t l e impression was made i n 

t h e i r c u s t o d i a l disposal r a t e s , should be o f f e r e d more ' c r e d i b l e ' 

a l t e r n a t i v e s t o custody. A f t e r a l l , what Service would not provide 

such a f a c i l i t y i f m a gistrates are r e l u c t a n t t o issue p r o b a t i o n or 

cofimunity s e r v i c e orders as a l t e r n a t i v e s t o custody? Such t h i n k i n g 

has l e d t o innovations, such as the Kent Co n t r o l U n i t , which contained 

a high component o f c o n t r o l over o f f e n d e r s and subsequent c r i t i c i s m 

from w i t h i n the Service i t s e l f . " This ' c o n t r o l t a l k ' (Cohen 1985) o f 

' c r e d i b i l i t y ' t o magistrates i s associated w i t h both a ' c o n t r o l ' and 

' t r a i n i n g ' element. As the 1982 Act (and now the 1988 C. J. A. ) 

includes t h e c r i t e r i o n f o r a c u s t o d i a l d i s p o s a l as t h e ' p r o t e c t i o n o f 

the p u b l i c ' a ' c r e d i b l e a l t e r n a t i v e ' must, t o be e f f e c t i v e , i n c l u d e a 
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c o n t r o l element. 

The consequence o f these moves i s not the Intended r e d u c t i o n 

i n the p r i s o n p o p u l a t i o n (Bottoms 1987). Instead requirements i n 

pro b a t i o n orders have become ' a l t e r n a t i v e s t o a l t e r n a t i v e s ' , w i t h the 

r e s u l t t h a t an in c r e a s i n g number o f people f a l l w i t h i n the realm o f 

the 'formal' mechanisms o f s o c i a l c o n t r o l . At the l e v e l o f p r a c t i c e , 

t h i s has i t s consequences (see Walker and Beaumont 1985). I f the 

s t r a t e g y were successful, as i t can be i n some areas (see Raynor 

1988), then t h i s a l s o has i t s e f f e c t s . The type o f c l i e n t s p r o b a t i o n 

o f f i c e r s work w i t h may change (more s e r i o u s o f f e n c e s ) ; the 

expectations o f c o u r t s change ( i n r e l a t i o n t o c o n t r o l ) and these 

f a c t o r s have an e f f e c t on the type o f work p r o b a t i o n s t a f f can 

perform: f o r example, i n t h e i r attempts t o balance the elements o f 

r e h a b i l i t a t i o n and c o n t r o l i n working w i t h offenders. 

O r g a n i s a t i o n a l l y t h i s a l s o has i t s consequences. P r o b a t i o n 

s t a f f at the f r o n t - l i n e , given t h e i r t r a d i t i o n a l humanitarian pre

d i s p o s i t i o n s , may i d e n t i f y w i t h the c l i e n t i n the face o f such a 

p u n i t i v e c l i m a t e . Indeed, some would argue t h a t c o n c e n t r a t i n g on 

offender needs r a t h e r than t h e i r c o n t r o l i s i n the s p i r i t o f the 

s o c i a l work t r a d i t i o n (Raynor 1984). As H a r r i s (1977) has suggested, 

p r o b a t i o n o f f i c e r s due t o t h e i r s o c i a l work t r a i n i n g could ignore 

c o n d i t i o n s , e x t e r n a l l y imposed, which they perceive as damaging t o the 

c l i e n t . Therefore, t o whom are p r o b a t i o n o f f i c e r s and t h e i r non-CQSW 

counte r p a r t s , a n c i l l a r i e s , then accountable? The c o u r t s (who make the 

d i s p o s a l ) , the o r g a n i s a t i o n , as i d e n t i f i e d by p r o b a t i o n management 

(who are seen as c o l l u d i n g w i t h the p u n i t i v e c l i m a t e and over-

bureaucrat i s i n g t h e Service i n response t o Home O f f i c e pressure t o 
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implement changes) or t h e i r occupational ethos ( e i t h e r e x e m p l i f i e d by 

the peer group or as norms i n c u l c a t e d d u r i n g the t r a i n i n g p e r i o d ) ? 

The r e s u l t may d r i v e a wedge between f r o n t - l i n e s t a f f s ' formal and 

s u b s t a n t i v e a c c o u n t a b i l i t y t o both the c o u r t s and the o r g a n i s a t i o n . 

Further, these issues are compounded by the Barclay r e p o r t (1982) 

which urged more use of corrmunity work t o m o b i l i s e resources i n the 

s o l u t i o n o f s o c i a l problems. This i s another p o t e n t i a l c a t a l y s t t o 

f u r t h e r d i v i s i o n s w i t h i n s o c i a l work: between those who emphasise 

e i t h e r a ' conminity-based' or ' t r a d i t i o n a l * one-to-one casework 

approach t o i n d i v i d u a l s ' problems. 

Lynch (1976) i d e n t i f i e d some of the above problems. I n 

p a r t i c u l a r those between the o r g a n i s a t i o n and ' f r o n t - l i n e ' s e r v i c e 

d e l i v e r e r s . Three-quarters o f those he i n t e r v i e w e d s a i d they operated 

o u t s i d e o f the framework of the employing o r g a n i s a t i o n , f i n d i n g i t an 

'impediment t o p r o f e s s i o n a l s e r v i c e d e l i v e r y ' . The p o t e n t i a l f o r 

c o n f l i c t between the values o f p r o b a t i o n o f f i c e r s and those of the 

o r g a n i s a t i o n have a l s o been h i g h l i g h t e d by M i l l a r d (1977). T h i s 

c o n f l i c t has an o r g a n i s a t i o n a l e f f e c t : 

"Any o r g a n i s a t i o n ' s goals are implemented by f r o n t - l i n e s t a f f , 
be they doctors, car-assembly workers or l o c a l government 
o f f i c i a l s , and, i n terms of o r g a n i s a t i o n a l design, we neglect 
them at our p e r i l ' * (Cooper 1982, p. 53). 

Anomalies a l s o r e s u l t . In the face o f i n c r e a s i n g c l i e n t problems, 

those at the f r o n t - l i n e may r e s o r t t o i n n o v a t i v e s o l u t i o n s . However, 

as b u r e a u c r a t i c and c e n t r a l i s e d elements of the o r g a n i s a t i o n Increase, 

these may be met by the "understandable c a u t i o n o f the h i e r a r c h y " 

( M i l l a r d 1977. p. 3). 

These tensions seem t o increase as the element of punishment i n 
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a l t e r n a t i v e s t o custody has become more pronounced. B i l l McWilliams 

(1987) i d e n t i f i e d t h r e e schools of thought w i t h i n the p r o b a t i o n 

s e r v i c e : t h e ' r a d i c a l ' , 'managerial' and * p e r s o n a l i s t ' , each 

c h a r a c t e r i s e d by i t s own b e l i e f s . In the past, the Service was 

c h a r a c t e r i s e d by a " p r o f e s s i o n a l - s u p e r v i s o r y - a d m i n i s t r a t i v e model of 

o r g a n i s a t i o n " (1987, p. 106). The conception and execution o f the 

task was i n the hands o f the f r o n t - l i n e worker. Yet, the new 

managerial s t y l e , as e x e m p l i f i e d I n the 1980 Home O f f i c e Report, 

impinges on one p a r t o f t h i s equation: i t s conception. Whilst 

p r o b a t i o n o f f i c e r s b e l i e v e they are i n a process o f de-ski I l i n g and 

t h e i r autonomy eroded, v i s - a - v i s the o r g a n i s a t i o n , t h i s i s not 

unconnected w i t h the r i s e o f the ' j u s t i c e model o f punishment': 

"recent developments i n r e t h i n k i n g p r o b a t i o n have made the 
p r o f e s s i o n a l i z a t i o n e f f o r t even more problematic. In 
p a r t i c u l a r , some view the j u s t i c e model as a t h r e a t t o 
p r o f e s s l o n a l I z a t i o n . Inasmuch as j u s t i c e model I n i t i a t i v e s 
seek l i m i t a t i o n s on p r o b a t i o n o f f i c e r s d i s c r e t i o n , t h i s 
s u s p i c i o n i s understandable" (Thomson 1987, p. 110). 

The j u s t i c e model r e q u i r e s more o f an element of c o n t r o l than 

care. I t c o u l d be argued, given t h a t i t emphasises * a d m i n i s t r a t i o n ' , 

r a t h e r than ' d i a g n o s t i c ' c a p a b i l i t i e s , t h a t i t c o u l d be as e f f e c t i v e l y 

Implemented by non-probation o f f i c e r s . P o l i c y changes i n s p i r e d by 

t h i s model a l s o then have an e f f e c t on r e l a t i o n s between s t a f f i n the 

Service. For exanple, take the case of c o i m i i n i t y s e r v i c e i n which 47^ 

(679) o f a n c i l l a r i e s and o n l y 5X (274) o f p r o b a t i o n o f f i c e r s are 

employed. The uneasy t e n s i o n between the philosophy o f corrmunlty 

s e r v i c e and a t r a d i t i o n a l p r o b a t i o n ethos has a l l e g e d l y c r e a t e d an 

"under-class o f workers" w i t h i n the o r g a n i s a t i o n . The e f f e c t has been 

t o e s t a b l i s h "two Services i n one" (Vass 1988, p. 49). I n p r a c t i c e 
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terms, t h i s I s f u r t h e r exacerbated by having t o deal w i t h day-to-day 

pressures which a r i s e from d e a l i n g w i t h o f f e n d e r s needs, as w e l l as 

Implementing Home O f f i c e d i r e c t e d agency goals (Vass 1984). A n c i l l a r y 

workers may, t h e r e f o r e , f e e l under-valued by the agency and t h e i r 

f r o n t - l i n e c o u n t e r p a r t s - the pr o b a t i o n o f f i c e r s - even though I t I s 

bel i e v e d t h a t a n c l l l a r l e s are " c r u c i a l t o the f u t u r e development o f 

the Service" ( F i n d l a t e r 1982, p. 46). 

This o r g a n i s a t i o n a l and occupational c o n f l i c t was exacerbated 

by the i n t r o d u c t i o n o f f u r t h e r p o l i c y changes. For the f i r s t time i n 

I t s h i s t o r y , t h e Home O f f i c e (1984) issued a 'Statement o f Na t i o n a l 

Objectives and P r i o r i t i e s ' (SNOP) f o r the Service. 

A Statement o f Na t i o n a l O b j e c t i v e s 

The autonomy o f l o c a l p r o b a t i o n comnittees from c e n t r a l 

government c o n t r o l was considered a s t r e n g t h . However, as noted, the 

Implementation o f the J u s t i c e model a l s o r e q u i r e s more c e n t r a l i s e d 

State a c t i v i t y . There i s now an emphasis on a ' c o s t - e f f i c i e n t ' 

p r o b a t i o n s e r v i c e f o r which CPOs are deemed res p o n s i b l e under t h e 

1984 Probation Rules. 

SNOP r e f e r r e d t o the ' e f f i c i e n t ' and ' e f f e c t i v e ' use o f 

resources as the r e s p o n s i b i l i t y o f both the area Probation Conmittees 

and t h e i r CPOs; a l l e g e d l y because they can best assess l o c a l needs and 

design programmes t o meet these. However, d e s p i t e these a l l u s i o n s t o 

lo c a l autonomy, such prograrrmes should a l s o " r e f l e c t c o n s i s t e n t 

p r i n c i p l e s which cannot Just be determined local I/* (1984, para. 2. 

I t a l I c s added). 

Leaving aside the understandable r e t o r t t h a t such c r i t e r i a may 

more e f f e c t i v e l y be a p p l i e d t o the r e g i o n a l v a r i a t i o n s I n co u r t s ' 
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sentencing p r a c t i c e s , t h r e e p o i n t s appear t o a r i s e from SNOP. F i r s t , 

t o provide n a t i o n a l o b j e c t i v e s t o l o c a l s e r v i c e s I n d i c a t e d a h i t h e r t o 

unprecedented acknowledgement o f Home O f f i c e involvement I n l o c a l 

p o l i c y I n i t i a t i v e s . Second, t h e emphasis on e f f i c i e n c y and 

ef f e c t i v e n e s s , ( d e r i v i n g from t h e Governments' F i n a n c i a l Management 

I n i t i a t i v e (FMI) i n 1982), was thought t o be a p p l i c a b l e t o agencies i n 

the c r i m i n a l j u s t i c e system, which a l s o included t h e p o l i c e (see 

Horton and Smith 1988). F i n a l l y , a change I n how finances were t o be 

perceived w i t h i n the o r g a n i s a t i o n . T h i s l a s t p o i n t r e q u i r e d a change 

i n the o r g a n i s a t i o n s way o f working which has an e f f e c t at a p r a c t i c e 

l e v e l . As Rob Mawby notes o f p r o b a t i o n o f f i c e r s ; 

"economic-type problems are more p e r t i n e n t w i t h regard t o the 
c l i e n t ' s experience o f the s o c i a l and economic system, r a t h e r 
than I n terms o f what t h e Probation Service can and should 
provide" (1980, p. 277). 

In t h e past, the economics o f the o r g a n i s a t i o n as a whole were 

not at t h e f o r e f r o n t o f p r o b a t i o n p r a c t i c e . This a p p l i c a t i o n o f 

* supply-side' economics t o the p u b l i c sector was t o have a 

considerable impact on the Service. In a d d i t i o n , SNOP p r i o r i t i s e d t he 

d i v e r s i o n o f of f e n d e r s from custody. I f necessary, cash-Limited 

budgets should be d i v e r t e d and a l l o c a t e d from important areas t o the 

f o l l o w i n g p r i o r i t i e s . F i r s t , t h e p r o v i s i o n o f a l t e r n a t i v e s t o 

custody. Second, the p r e p a r a t i o n o f s o c i a l i n q u i r y r e p o r t s ( t o d i v e r t 

o f f e n d e r s from custody). T h i r d , r a t h e r ambiguously - ' s u f f i c i e n t 

resources t o through-care i n order t h a t mininrwm s t a t u t o r y o b l i g a t i o n s 

are f u l f i l l e d ' . Fourth, ' a p p r o p r i a t e and e f f e c t i v e c o n t r i b u t i o n s t o 

work i n the wider conmunity ( s u p p o r t i n g v i c t i m s ; L i a i s i n g w i t h other 

agencies; p r e v e n t i o n of crime and t a k i n g account o f wider s o c i a l 
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I n f l u e n c e s on o f f e n d i n g ) and f i n a l l y , resources t o c i v i l work should 

be " c o n s i s t e n t w i t h l o c a l circumstances and the for e g o i n g p r i o r i t i e s " 

(1984., para. v i ) . On t h i s l a s t p o i n t , the Statement r e f e r s t o t h e 

d u t i e s o f the Service and yet adds, In another sentence: "The Service 

a l s o has d u t i e s a r i s i n g from the c i v i l j u r i s d i c t i o n o f the c o u r t s " 

(1984, para. H i ) . Thus, the important c i v i l work performed by 

pr o b a t i o n o f f i c e r s - le a v i n g aside the que s t i o n o f whether or not t he 

Service should be Involved I n t h i s area - was, along w i t h through-

care, accorded a low p r i o r i t y . 

L l o y d (1986) analysed 45 p r o b a t i o n area responses t o SNOP. He 

uncovered a v a r i e t y o f l o c a l p>ollcy r e a c t i o n s i n the form o f 

'Statements of Local O b j e c t i v e s and P r i o r i t i e s * (SLOP): "the most 

notable f e a t u r e o f the l o c a l statements o f o b j e c t i v e s and p r i o r i t i e s 

i s t h e i r great d i v e r s i t y " (1986, p. 1). This he a t t r i b u t e d t o t h r e e 

f a c t o r s . F i r s t , t h e nature o f p r o b a t i o n areas: whether they were 

r u r a l or urban; had low or high unemployment; the degree o f union 

i n f l u e n c e over l o c a l p o l i c y and the I d e n t i t y o f the authors (some were 

c h i e f o f f i c e r s and two i n h i s sample were pr o b a t i o n cormiittees). 

Further, o f the 45 l o c a l responses he examined, 29 d i d not make any 

i n i t i a l mention o f SNOP. Second, the f a c t t h a t t h e nature o f SNOP 

I t s e l f was open t o a range o f i n t e r p r e t a t i o n s . T h i r d , some o f the 

lo c a l statements were not ' f i n a l responses*. However, w h i l s t these 

v a r i a t i o n s e x i s t e d , L l o y d concluded t h a t i t was a d i f f e r e n c e i n 

philosophy t h a t was a fundamental e x p l a n a t o r y f a c t o r : 

" c o n f l i c t s between Home Office/Government and Service 
p r i n c i p l e s seem t o underly most o f the disagreements between 
SNOP and l o c a l areas c i t e d under d i f f e r e n t s e c t i o n s " (1986, p. 
72). 
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In r e l a t i o n t o SNOP according a low p r i o r i t y t o c i v i l work, he 

noted t h a t the area o f ' o u t - o f - c o u r t c o n c i l i a t i o n ' was cost e f f e c t i v e 

and may a l s o considerably reduce the s t r e s s i n v o l v e d I n l e g a l 

proceedings. Nevertheless, d e s p i t e SNOP, most areas i n h i s study were 

s t i l l committed t o developing t h e i r c i v i l work s e r v i c e (1986, p. 49); 

although he concluded t h a t t h e r e was "pressure on l o c a l areas t o cease 

developing t h e i r c i v i l work s e r v i c e " (1986, p. 55). I n a d d i t i o n , SNOP 

(para v i . ( c ) ) appeared t o Ignore seconded p r o b a t i o n work I n p r i s o n s 

when examining 'through-care' and, i t was widely believed, ' a f t e r 

care' was 'under t h r e a t ' (Lloyd 1986, chp. 3) which, i n terms o f the 

emphasis on crime prevention, seems somewhat incongruous. 

The content a n a l y s i s o f l o c a l statements, as Lloy d h i m s e l f 

conceded, i s about 'what i s s a i d * , not * what i s done'. Even so, i t I s 

another I n d i c a t o r o f c o n f l i c t which c h a r a c t e r i s e d the Service i n t h e 

e i g h t i e s . S i m i l a r l y , the Increased attempts by the Home O f f i c e t o by

pass t h e magistracy i n pursuing c o n t r o l o f f u l l - t i m e p r o b a t i o n 

management, were apparent by the lack o f references t o p r o b a t i o n 

conmittees: a p o i n t not l o s t I n the response t o SNOP by the 

Ass o c i a t i o n o f Chief O f f i c e r s o f Probation (ACOP): 

"The o r g a n i s a t i o n o f the s e r v i c e i s d e l i b e r a t e l y l o c a l i s e d . 
One o f the major requirements o f the Service i s t h a t i t engages 
r e s p o n s i b l y and d i f f e r e n t i a l l y w i t h l o c a l committees. .. We 
b e l i e v e t h a t t h e r e i s a danger t h a t these important aspects o f 
the work o f the Service c o u l d be damaged by the process o f 
which the N a t i o n a l Statement o f Purpose and Ob j e c t i v e s w i l l be 
a p a r t " (1983, para. 2.8). 

In r e t r o s p e c t , the I n t r o d u c t o r y l e t t e r t o SNOP from the Home 

O f f i c e t o area c h i e f o f f i c e r s , appeared o p t i m i s t i c and out o f touch 

w i t h t h e r e a l i t y of c o n f l i c t w i t h i n the Service. The document, i t 

said, was one "which we b e l i e v e w i l l command a large measure o f 
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support". Despite t h i s , the Statement d i d achieve an i n t e r n a l 

c o n s i d e r a t i o n o f the aims o f the Service. As such, t he past r e l i a n c e 

on the d i s c r e t i o n o f f r o n t - l i n e o f f i c e r s t o implement v a r i e d and 

sometimes unstated o r g a n i s a t i o n a l goals, seemed no longer a p p l i c a b l e 

i n t h i s new cl i m a t e . Part o f t h e answer t o the r e s u l t i n g 

o r g a n i s a t i o n a l problems, was considered not t o l i e I n p r o b a t i o n 

management pursuing Home O f f i c e l e d o b j e c t i v e s , but the advancement o f 

leade r s h i p which expressed p r o b a t i o n 'values' (Morrison 1984, p. 110). 

The Economics o f the 'New Realism' 

The F i n a n c i a l Management I n i t i a t i v e , led by one o f the Prime 

M i n i s t e r ' s f i r s t appointments, S i r Derek (now Lord) Rayner, Chairman 

of Marks and Spencer, a l s o l e d t o o r g a n i s a t i o n a l change. 'Economy', 

' e f f i c i e n c y ' and ' e f f e c t i v e n e s s ' became Important aims o f the C i v i l 

Service; t h e 'high s t r e e t ' m e n t a l i t y was thought a p p l i c a b l e t o the 

p u b l i c sector. This came t o the Service e a r l y i n 1986 i n the form o f 

management c o n s u l t a n t s ' O e l o i t t e , Hasklns and S e l l s * . They were 

appointed t o advise and produce a F i n a n c i a l Management I n f o r m a t i o n 

System f o r the Service and t h e i r terms o f reference were: 

" t o advise on the requirements o f a f i n a n c i a l management 
I n f o r m a t i o n system f o r the e f f i c i e n t , e f f e c t i v e and economical 
use o f t h e i r resources, and, i n p a r t i c u l a r , t o devise and apply 
a c o s t - e f f e c t i v e means of g e t t i n g the necessary i n f o r m a t i o n " 
(quoted i n Crawforth, 1987, p. 58). 

I n f o r m a t i o n g a t h e r i n g then increased. Now, most research 

w i t h i n t h e p r o b a t i o n s e r v i c e i s concerned w i t h t h e m o n i t o r i n g and 

e v a l u a t i o n o f ' f r o n t - l i n e ' work, w i t h t h e r e s u l t t h a t p r o b a t i o n 

management I s o f t e n viewed w i t h s c e p t i c i s m by those whose 

e f f e c t i v e n e s s they seek t o evaluate. Further, t h e r e are c r i t i c i s m s o f 

an overemphasis on the q u a n t i t a t i v e as opposed t o q u a l i t a t i v e aspects 
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o f p r o b a t i o n work (McWllLlams 1989). Workload measurement, w h i l s t 

acknowledged t o be possible, i s o f t e n ' I r r ^ r e c l s e ' and ' Inaccurate' 

(Orme 1988). 'Risk o f custody' scales are s a i d t o o f f e r p r o b a t i o n 

o f f i c e r s an a d d i t i o n t o t h e i r p r o f e s s i o n a l armoury, as a means o f 

p r e d i c t i n g an of f e n d e r ' s l i k e l i h o o d o f r e c e i v i n g a c u s t o d i a l sentence 

and subsequently ' d i v e r t i n g ' her or him (Bale 1988). On the other 

handt some see t h i s as an impediment t o p r a c t i c e and t h a t t he o n l y 

'Instrument' capable o f making t h i s judgement I s the i n d i v i d u a l 

p r a c t i t i o n e r (Macleod 1988). 

A l l t h i s l e d t o a 'science of management' approach t o the 

Service. Questions o f measurement and a d m i n i s t r a t i o n o f change 

predominate over those o f purpose and value (McWilllams 1986). 

H i s t o r i c a l l y , p r o b a t i o n o f f i c e r s were b e l i e v e d t o possess a sense o f 

purpose. With values I n c r e a s i n g l y undermined, a d m i n i s t r a t i v e 

s o l u t i o n s are s a i d t o have no s o l i d f o u n d a t i o n upon which t o j u s t i f y 

change. Yet, ther e has been a move towards 'management by 

ob j e c t i v e s ' ; again, not w i t h o u t disagreement (see Parry-Khan 1988; 

Coker 1988). However, the 1982 Act, SNOP and FMI were by no means the 

end o f e x t e r n a l l y inposed changes t o which p r o b a t i o n management, i n 

var i o u s ways, were t o react. A boost t o the FMI and q u a n t i t a t i v e 

measurement o f the 'performance' o f p r o b a t i o n work came from t h e 

Grimsey Report (1987) which recommended " e f f i c i e n c y and e f f e c t i v e n e s s " 

inspections. I n a d d i t i o n , t h e Audit Commission (1989) recommended 

t a r g e t i n g a c t i v i t i e s 'more e f f e c t i v e l y ' ; the ' t r a i n i n g o f s t a f f t o 

meet new r e s p o n s i b i l i t i e s ' ; 'the c l a r i f i c a t i o n of l i n e s o f 

a c c o u n t a b i l i t y ' and 'st r e n g t h e n i n g the management o f the Service'. 

NAPO responded by ' r e j e c t i n g the Commissions' c r i t i c i s m s ' (NAPO News 
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May/June 1989). 

* Fresh S t a r t ' , f o l l o w i n g Home O f f i c e research by Jepson and 

E l l i o t t (1985), a l s o encouraged g r e a t e r use o f p r i s o n o f f i c e r s i n the 

p r o v i s i o n o f w e l f a r e w i t h i n i n s t i t u t i o n s , which added t o the arguments 

w i t h i n NAPO t o withdraw seconded p r o b a t i o n o f f i c e r s from prisons, 

b e l i e v e d t o be an i n a p p r o p r i a t e r o l e f o r a community s e r v i c e (see 

NAPO, 1987). The Home O f f i c e C i r c u l a r on S o c i a l I n q u i r y Reports 

(1986) was a l s o symptomatic o f the i n c r e a s i n g t r e n d o f d i r e c t i n g l o c a l 

p o l i c y from the 'centre'. This set the nature and bounds o f 'good 

p r o f e s s i o n a l p r a c t i c e ' by di s c u s s i o n and recormiendatIons which 

concerned the 'nature', 'purpose', ' s t r u c t u r e * and 'content' o f s o c i a l 

I n q u i r y r e p o r t s . T h i s Increased t h e pressure on t h e p r o b a t i o n s e r v i c e 

t o provide ' b e t t e r ' I n f o r m a t i o n t o cou r t s , so they may consider t h e 

f u l l range o f di s p o s a l s a v a i l a b l e when sentencing an offender. 

Subsequently, c o n f l i c t developed over the p r e p a r a t i o n o f r e p o r t s I n 

* n o t - g u i l t y ' pleas and 'response t o su p e r v i s i o n ' • r e p o r t s which, NAPO 

claimed, would mean o f f e n d e r s a re sentenced w i t h o u t a s o c i a l i n q u i r y 

r e p o r t (NAPO Newsletter, December 1987). NAPO members were 

subsequently b a l l o t e d on I n d u s t r i a l a c t i o n which was narrowly 

defeated. This prompted the A s s i s t a n t Under-Secretary o f State who, i n 

the seventies was i n charge o f one o f the Home O f f i c e p r o b a t i o n 

s e r v i c e d i v i s i o n s , t o note: 

"The fu s s over Social I n q u i r y Reports I n n o t - g u l l t y pleas 
seemed t o be c a r r y i n g on from p r e c i s e l y the p o i n t I l e f t i t i n 
1978" (Head 1988, p. 2). 

In the face o f such r a p i d p o l i c y developments, groups 

r e p r e s e n t i n g t h e pr o b a t i o n s e r v i c e a l s o published t h e i r own p o l i c y 

documents. Heightening t h i s ' p o l i t i c s o f p e n a l i t y ' was t h e 
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p u b l i c a t i o n , I n 1987, o f 'Probation - The Next Fi v e Years'. This was 

probably t h e f i r s t coherent statement o f n a t i o n a l p o l i c y f o l l o w i n g 

SNOP, t o come from the p r o b a t i o n service. Published j o i n t l y by NAPO, 

The A s s o c i a t i o n o f Chief O f f i c e r s o f Probation (ACOP) and the Central 

Council o f Probation Comnittees (CCPC), i t r e - a f f i r m e d p r i o r i t i e s t o 

those areas where SNOP had accorded a low p r i o r i t y : c i v i l work and 

through-care. Increased community involvement and use o f non

c u s t o d i a l options, improved s e r v i c e t o the c r i m i n a l and c i v i l c o u r t s 

and t o through-care were, broadly, the issues covered. Therefore, t h e 

document appeared t o o f f e r a u n i t y o f purpose i n the face o f Home 

O f f i c e and Government led change: 

" I t i s important t h a t developments b u i l d upon the e s t a b l i s h e d 
s t r e n g t h s o f the p r o b a t i o n s e r v i c e , u t i l i s e t h e s k i l l s o f i t s 
p r o f e s s i o n a l s and other f i e l d w o r k s t a f f and work w i t h the g r a i n 
o f the ser v i c e . Any othe r approach r i s k s d i s o r i e n t a t i o n , 
d i s l o c a t i o n and i n e f f i c i e n c y " . (1987, p. 3). 

The document a l l u d e d t o the reduced c o s t s i n v o l v e d i n 

a l t e r n a t i v e s t o custody ( t h e average cost o f p r i s o n , at the time, 

being £246 per week, community s e r v i c e £12 and a pr o b a t i o n order £14), 

so a ' f i s c a l conservative* enphasis was used i n the Services' favour. 

However, t h e consensus o f values o f the t h r e e bodies who were i t s 

authors, was questioned. By not f u l l y addressing these issues o f 

value c o n f l i c t , t h e document was s a i d t o add t o d i v i s i o n s of opin i o n . 

Thus, commentators have c a l l e d f o r an "examination o f these issues and 

a commitment t o the f u r t h e r a n c e of debate" (Rumgay 1988, p. 201). 

Yet, the speed o f change was t o prevent such p r o - a c t i v e work and i n 

a n t i c i p a t i o n o f the Government's Green Paper 'Punishment, Custody and 

The Conmunity' (1988), ACOP broke ranks and publ i s h e d a paper 'More 

Demanding than Prison'. I n response NAPO st a t e d : 
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There had been no p r i o r c o n s u l t a t i o n w i t h e i t h e r NAPO or 
Central Council and no warning had been given t h a t ACOP planned 
t o en^ark on.such a c o n t r o v e r s i a l course" (NAPO News J u l y 1988, 
p. 2). 

The a l l u s i o n t o the t h i n k i n g o f f i s c a l c onservatives was a l s o 

apparent I n ACOP's paper. I t spoke o f " s u b s t a n t i a l savings" a v a i l a b l e 

from i t s proposed measures (1988, p. 2). However, i t s purpose was 

"not p r i m a r i l y about costs", but t o reduce the "dependency on c a r c e r a l 

t h i n k i n g as the sentencing b a s e l i n e i n the Crim i n a l J u s t i c e System" 

(1988, p. 2). The i n d i v i d u a l i s a t i o n o f sentencing i s r e - a f f i r m e d 

(para. 7, p. 4) as I s the need f o r sentencing g u i d e l i n e s t o reduce t h e 

'net-widening' e f f e c t o f the new sentence suggested: the 'Cormunity 

R e s t i t u t i o n Order'. The o f f e n d e r s who would be t a r g e t e d f o r t h i s 

sentence: 

"...may be o f l i m i t e d i n t e l l i g e n c e , have emotional problems, 
poor a t t i t u d e s towards a u t h o r i t y , m u l t i p l e p r a c t i c a l problems, 
an I n a b i l i t y t o learn from previous mistakes, and a d i s t i n c t 
tendency t o gi v e up and act d e l i n q u e n t l y when they f e e l unable 
t o cope" (1988, para. 23). 

The t r e n d i n ' a t h e o r e t i c a l c r i m i n o l o g y ' o f the 1980s does 

l i t t l e t o counter such t h i n k i n g ; p r o v i d i n g Instead t h e research upon 

which i t i s based. However, one may add t o ACOP's d e s c r i p t i o n o f i t s 

t a r g e t e d group: 'or have no jobs; l i v e i n poverty or are merrbers o f 

de - l e g i t I m a t e d m i n o r i t i e s ' ( t h e paper recognising, at l e a s t , the 

"meagre sources of income" o f many of f e n d e r s when i n debt t o c o u r t s 

(para. 2 6 ) ) . How f a r our t h i n k i n g has come i n the l a s t hundred years. 

ACOP may r e p l y t h a t the speed In which proposals had t o be made 

ne c e s s i t a t e d by-passing p r o t r a c t e d discussions w i t h other i n t e r e s t e d 

p a r t i e s . The (3overnment had announced i t s i n t e n t i o n s o f pr e s e n t i n g 

the 1988 Green Paper e a r l i e r i n the year a t approximately the same 
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time i t p u b l i s h e d 'National Standards f o r Cormunity Service Orders'. 

This document was another m a n i f e s t a t i o n o f Increased c e n t r a l c o n t r o l 

and spoke o f a need t o Increase t h e 'confidence o f co u r t s i n the 

Community Service Order'. This was t o be achieved by "ensuring t h a t 

CS makes u n i f o r m l y s t i f f demands on of f e n d e r s " (1988, para, 3). 

Despite a second d r a f t i n May o f the same year - f o l l o w i n g a d e t a i l e d 

r e p l y by NAPO t o t h e f i r s t - NAPO s t i l l f e l t t h e c o u r t s would be 

'Inundated w i t h breaches' which would, I n t u r n , 'weaken confidence i n 

the scheme' and increase the use o f custody (NAPO Newsletter J u l y 

1988, p. 1). I t was not long a f t e r the p u b l i c a t i o n o f the N a t i o n a l CS 

Standards (Implemented on 1st A p r i l 1989) t h a t the Green Paper was 

pub I i shed. 

Popular Penal Discourse 

Popular penal discourse i s dominated by a b e l i e f t h a t t h e 

increase i n v i o l e n t crime I s due t o a s o f t e n i n g o f d i s c i p l i n e , I t s e l f 

syrrptomatlc o f a 'breakdown o f t r a d i t i o n a l values'. Now, e f f o r t s are 

t o be concentrated against v i o l e n t crime, whereas n o n - v i o l e n t 

o f f e n d e r s can be d e a l t w i t h i n the community by an errphasis on 

punishment. Prisons are seen as " c o l l e g e s o f crime" (Hurd 1988, p. 

10), but I t s a l t e r n a t i v e should not be a ' s o f t o p t i o n * . The vandal, 

f o r instance, should be doing: 

"demanding work. C l e a r i n g up h i s neighbourhood. Scrubbing 
those g r a f f i t i o f f the w a l l s , p u t t i n g r i g h t the damage he has 
caused. That's what we want t o see" (The Home Secretary 
addressing the Conservative Party Conference on the 12th 
October, 1988). 

The Green Paper 'Punishment, Custody and the Community', 

o u t l i n e s t h r e e p r i n c i p l e s o f a l t e r n a t i v e s t o custody where a f i n e 

alone, given the seriousness o f the offence, would be Inadequate. 
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F i r s t , r e s t r i c t i o n s on freedon^ i n order t o punish the offender. 

Second, a c t i o n t o reduce r e c i d i v i s m and t h i r d : " r e p a r a t i o n t o the 

cormunity and, where pos s i b l e , compensation t o the v i c t i r r f ' (1988, 

para. t . 5 ) . The Green Paper acknowledges the ' i n e f f e c t i v e n e s s ' and 

'inappropriateness', i n many cases, o f c u s t o d i a l sentences i n 

achie v i n g these o b j e c t i v e s . As such, they can " o f t e n best be met by 

su p e r v i s i n g and punishing the o f f e n d e r i n the comnunity" (para. 1.6). 

A 'new realism* f i n d s i t s mark i n i t s u n d e r l y i n g philosophy: 

"We must get away from t h e n o t i o n t h a t the only punishment 
which counts I s sending someone t o p r i s o n . Indeed, t h e f i g u r e s 
suggest t h a t I n terms o f r e - o f f e n d i n g , sending young o f f e n d e r s 
I n t o custody e a r l i e r than r e a l l y necessary may harden t h e i r 
tendency towards crime. For many o f f e n d e r s a demanding 
sentence, c a r r i e d out i n the cormunity, may be more e f f e c t i v e 
i n t u r n i n g them from crime. For some, punishment i n t h e 
conmunity may be b e t t e r than punishment I n p r i s o n " (John 
Patten, M i n i s t e r o f State. Home O f f i c e , 28th December 1987. 
quoted I n the MACRO Annual Report 1988, p. 3). 

\4o doubt a n t i c i p a t i n g t h e a n t a g o n i s t i c response from t h e 

Service, the f i n a l p a r t o f the Green Paper mentions the p o s s i b i l i t y o f 

a 'new o r g a n i s a t i o n ' t o a d m i n i s t e r punishment I n the conmunlty (1988, 

part I v ) . A reference probably aimed at encouraging the p r o b a t i o n 

s e r v i c e t o a l i g n i t s e l f w i t h t h i s 'new realism'. However, the basic 

question o f how t o replace e x i s t i n g c u s t o d i a l d i s p o s a l s w i t h non

c u s t o d i a l d i s p o s a l s remains unexamined. In the conclusion t o t h e i r 

response t o the Green Paper, MACRO s t a t e : 

" I t would be f u t i l e and p o t e n t i a l l y c o u n t e r - p r o d u c t i v e t o 
Introduce more I n t e n s i v e non-custodial o p t i o n s without a c l e a r 
and comprehensive s t r a t e g y t o ensure t h a t they are used Instead 
of custody" (1988, para. 57). 

The Green Paper does not achieve t h i s , i n s t e a d a l l u d i n g t o 90 day. Day 

Centre Orders as opposed t o the e x i s t i n g 60 days (para. 3.16); the 

r e s t r i c t i o n o f offenders' l i b e r t y through * t r a c k i n g ' ( o f f e n d e r s 
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r e p o r t i n g t o s t i p u l a t e d people a t re g u l a r I n t e r v a l s t o monitor t h e i r 

behaviour. para 3.17); c o u r t s being empowered t o order o f f e n d e r s t o 

stay at home (para 3.19); t h e p o s s i b i l i t y o f the f i t t i n g o f 

' e l e c t r o n i c tags' t o o f f e n d e r s t o monitor t h e i r movements and r e s t r i c t 

t h e i r l i b e r t y (para. 3.22) - introduced as a p i l o t scheme i n 

Nottinghanv August 1989 - and a new ' s u p e r v i s i o n and r e s t r i c t i o n 

order' (para. 3.27), t o mention but a few o f the proposals. I n 

p a r t i c u l a r , young a d u l t s were t o be targe t e d . This p o s i t i o n was 

r e i t e r a t e d i n the paper issued by the Home O f f i c e i n August 1988: 

'Tackling Offending: An A c t i o n Plan'. E x i s t i n g orders were t o be 

* strengthened' and t h e i r implementation was t o be ' e f f e c t i v e ' . I t i s 

not s u r p r i s i n g t o f i n d NAPO then d e c l a r i n g a "United O p p o s i t i o n t o 

Punishment Plans" (NAPO News, November 1988). A r e a c t i o n which 

culminated w i t h a r a l l y o f parliament, on 23rd November 1988, attended 

by over 1,000 NAPO members. 

DISCUSSION 

These p o l i c y developments have cr e a t e d a s u b s t a n t i a l change i n 

the r o l e and tasks of the p r o b a t i o n s e r v i c e . The f o u n d a t i o n upon 

which the o r g a n i s a t i o n or occupation can accorrmodate t o new e x t e r n a l l y 

imposed d u t i e s i s important i n terms o f such changes. However, w i t h a 

d e c l i n e i n the ' r e h a b i l i t a t i v e i d e a l ' and a h o s t i l e p > o l i t l c a l c l i m a t e , 

the l e g i t i m a c y o f t h i s f o u n d a t i o n appears undermined. The proposals 

emphasising punishment were not new. For example, t h e 1974 Home 

O f f i c e r e p o r t on the Penal System suggested s t r e n g t h e n i n g p r o b a t i o n 

orders. W h i l s t these changes were not implemented, the p o l i t i c a l , 
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I d e o l o g i c a l and economic ' c l i m a t e ' i n which these discourses take 

place has changed. This renders the arguments o f the p r o b a t i o n 

s e r v i c e I n c r e a s i n g l y weak i n an environment p e c u l i a r l y h o s t i l e t o i t s 

ethos. 

The o r g a n i s a t i o n a l r e a c t i o n has been t o c e n t r a l i s e I t s 

s t r u c t u r e and move towards b u r e a u c r a t i c elements o f o r g a n i s a t i o n ; i n 

order t o set o b j e c t i v e s and evaluate e f f e c t i v e n e s s i n the face o f 

p o l i t i c a l pressure from the Government and Home O f f i c e . These changes 

appear t o a l i g n themselves w i t h Mlntzberg's (1979) o r i g i n a l hypothesis 

t h a t o r g a n i s a t i o n s w i l l c e n t r a l i s e I n the face o f h o s t i l i t y . The 

o r g a n i s a t i o n ' s response i s then important: " i t must respond q u i c k l y 

and i n an i n t e g r a t e d fashion". In the process i t may t u r n " t o I t s 

leader f o r d i r e c t i o n s " (Mlntzberg 1983, p. U l ) . Yet, as noted, 

p r o b a t i o n management have been accused of a t t e m p t i n g t o c o n t r o l the 

work of f r o n t - l i n e personnel i n the p u r s u i t o f o r g a n i s a t i o n a l 

e f f e c t i v e n e s s : management f o r c o n t r o l , r a t h e r than leadership f o r 

d i r e c t i o n . I t appears t h a t t h e r e I s not the necessary congruence 

between the b e l i e f s o f the f r o n t - l i n e personnel and t h e i r management 

t o f o l l o w Mintzberg's suggestions. The 'head', t o use a popular 

metaphor, i s considered t o be separate from the 'heart'. I n t r a -

o r g a n l s a t l o n a l c o n f l i c t has a r i s e n , heated by a search f o r a 

f l o u n d e r i n g purpose i n a c l i m a t e where p u b l i c sector o r g a n i s a t i o n s are 

i n c r e a s i n g l y c o n t r o l l e d by c e n t r a l i s e d a d m i n i s t r a t i o n . 

Even the 'economic' argument concerning a l t e r n a t i v e s t o custody 

does not appear s u f f i c i e n t . O f f i c i a l concern i s expressed over the 

c o n v i c t i o n w i t h which the element of punishment ( I n non-custodial 

d i s p o s a l s ) would be implemented by the Service. G r a f t i n g punishment 
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onto an o r g a n i s a t i o n w i t h a humanitarian t r a d i t i o n i s not then enough: 

"The humanity o f corrmunlty c o r r e c t i o n s I s thus I t s A c h i l l e s ' 
heal, p r e c i s e l y the f e a t u r e most l i k e l y t o a l i e n a t e ( f i s c a l ) 
c o nservatives" ( S c u l l 1983, p. 158). 

As t h i s debate continues, w i t h , I t should be added, no s i g n o f 

a change In p o l i c y , our p r i s o n s are overcrowded and more people are 

the s ubject o f non-custodial disposals. The p r o b a t i o n s e r v i c e f i n d s 

i t s e l f i n the p o s i t i o n o f t r y i n g t o a l t e r the sentencing p a t t e r n s o f 

c o u r t s through the use o f * c r e d i b l e ' a l t e r n a t i v e s . This c r e d i b i l i t y , 

however, nnust be based on an element of punishment at odds w i t h I t s 

t r a d i t i o n . Tensions develop as the e x p e c t a t i o n o f p u b l i c p o l i c y f a l l s 

on the p r o b a t i o n s e r v i c e t o a l t e r such p r a c t i c e s . Management react, 

but I n so doing c o n f l i c t s a r i s e s . 

In terms o f the aims of t h i s study, the dynamics of the changes 

o u t l i n e d In t h i s chapter need t o be examined i n terms o f Treen's 

responses, t h e i r subsequent p o l i c y changes and the r e a c t i o n s o f s t a f f 

t o these. However, before l o o k i n g at t h i s I n d e t a i l , the next chapter 

I s concerned w i t h the * n e gotiated' e n t r y I n t o t he Service and the 

choice o f research techniques f o r t h i s study. 

For h e u r i s t i c purposes, the changes o u t l i n e d i n t h i s chapter 

are summarised, d i a g r a n m a t l c a l l y , o v e r l e a f . 
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Level ENVlR(3^g^^fT 
of Change 

Changes I n c r i m i n a l J u s t i c e system; 
dependant on p o l i t i c a l , economic 

'MACRO' and I d e o l o g i c a l c l i m a t e 
which guides the pe r c e p t i o n o f the 'crime problem* 

A l t e r n a t i v e s t o custody, 
Implemented by the Home O f f Ice 

v i a Rules, S t a t u t e and Probation Inspections. 
FMI emphasises 'economy, e f f i c i e n c y 

and e f f e c t i v e n e s s ' 

ORGANISATION 

A 'New ManagerlalIsm' 
Implementing p o l i c y and o b j e c t i v e s 

^EZZO• and monitoring, e v a l u a t i n g and t a r g e t i n g 
the work o f f r o n t - l i n e personnel 

INTERACTIVE 

Changes i n the nature o f personnel 
(more 'non-professional' s t a f f ) 

MICRO' A c c o u n t a b i l i t y emphasised over autonomy 
Types o f c l i e n t a l t e r , c r e a t i n g 
tensions between personnel and 

e f f e c t i n g working p r a c t i c e s w i t h c l i e n t s 
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NOTES 

1. Also, t h e Home O f f i c e r e p o r t on Young Adult Offenders (1974) 
sta t e d : "Neither p r a c t i c a l experience nor the r e s u l t s o f 
research i n recent years have e s t a b l i s h e d the s u p e r i o r i t y o f 
c u s t o d i a l over non-custodial methods I n t h e i r e f f e c t upon 
renewed o f f e n d i n g : t h i s i s s t i l l an open question" (quoted i n 
Haxby 1978, p. 150). 

2. For Instance, Whittaker (1979) notes t h a t Bean's approach seems 
t o imply o f f i c i a l l y d e f i n e d c r i m i n a l s are no d i f f e r e n t f r o m t h e 
r e s t o f the population. While some author's who i n c o r p o r a t e d 
the l a b e l l i n g approach may have i m p l i e d t h i s , i t was used by 
those f r o m very d i f f e r e n t t h e o r e t i c a l backgrounds and was never 
Intended t o be a u n i f i e d theory. On t h i s l a s t p o i n t see 
Plunmer, K. (1979). 

3. Quoted I n Radzinowicz and King (1979, p. 15). 

4. Home O f f i c e C r i m i n a l S t a t i s t i c s , 1989. 

5. Reported i n the ' NAPO Newsletter', 1988, No. 275 

6. Penal P o l i c y F i l e No 29 page 146, I n the Howard Journal o f 
Crimi n a l J u s t i c e May, 1988. Vol 27 (2 ) . 

7. I t should be noted t h e Incoming 1979 Conservative Government 
implemented the 1978 Edmund-DavIes Rep>ort on p o l i c e pay, adding 
another £550m t o expenditure on law and order. 

8. The Home Secretary gave these f i g u r e s i n the House o f Corrmons 
on the 18th o f A p r i l , 1988. Reported i n NAPO Newsletter No 278 
May/June 1988. 

9. Kavanagh (1983, p. 155), urges c a u t i o n i n i n t e r p r e t i n g 
government expenditure as i n d i c a t i v e o f government f u n c t i o n s . 
While understanding such c a u t i o n , t h e present (Government's 
expenditure on law and order i s taken t o be i n d i c a t i v e o f t h e i r 
approach towards the crime problem. 

10. Personal communication t o the author from NAPO's Research and 
In f o r m a t i o n O f f i c e r . 

11. For a b r i e f account of the Kent Control Unit see Spencer and 
Edwards (1986). 

12. The Report's proposals included f i r s t , t h a t ' c l i e n t s ' should no 
longer need t o give t h e i r consent t o a pr o b a t i o n order. 
Second, t h a t p r o b a t i o n o f f i c e r s should have the power t o d e t a i n 
a c l i e n t f o r 72 hours i f they thought i t l i k e l y they would 
conmlt an offence. 
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Itsn-ROOUC IMG "THE TREEM 

RROBATION SERVICE: 

NEGOXIATION AND THE RESEARCH 

"The p a r t i c i p a n t observer who s t u d i e s a complex s o c i a l 
o r g a n i z a t i o n must be aware o f t h e f a c t t h a t clearance at one 
le v e l o f the o r g a n i s a t i o n does not Insure clearance at another 
l e v e l . I t I s very Important t h a t the researcher takes i n t o 
account t h e l e v e l s o f power and decision-making extant i n the 
group,.." (Bruyn 1966, p. 204). 

"we would Like t o say, q u i t e simply, than i n o r g a n i z a t i o n a l 
research I t I s not a mut u a l l y e x c l u s i v e d e c i s i o n between 
q u a n t i t a t i v e and q u a l i t a t i v e methodology. In r e a l i t y I t I s 
very d i f f i c u l t t o study o r g a n i z a t i o n s w i t h o u t using both s o r t s 
o f methods" (Crompton and Jones 1988, p. 72). 

'Why are you doing I t ? ' 'Who are you doing I t f o r ? ' These 

were the questions which greeted me two days a f t e r beginning the 

research. Having moved home from one side o f the country t o the other 

f o r t h e purpose o f undertaking t h i s research, I cannot pretend t h i s 

s u s p i c i o n was not d i s c o n c e r t i n g . 

These conments were voiced a f t e r Treen's 'Research and 

In f o r m a t i o n Corrmlttee* had adjourned. 'Pinned' I n t h e corner o f the 

room by two members o f the Service asking about my motivates, methods, 

plans and the dis s e m i n a t i o n o f the r e s u l t s , d i d not seem l i k e the most 

auspicious s t a r t t o an o r g a n i s a t i o n a l study ( l i k e the ' d u t i f u l * 

researcher I went away and recorded t h i s i n i t i a l encounter!). 

However, I had long been su s p i c i o u s o f the seeming " l o g i c and 

chronology I m p l i e d by the format of s c i e n t i f i c papers" (Silverman 

1985, p. 4) which disseminate t h e r e s u l t s o f research as i f t h e 
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c o l l e c t i o n o f data was unproblematic. The ' r e a l * accounts o f the 

research process apparently r e q u i r e separate volumes ( B e l l and Newby 

1977; Roberts 1981; Bryman 1988), w h i l e the d i f f i c u l t i e s o f 

n e g o t i a t i n g access I n t o an o r g a n i s a t i o n are f r e q u e n t l y dismissed as 

methodological and/or t h e o r e t i c a l Inconveniences (Perrow 1978; Bryman 

1988). 

My reading and understanding o f f e m i n i s t research, b e l i e f s i n 

the e t h i c a l p r i n c i p l e s and past experiences, have a l l taught me a 

respect f o r I n d i v i d u a l s when undertaking research.' These issues 

combined w i t h the above served, at l e a s t I n p a r t , t o a l l e v i a t e any 

i n i t i a l doubts about t h e research i t s e l f . 

T his chapter I s about the plan o f the research and the 

s t r u c t u r e o f Treen Probation Service. However, I add bearing i n mind 

the above corrments, two caveats. F i r s t , the v a l i d i t y o f the research 

Is not based on the avoidance o f the pronoun ' I ' . This I s based on 

the b e l i e f t h a t the c o l l e c t i o n o f data r e l i e s on the researcher as the 

instrument i n data c o l l e c t i o n (Brown 1984). This r e q u i r e s r e f l e x l v l t y 

i n t h e research process I n t h e p u r s u i t o f r i g o r o u s and systematic 

study. Feelings, such as those expressed above, are not 'bracketed' 

In the language of o b j e c t i v i t y , nor intended as " I n f a l l i b l e guides"; 

p a r t i c u l a r l y given the p o s s i b i l i t y they are mistaken. Instead, I take 

them as " s t a r t i n g p o i n t s t o b e t t e r understanding" ( G r i f f i t h s 1988, pp. 

146-7), which combined w i t h a research t r a i n i n g , add t o the q u a l i t y o f 

the end r e s u l t . Second, I t I s my own wish and the d e s i r e o f Treen's 

Chief Probation O f f i c e r (CPO) t h a t , as f a r as i s p r a c t i c a b l e , i t s 

l o c a t i o n and people remain anonymous. As a r e s u l t , there I s a l i m i t 

t o i t s d e s c r i p t i o n . 
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THE BEGINNINGS 

The research work was t o be c o l l a b o r a t i v e . Both i n p r i n c i p l e 

and o p e r a t i o n a l l y , t h i s meant a freedom t o design and execute o f the 

research w i t h due c o n s i d e r a t i o n t o the c o n f i d e n t i a l i t y o f the 

i n f o r m a t i o n gathered. I n r e t u r n , an agreement was made t o w r i t e or 

r e p o r t on the progress o f the research t o Treen* s Research and 

In f o r m a t i o n Conmittee. This work was not, t h e r e f o r e , regarded as 

' p o l i c y research' i n the sense o f being a: 

"process o f conducting research on, or a n a l y s i s of, a 
fundamental s o c i a l problem i n order t o provide policymakers 
w i t h pragmatic, a c t i o n - o r i e n t a t e d recommendations f o r 
a l l e v i a t i n g the problem (Majchrzak 1984, p. 12. I t a l i c s 
added>. 

One o f the fundamental f l a w s o f t h i s approach concerns the question o f 

a social problem Research should a l s o be about c l a r i f i c a t i o n o f what 

a problem i s : t o whom i s i t a problem and why? In the f i r s t instance, 

i t i s important t o be asking the r i g h t questions i n o p p o s i t i o n t o the 

u n c r i t i c a l acceptance o f - i n t h i s case - an o r g a n i s a t i o n s * b e l i e f 

t h a t t h e r e e x i s t s a problem. = Without t h i s c r i t i c a l c a p a city, t h e 

researcher may i n h e r i t a managerial d e f i n i t i o n t h a t t h e r e e x i s t s a 

problem and any o r g a n i s a t i o n a l c o n f l i c t which may e x i s t between 

management <as policymakers) and f r o n t - l i n e personnel <as 

implementors). For Instance, the f i r s t , and 1 s t r e s s possible 

i n d i c a t o r o f i n h e r i t e d d e c i s i o n s , was contained i n a C i r c u l a r from the 

CPO t o s t a f f about the research. This C i r c u l a r c a r r i e d d e t a i l s o f the 

h i s t o r y o f the research proposal, my appointment, background and age. 

I t was c i r c u l a t e d t o a l t s t a f f except A n c i l l a r i e s , S e c r e t a r i e s and 

Volunteers; although i t was intended f o r d i s p l a y on o f f i c e n o t i c e 
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boards. The C i r c u l a r a l s o Included the t o p i c s which my study would 

cover: "mapping out the d i f f e r e n c e s between p r o f e s s i o n a l and 

a d m i n i s t r a t i v e work; r e l a t i o n s h i p s w i t h c l i e n t s and how s e r v i c e goals 

are d e l i n e a t e d and achieved". I t a l s o s t r e s s e d I would: "be 

Independent o f Probation Service management and the c o n f i d e n t i a l i t y o f 

a l l s t a f f w i l l be maintained d u r i n g the p e r i o d o f study". 

At the outset, t h e r e f o r e , the l e v e l o f clearance I n t o the 

o r g a n i s a t i o n (managerial) and the p o t e n t i a l p o l i t i c a l nature o f the 

research were not regarded as problems, but viewed as being 

fundamental t o an understanding o f the dynamics o f the o r g a n i s a t i o n : 

they were ' t o p i c s ' not 'nuisances'. Given the p l e t h o r a o f paperwork 

t h a t p r o b a t i o n o f f i c e r s r e c e i v e (which I discovered when asking people 

i f they had read I t ! ) , t h e r e c o u l d be no guarantee the C i r c u l a r had 

been read, or. i f read, not m i s i n t e r p r e t e d . 

Having mentioned my b e l i e f s about t h e research process, t h e 

onus was then on me t o put these I n t o p r a c t i c e . The d o c t r i n e o f 

•Informed consent' was f o l l o w e d , whereby researchers should be a t 

"pains t o e x p l a i n f u l l y the o b j e c t s and I m p l i c a t i o n s o f t h e i r research 

t o I n d i v i d u a l s u b j e c t s " . ' This Involved a s e r i e s of formal and 

Informal meetings w i t h s t a f f o f the Service. F i n a l l y , a l l the teams 

were v i s i t e d and, d u r i n g the team meetings, I spoke about the purpose 

of the research and gave a l l present a one-page summary o f I t s aims 

(more o f which below). I a l s o became i n v o l v e d i n C h a i r i n g a working 

p a r t y on t h e ' r o l e o f v o l u n t e e r s i n t h e r e s e t t l e m e n t team'. T h i s 

provided the beginnings o f an i n s i g h t i n t o the workings o f the 

pr o b a t i o n s e r v i c e - a l b e i t at team as opposed t o o r g a n i s a t i o n a l l e v e l . 

This d i d not appear t o compromise my r o l e as I n p a r t l a L researcher. 
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However, the suggestion t h a t I Chair a working p a r t y on the r e 

o r g a n i s a t i o n o f a team who had d i f f i c u l t i e s not o n l y I n terms o f t h e i r 

s t r u c t u r e and f u n c t i o n , but a l s o h i s t o r y , would have done. 

Fo r t u n a t e l y , t h i s d i d not come t o f r u i t i o n thanks not only t o my own 

unease, but mainly t h a t o f the area a s s i s t a n t c h i e f p r o b a t i o n o f f i c e r . 

Thus, d e s p i t e a guarded approach t o e n t r y i n t o t h e o r g a n i s a t i o n . I t 

would be f o o l i s h t o pretend a r e s u l t i n g I n f a l l i b i l i t y . 

R e t r o s p e c t i v e l y , my over-1 dent i f i c a t I o n w i t h the Un i t Involved I n 

these 'consultancy processes', would have p r e j u d i c e d my research 

because o f the s u s p i c i o n w i t h which some p r o b a t i o n personnel view i t s 

r o l e and motives. 

T h i s p e r i o d o f f a m i l i a r i s a t i o n - a t t e n d i n g team meetings, a 

prob a t i o n committee meeting and I n t e r v i e w i n g s t a f f a t d i f f e r e n t l e v e l s 

of the o r g a n i s a t i o n - was supplemented by f u r t h e r reading and 

understanding o f the h i s t o r y o f p r o b a t i o n and the contemporary issues, 

both o r g a n i s a t i o n a l l y and I n terms o f p r a c t i c e , which I t faced. This 

combination Informed subsequent d e c i s i o n s regarding the methodology o f 

the research. This I s not t o say t h a t data a l r e a d y gathered were not 

used; on the co n t r a r y . I t w/as I n v a l u a b l e I n the ' r e f l e x i v e process' o f 

data c o l l e c t I o n . 

TRI ANGULATION: A PANACEA FOR METHODOLOGICAL ILLS ? 

Denzln d e f i n e s t r l a n g u l a t l o n as; " t h e combination o f 

methodologies I n the study o f the same phenomena" (1978, p. 291). 

This permits a researcher t o examine - I n t h i s case an o r g a n i z a t i o n 

and I t s work p a t t e r n s - a phenomena using a range o f methods I n order 

- 81 -



t o understand, as f u l l y as possible, the area under study. In t h i s 

process, I t I s argued, the r e l i a b i l i t y and v a l i d i t y o f conclusions are 

enhanced as are the stages o f the research process: design, data 

c o l l e c t i o n and a n a l y s i s . Surveys become the best method of o b t a i n i n g 

i n f o r m a t i o n about frequency d i s t r i b u t i o n s ; p a r t i c i p a n t o b s e r v a t i o n 

about i n c i d e n t s and h i s t o r i e s and f i n a l l y , I n t e r v i e w s about 

i n s t i t u t i o n a l i s e d norms and s t a t u s e s ( Z e l d l t c h 1979). The u n d e r l y i n g 

assumption being t h a t each method has i t s weaknesses and i s 

e f f e c t i v e l y counter-balanced by the use o f another. Thus, Sevingy 

(1981) combines the methods of o b s e r v a t i o n and I n t e r v i e w i n g t o study 

classroom i n t e r a c t i o n and Strauss et a l (1964), surveys, o b s e r v a t i o n 

and i n t e r v i e w i n g t o study p s y c h i a t r i c I n s t i t u t i o n s . 

Nevertheless, t r i a n g u l a t I o n begs questions. I t i s argued t h a t 

questions o f meaning, reason and I n t e n s i t y o f f e e l i n g s using surveys, 

w h i l s t I l l u m i n a t e d , are not f u l l y answered, w h i l e the question o f the 

d i s t i n c t i o n between a t t i t u d e s and behaviour s t i l l remains (see Lapiere 

1934). However, the l a t t e r c o n s i d e r a t i o n seems t o have r e s u l t e d i n a 

confusion o f t h e aims of research, w h i l e i t has been argued t h a t 

survey methods are amenable t o questions o f meaning i n respondent's 

l i v e s (Husband 1981; Marsh 1982). This i s not t o suggest t h a t 

t r i a n g u l a t i o n i s a panacea f o r s o c i a l p o l i c y and s o c i o l o g i c a l 

research, or t o f a l l i n t o an ' e m p i r i c i s t t r a p ' : methodology I s a t o o l 

of s o c i a l enquiry w h i l e ' d e f i n i t i o n a l o p e r a t l o n a l i s m ' does l i t t l e t o 

persuade philosophers o f s o c i a l science of i t s increased s t a t u s i n the 

s c i e n t i f i c w o r l d (Ryan 1970; Hughes 1981). Second, t h e r e I s the 

important c o n s i d e r a t i o n between the choice o f research method as being 

a t e c h n i c a l or e p i s t e m o l o g i c a l / o n t o l o g l c a l question. However, t h i s 
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d i s t i n c t i o n has s u f f e r e d from t h e o r e t i c a l 'axe g r i n d i n g ' t o the extent 

t h a t the choice o f methods i s f r e q u e n t l y regarded as the choice o f one 

or the other, but not both: 

"The c r i t i c a l issue i s t o be aware o f the appropriateness o f 
p a r t i c u l a r methods (or combination o f methods) f o r p a r t i c u l a r 
issues. .. Above a l l , the a r t i f i c i a l and o f t e n c overt e r e c t i o n o f 
q u a n t i t a t i v e research as a standard against which q u a l i t a t i v e 
s t u d i e s are judged <or v i c e versa) has t o be guarded a g a i n s t " 
(Bryman 1988, p. 173-4). 

The choice of method then becomes a t e c h n i c a l Issue given the 

aims o f the research. In t h i s sense, e p i s t e m o l o g l c a l questions, 

w h i l s t Important, o f t e n r e f l e c t a "paradigmatic m e n t a l i t y " (Hammersley 

and Atkinson 1983, p. 237) and the " d o c t r i n a i r e p o s t u r i n g o f a great 

deal o f l i t e r a t u r e " (Bryman 1988, p. 173). Nevertheless, Rock i s 

s u r e l y c o r r e c t i n s t a t i n g t h a t : 

"Methodologists have o s t e n s i b l y eschewed metaphysics, promoting 
in s t e a d a deracinated i n t e l l e c t u a l orthodoxy" (1979, p. 181). 

This I s the essence o f the issue: promoting on one si d e t h e 

e m p i r i c i s t t r a d i t i o n e x e m p l i f i e d i n the use o f p o s i t l v i s t methods 

through survey research; on t h e oth e r side, t h e r a t i o n a l i s t t r a d i t i o n , 

e x e m p l i f i e d by p a r t i c i p a n t o b s e r v a t i o n and a n a t u r a l i s m dependant on 

c u l t u r a l d e s c r i p t i o n . One i s supposedly vague i n i t s method, the 

other p r e c i s e i n the I d e n t i f i c a t i o n o f v a r i a b l e s and the 'cause' and 

' e f f e c t ' o f human behaviour. 

M i l l s has taken what he c a l l s t h e ' a b s t r a c t e d e m p i r i c i s t s ' t o 

task, but at the same time regarded t h e i r methods as "convenient f o r 

work on many problems" (1959, p. 84). Hanmersley and Atkinson a l s o 

w r i t e : " l i k e a l l methods, ethnography a l s o has Important l i m i t a t i o n s " 

(1983, p. 237) and use examples which i n c l u d e the t e s t i n g o f r i v a l 

hypotheses and the study of Large o r g a n i z a t i o n s . 
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Researchers using multi-method approaches may be tempted t o use 

d i f f e r e n t methods t o mediate between ' t r u t h s ' I n the search f o r the 

' u l t i m a t e t r u t h ' . This method o f t r i a n g u l a t l o n I m p l i c i t l y uses a 

correspondence theory o f s o c i a l r e a l i t y . That I s , I t : 

"seeks t o ma i n t a i n a d i s t i n c t i o n between the s u b j e c t i v e l y 
perceived o b j e c t o f the wo r l d and the concrete o b j e c t , such 
t h a t an a n a l y s i s may d i f f e r e n t i a t e between what * appears^ t o be 
the case and what ' r e d / / / is* the case (Atkinson 1982. p. 176. 
O r i g i n a l I t a l i c s ) . 

Therefore, an understanding o f the i n t e r s u b j e c t I v e c o n s t i t u t i o n o f 

s o c i a l r e a l i t y I s abandoned i n favour o f a t e c h n i c a l answer t o the 

d e s c r i p t i o n o f an apparent o b j e c t i v e r e a l i t y . Actors provide data, 

v i a v a r i o u s research Instruments, which g i v e a p i c t u r e o f s o c i a l 

r e a l i t y not amenable t o the p a r t i a l d e s c r i p t i o n s o f s i n g l e methods. 

Yet, t h i s has a paradox: 

"Underlying t h i s suggestion I s , I r o n i c a l l y , once more, elements 
of a p o s l t i v i s t frame o f reference which assumes a s i n g l e 
(undefined) r e a l i t y and t r e a t s accounts as m u l t i p l e mappings o f 
t h i s r e a l i t y " (Silverman 1985, p. 105). 

Given these c o n s i d e r a t i o n s , o r g a n i s a t i o n a l t h e o r i s t s have been 

urged t o abandon the concept o f o r g a n i s a t i o n as a r e l f l c a t i o n and 

instead view i t as an ' acconpl ishment' on the p a r t o f o r g a n i s a t i o n a l 

a c t o r s ( B i t t n e r 1974). The task o f the researcher then becomes a 

mapping o f members methods o f a c h i e v i n g s o c i a l r e a l i t y . However, I 

have argued t h a t i n order t o understand the changes which the 

pr o b a t i o n s e r v i c e i s undergoing i t i s necessary t o take account o f 

both endogenous and exogenous c o n d i t i o n s . Thus, w h i l e ethnomethodology 

i s a c o r r e c t i v e t o the grander claims o f s t r u c t u r a l sociology, i t i s 

not t h e o r e t i c a l l y c o n s i s t e n t w i t h my arguments.* For instance, i n 
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d i s c u s s i n g the problems of B i t t n e r ' s <1967) a r t i c l e on 'The P o l i c e i n 

Skid Row', B u r r e l I and Morgan note: 

"The a r t i c l e does not question the problematic nature o f the 
concepts of ' e x t e r n a l c o n t r o l ' , ' s o c i e t y i n general', 
'normalcy' and ' s u p e r i o r s ' " (1979. p. 263). 

The overarching c o n s i d e r a t i o n o f 'meaning' i n a c t o r s ' l i v e s 

w i t h i n t h i s paradigm concentrates on t h e i r c r e a t i o n o f s o c i a l order. 

This appears t o have a s t r o n g c o n s e r v a t i v e i n f l u e n c e and, as Giddens 

has noted, a " s t r o n g r e s i d u a l i n f l u e n c e o f Parsons' problem of order" 

(1976, p. 113). As I have argued, t h e r e has been an i n c r e a s i n g 

p o l i t i c i s a t i o n of p r o b a t i o n work which has l e d t o i n t e r n a l c o n f l i c t 

between the managed and managers and e x t e r n a l c o n f l i c t between t h e 

t r a d i t i o n o f the Service and the p o l i t i c s o f the J u s t i c e model o f 

punishment.^ W i t h i n the F i n a n c i a l Management I n i t i a t i v e (FMI) t h e r e 

i s a s t r e s s on ' e f f i c i e n c y ' , 'economy' and ' e f f e c t i v e n e s s ' . I n i t s 

implementation t h i s r e q u i r e s c o n t r o l o f resources; the most important 

resource at the disposal o f the p r o b a t i o n s e r v i c e i s i t s s t a f f . The 

c r i m i n a l j u s t i c e p o l i c i e s o f (Sovernment ( v i a the Home O f f i c e ) have 

served as one o f the c a t a l y s t s t o i n t r a - o r g a n i s a t i o n a l c o n f l i c t around 

these issues and t h e r e i s r e s i s t a n c e t o change. Power i s about 

s t r u g g l e and i t produces as w e l l as represses (Foucault 1980) and, 

w h i l s t a l s o c o n s t r a i n i n g , i s a mediumc "the c a p a c i t y t o achieve 

outcomes" (Giddens 1984, p. 257). Therefore, i t i s necessary, i n 

order t o understand these changes, t o concentrate on p r a x i s -

p r a c t i c a l consciousness - as w e l l as the accomplishment of r o u t i n e 

w i t h i n the Service; t h i s study i s about ' p o l i t i c s ' as w e l l as 

' P o l i t i e s ' . 
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Young argues t h a t the outcome o f p o l i c y i s governed by two 

Issues. F i r s t , the degree o f c o n t r o l an o r g a n i s a t i o n exercises over 

i t s d i s c r e t i o n a r y o f f i c i a l and second, t he e x t e n t t o which t h e 

o f f i c i a l s and policymakers' d e f i n i t i o n s o f the s i t u a t i o n i n h a b i t 

conmon ground (1981, p. 45). By the study o f what he c a l l s 

'assumptive worlds' - " d e f i n i t i o n s o f the l i f e s i t u a t i o n ' * (1977, p. 4) 

- I t I s p o s s i b l e t o begin t o understand the ' s u b j e c t i v e f a c t o r s ' and 

' s i t u a t i o n a l determinants' t h a t d i f f e r e n t a c t o r s , at d i f f e r e n t l e v e l s 

of an o r g a n i s a t i o n , have and experience. Thus, p a r t i c u l a r l y w i t h i n 

the i n t e r a c t l o n i s t school, we hear o f a c t o r s 'coping mechanisms' used 

i n d i f f e r e n t s o c i a l s e t t i n g s . However, I n order f u l l y t o e x p l i c a t e 

how such s i t u a t i o n s a r i s e - I f at a l l - ob s e r v a t i o n must be 

s u b s t a n t i a t e d by an a n a l y s i s o f the acto r s ' value o r i e n t a t i o n s . I n 

t h i s way, i t i s hoped, a f u r t h e r understanding o f the way s o c i a l 

meanings "are c o n s t r u c t e d and employed by p r o f e s s i o n a l s t o i n t e r p r e t a 

s o c i a l p o l i c y measure i n which they are Involved" (Smith 1977, p. 856) 

Is achieved. 

F o l l o w i n g t h e o u t l i n e s o f chapters one and two, the t r a d i t i o n 

and changes w i t h i n t h e p r o b a t i o n s e r v i c e are regarded as f o r m i n g 

tensions both I n p r a c t i c e and o r g a n i s a t i o n a l terms. This would be 

compounded by o r g a n i s a t i o n a l c o n f l i c t around values, f u r t h e r 

understood by observing: 

"the organisation as an arena i n which I d e o l o g i e s are put I n t o 
o p e r a t i o n , c l a r i f i e d , m o d i f i e d and transformed" (Strauss et a l 
1964, p. 14. O r i g i n a l I t a l i c s ) . 

Thus, as one p r o b a t i o n o f f i c e r r e f l e c t e d as we sat I n a park having 

t e m p o r a r i l y r e t r e a t e d from a p r e v i o u s l y demanding s i t u a t i o n : "1 don't 
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have any Loyalty t o t h i s Service, but 1 do have t o the p r o b a t i o n 

ethos". 

Knowledge, upon which p r a c t i c e draws, can a l s o be i l l u m i n a t i n g 

i n the study o f o r g a n i s a t i o n a l work. This assumptive w o r l d i s 

examined i n r e l a t i o n t o p r a c t i c e : surveys and o b s e r v a t i o n can confine. 

Instead o f yet another dichotomy (which might confuse as much as 

i l l u m i n a t e our understanding o f human r e l a t i o n s ) , i n t h i s case 

a t t i t u d e s versus behaviour, we can: 

"imagine a c t o r s as armed w i t h powers o f d i s c r i m i n a t i o n and 
Judgement, as w e l l as as set o f * core b e l i e f s ' or ideology" 
(Young 1977, p. 8 ) . 

While o p i n i o n s may change, fundamental b e l i e f s are f a r more 

r e s i s t a n t t o change. For example, p r o b a t i o n o f f i c e r s may accept the 

p r o l i f e r a t i o n o f i n f o r m a t i o n r egarding c l i e n t s as enabling them i n 

t h e i r p r o f e s s i o n a l p r a c t i c e ; they may not so r e a d i l y accept such 

i n f o r m a t i o n i f i t questions the very b e l i e f s upon which t h e i r 

p r a c t i c e s are based. Further, i f the o r g a n i s a t i o n a l environment i s 

subject t o constant change: " t h e a c t o r i s more l i k e l y t o act upon i t 

than by conceding change" (Young 1977, p. 8 ) . Thus, a person both 

acts and i s acted upon by the s o c i a l world. The researcher must then 

understand the o r g a n i z a t i o n a l environment, the c o n d i t i o n of which: 

" i s g e t t i n g t o know what a c t o r s already know, and have t o know, 
t o 'go on' i n the d a i l y a c t i v i t i e s o f s o c i a l l i f e " (Giddens 
1984, p. 284). 

I n d i v i d u a l s may, i n terms o f ' g e t t i n g on' w i t h t h e i r work, use 

an ' o p e r a t i o n a l philosophy' (Strauss et a l 1964; F i e l d i n g 1988), 

w h i l s t f i n d i n g t h e i r r a i s o n d ' etre w i t h i n a s o c i a l work ideology which 
f 

has the concept of ' h e l p i n g people' as i t s prime j u s t i f i c a t i o n . One 
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may be i d e n t i f i e d using the survey method; the o t h e r examined using 

observation. To achieve t h i s , i t i s necessary f o r thc^ researcher t o 

i d e n t i f y areas of relevance t o t h e respondents be f o r e embarking on 

q u e s t i o n n a i r e design. S o c i a l research, whatever i t s nature, has t h i s 

"ethnographic or ' a n t h r o p o l o g i c a l * aspect t o i t " (Giddens 1984, p. 

284). I t i s t h i s n o t i o n which u n d e r l i e s Sleber*s comment: 

"The e x p l o r a t o r y i n t e r v i e w s and o b s e r v a t i o n t h a t o f t e n precede 
s o c i a l surveys y i e l d valuable i n f o r m a t i o n about the 
r e c e p t i v i t y , frames of reference, and span of a t t e n t i o n of 
respondents. Since a great p a r t of the value of systematic 
p r e t e s t i n g r e s i d e s i n the g a t h e r i n g of such i n t e l l i g e n c e , i t i s 
J u s t i f i a b l e t o consider t h i s aspect of p r e t e s t i n g under the 
r u b r i c of q u a l i t a t i v e f i e l d w o r k " (1978, p. 365). 

The understanding of the assumptive world r e q u i r e d - as a 

r e s u l t of p r e l i m i n a r y f i e l d w o r k and i d e n t i f i c a t i o n of issues -

i n d i v i d u a l ' s views on policy-making i n the p r o b a t i o n s e r v i c e ; 

questions on autonomy from t h e employing o r g a n i s a t i o n and c l i e n t ; 

knowledge i n r e l a t i o n t o p r o b a t i o n p r a c t i c e ; the degree of 

a c c o u n t a b i l i t y f e l t t o management, colleagues, c o u r t s and the Home 

O f f i c e , p l u s perspectives on work s a t i s f a c t i o n and the r o l e of the 

p r o b a t i o n s e r v i c e I n r e l a t i o n t o o f f e n d i n g . I n a d d i t i o n , I n d i v i d u a l s 

were asked about t h e i r b e l i e f s i n the value of a n c i l l a r y work i n order 

t o examine any i n t r a - o r g a n i s a t i o n a l c o n f l i c t around p r o f e s s i o n a l i s m 

and the value of a n c i l l a r i e s c o n t r i b u t i o n t o p r o b a t i o n work. 

To achieve the above purpose and f o l l o w i n g a p i l o t survey, an 

extensive s e l f - c o m p l e t i o n q u e s t i o n n a i r e (see Appendix) was sent t o 

senio r p r o b a t i o n o f f i c e r s f o r d i s t r i b u t i o n t o members of t h e i r teams -

who were s p e c i f i e d i n an accompanying l e t t e r . ^ These i n c l u d e d 

a n c i l l a r i e s and p r o b a t i o n o f f i c e r s , as w e l l as s e n i o r s themselves and 
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members o f pr o b a t i o n management (ACPO and above), who were sent 

q u e s t i o n n a i r e s separately. S e c r e t a r i e s , sessional supervisors and 

vol u n t e e r s were excluded from t h e qu e s t i o n n a i r e , but i n t e r v i e w e d 

d u r i n g f i e l d - w o r k . 164 qu e s t i o n n a i r e s were d i s t r i b u t e d and, a l l o w i n g 

f o r r e t i r e m e n t s , j o b movements and s i c k - l e a v e , t h e a c t u a l p o p u l a t i o n 

was estimated at 160. Of these, 112 were r e t u r n e d making a 70% 

response r a t e . Given the demanding nature o f the questionnaire,* i n 

terms o f time, t h i s was considered a good r a t e o f r e t u r n , which a l s o 

exceeds the average f o r the m a j o r i t y o f p o s t a l questionnaires. 

I t should be stres s e d a t t h i s p o i n t t h a t any apparent 

c o n t r a d i c t i o n i n f i n d i n g s between the q u a l i t a t i v e and q u a n t i t a t i v e 

data are t o be considered as t o p i c s and not problems. I t may be the 

case t h a t p r o b a t i o n personnel, l i k e p o l i c e r e c r u i t s , move from an 

' i d e a l ' t o an ' i n s t r u m e n t a l ' view o f work ( F i e l d i n g 1988). The 

e x p l i c a t i o n o f t h i s process i s p a r t o f the understanding o f t h e 

prob a t i o n o r g a n i s a t i o n . P r a c t i c a l l y speaking, t h e f i n d i n g s o f survey 

data then: 

" o f f e r i n f o r m a t i o n about p a t t e r n s w i t h i n an o v e r a l l p o p u l a t i o n 
which can be used t o d i r e c t the researcher t o i n d i v i d u a l s as 
instances f o r depth obse r v a t i o n " ( F i e l d i n g and F i e l d i n g 1986, 
p. 84). 

In a d d i t i o n , the p o s t a l survey provided a medium f o r anonymous 

expression o f b e l i e f s ; a process enhanced by v i s i t s t o each team t o 

ensure c o n f i d e n t i a l i t y and e x p l a i n the purpose o f the research, w h i l s t 

encouraging f u l l p a r t i c i p a t i o n . Further, i t was hoped t h a t t h e 

im p e r s o n a l i t y o f surveys was h o p e f u l l y counteracted by the 

respondent's acquaintance w i t h the researcher at team meetings and on 
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other i n f o r m a l occasions. 

F o l l o w i n g the r e t u r n o f the q u e s t i o n n a i r e 1 embarked on f u r t h e r 

o b servation and in t e r v i e w s . The former Included team meetings; s e n i o r 

management meetings; a major p o l i c y process (see chapter 4) and 

periods i n d i f f e r e n t p r o b a t i o n s e t t i n g s . T h i s o b s e r v a t i o n was 

supplemented by the 'unobtrusive method' (Webb et a l 1966) o f 

documentary research by the use o f p o l i c y documents; Home O f f i c e 

Inspectors* r e p o r t s ; minutes o f meetings; s t a f f C i r c u l a r s and p o l i c y 

documents, as w e l l as numerous telephone c a l l s . This q u a l i t a t i v e work, 

both before and a f t e r the qu e s t i o n n a i r e , i s the subject o f the next 

s e c t i o n . 

rs£GOTlAT!ON. STRUCTURE AND QUALITATIVE RESEARCH 

Ne g o t i a t i o n and the A r t o f the Possible 

Dingwall (1983) has noted t h a t much research has s u f f e r e d as a 

r e s u l t o f ' s e l f - i n d u l g e n c e from the comfort o f academic armchairs*. 

To t h i s e x tent q u a l i t a t i v e methodology can serve as a c o r r e c t i v e t o 

the researcher being s o l e l y r e s p o n s i b l e f o r the i d e n t i f i c a t i o n o f 

o r g a n i s a t i o n a l problems, by v i r t u e of t h e i r exposure, over time, t o 

vario u s issues. One w r i t e r has noted how much i s known about 

o r g a n i s a t i o n a l 'behaviour', but how l i t t l e about what people I n 

or g a n i s a t i o n s a c t u a l l y 'do' (Mangham 1986). This a t t e n t i o n t o the 

context o f a c t i o n has a l s o led w r i t e r s t o suggest t h a t when s t u d y i n g 

'leadership', q u a l i t a t i v e research w i l l be nearer t o those leaders' 

needs and experiences than q u a n t i t a t i v e research (Bryman et a l 1988). 

However, research a l s o has t o balance the s i t u a t i o n a l r e s t r a i n t s on 

- 90 -



o b s e r v a t i o n w i t h the goals of the researcher. For Instance, Buchanan, 

Boddy and McCalman (1988) suggest o r g a n i s a t i o n a l researchers should be 

• o p p o r t u n i s t i c ' i n t h e i r f i e l d w o r k , but i f the p o s s i b l e and d e s i r a b l e 

clash, the former w i l l always win through! 

I have suggested I was thrown i n at the 'deep end* because two 

days a f t e r s t a r t i n g the research I was asked a s e r i e s o f questions 

( a f t e r a formal meeting) which were f o r c e f u l l y put and d i f f i c u l t t o 

answer at the time. R e t r o s p e c t i v e l y , I f e l t two choices e x i s t e d i n 

r e p l y i n g . F i r s t , I c o u l d have simply said: ' I don't know at t h i s 

stage'. Or, second, draw upon an e x i s t i n g 'stock o f knowledge about 

b e l i e f s about the Importance o f research t o an o r g a n i s a t i o n . People 

reading t h i s may r e p l y t h a t the f i r s t o p t i o n i s the honest r e p l y and 

the second ( t o put i t p o l i t e l y ) , not so honest! Yet, I l e a r n t from 

t h i s episode. Not only do I happen genuinely t o b e l i e v e i n what I 

said, I a l s o l e a r n t t h a t s u s p i c i o n was an understandable r e a c t i o n , 

t h a t my ' c r e d i b i l i t y ' as an i m p a r t i a l researcher was t o be an 

important issue and t h a t the two p>eople who d i d the q u e s t i o n i n g have a 

vested i n t e r e s t i n the changes t a k i n g place w i t h i n the o r g a n i s a t i o n 

and, t h e r e f o r e , any research associated w i t h t h i s . Formally, t h e 

minutes o f t h i s f i r s t meeting s i n p l y read: 

"Dr. MacLeod introduced Mr. May who spoke b r i e f l y about h i s 
background. For the next s i x months or so Mr. May would be 
engaged i n background reading and i n " g e t t i n g t o know" the 
Treen Service through inf o r m a l meetings w i t h colleagues". 

During these i n i t i a l stages, my r o l e n e c e s s i t a t e d t h a t I d i d 

not o v e r - i d e n t i f y w i t h the senior management o f the Service. This d i d 

not mean, t o use Becker's (1967) a n a l y s i s , the ' t a k i n g o f sides'. 1 
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a l l u d e d t o the importance of having 'freedom' t o make de c i s i o n s about 

the d i r e c t i o n and content o f the research and I , l i k e Dick Hobbs, 

"avoided 'going n a t i v e ' by 'going academic'" (1988, p. 15). Indeed, 

when r e c e n t l y speaking w i t h the ' C h i e f , I t was noted how I had not 

been ' I n s t i t u t i o n a l i s e d ' by the Service. The means f o r t h i s was 

always t o r e t u r n t o academla t o * write-up' my f i e l d notes and consider 

my experiences 'from a distance'. 

Observation t o some r e l i e s on the n o t i o n o f the i n d i v i d u a l 

being an 'empty vessel* I n t o which I n f o r m a t i o n I s poured; o n l y l a t e r 

t o be rendered I n t e l l i g i b l e w i t h i n a conceptual framework. However, 

t h i s 'theory out o f f a c t s ' method has I t s problems f o r I t i s " o n l y 

theory which can c o n s t i t u t e them as f a c t s I n the f i r s t place" 

(Stedman-Jones 1967, p. 42). At the same time, the q u a l i t a t i v e 

researcher seeks a d e s c r i p t i o n o f the context o f a c t i o n which means: 

such c o n t e x t u a l understandings and empathetlc o b j e c t i v e s are 
u n l i k e l y t o be achieved w i t h o u t d i r e c t , f i r s t h a n d , and more or 
less I n t i m a t e knowledge of a research s e t t i n g " (Van Maanen 
1979, p. 520). 

Given the above r e l a t i o n between theory and f a c t s , I armed 

myself w i t h a b e l i e f I n r e f l e x i v i t y and began the research by meeting 

d i f f e r e n t people w i t h i n the o r g a n i s a t i o n and asking them about t h e i r 

r o l e and b e l i e f s about p r o b a t i o n and the d i r e c t i o n o f the Service. 

These were info r m a l meetings which arose when the o p p o r t u n i t y was 

presented. For Instance, I spoke t o one senior p r o b a t i o n o f f i c e r who 

Introduced me t o another and so on.... S i m i l a r l y , the o p p o r t u n i t y o f 

a day o f p r i s o n v i s i t i n g i n two other p r o b a t i o n areas arose and I 
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accepted the o f f e r s . However, I al s o made 'conscious' choices t o 

a t t e n d meetings. In p a r t i c u l a r , I wished t o go t o a Probation 

Committee meeting ( i t meets t h r e e and sometimes f o u r times a year) and 

a f t e r seeking permission from t he Chair o f the Conmittee, attended two 

months a f t e r s t a r t i n g the research. 

E a r l y on i n the research I a l s o contacted one team and was 

granted permission t o a t t e n d t h e i r team meeting. ( N o t i n g from my 

notebook, I l a t e r recorded the f o l l o w i n g : 

"George, at f i r s t , was unclear as t o what purpose my v i s i t was 
going t o have. I t h e r e f o r e found i t necessary t o say t h a t my 
f i r s t p e r i o d i n t h i s research was f a m i l i a r i s i n g myself w i t h t h e 
'set-up* o f the Service and t h e r e f o r e a t t e n d i n g team meetings 
and simply observing the 'everyday' business o f what goes on". 

A f t e r two hours w i t h the team, I had only made b r i e f notes which I 

then f u l l y recorded w i t h i n an hour o f leaving. Some of my i n i t i a l 

r e f l e c t i o n s and those o f the team i n question are worth repeating: 

" I t was c l e a r at the time t h a t t h e issues which were being 
discussed were o f a s e n s i t i v e and d i f f i c u l t nature... These need 
more e x p l o r a t i o n , but t h e r e i s l i t t l e doubt t h a t as a f i r s t 
i r r ^ r e s s i o n I have l e a r n t a great deal on t h i s occasion. . . they 
hoped I would r e t u r n i n order t o e x p l o r e more o f these issues 
and h o p e f u l l y engage i n ' c o n s t r u c t i v e dialogue'... I n t h a t sense 
t h i s r e c i p r o c a l r e l a t i o n s h i p c o u l d be b e n e f i c i a l and a l s o adds 
a dimension t o the research which makes i t c o n s t r u c t i v e and 
pleasur a b l e t o be engaged i n " . 

Between F a m i l i a r i t y and Geographical Dispersal 

The demands o f p a r t i c i p a n t o b s e r v a t i o n r e q u i r e i n t e n s i v e 

periods w i t h r e l a t i v e l y small groups o f people i n order t o f u l l y 

understand the s o c i a l m i l i e u which they i n h a b i t . Hammersley and 

Atkinson (1983), as noted, see the l i m i t a t i o n s o f t h i s form o f 

research and gi v e the example o f a large o r g a n i s a t i o n . Treen Service 
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i s c e r t a i n l y g e o g r a p h i c a l l y dispersed and i t was important, given the 

l i m i t s on time, t o focus on p a r t i c u l a r s e t t i n g s and 'people's 

s t r a t e g i e s ' ( L o f l a n d 1971) w i t h i n these s e t t i n g s . 

I was the only person undertaking t h e research and I had a 

f i x e d time i n which t o complete I t . ^ At team meetings when I was 

e x p l a i n i n g the research I t was assumed on several occasions I was 

working w i t h o t h e r s on the p r o j e c t . This worked t o my advantage t o 

the extent t h a t I alone was res p o n s i b l e f o r the work, which meant, 

when asked d i r e c t questions, I could c l a r i f y any misunderstanding and 

ensure c o n f i d e n t i a l i t y w i t h o u t r e f e r r i n g t o other members o f a 

research team. 

In v i s i t i n g the team meetings I spoke of my p e r i o d o f 

' f a m i l i a r i s a t i o n ' and handed-out a one-page surrmary o f the aims o f the 

research. This included the t o p i c s which the q u e s t i o n n a i r e would 

cover and the p o p u l a t i o n t o whom i t would be issued - a n c l l l a r l e s , 

p r o b a t i o n o f f i c e r s and management - plus, the q u a l i t a t i v e work which 

would f o l l o w and i n c l u d e s e c r e t a r i e s and o t h e r s not I n the survey. I n 

the f i n a l two paragraphs I wrote: 

"Bearing I n mind what has already been stressed about 
c o n f i d e n t i a l i t y may I take t h i s o p p o r t u n i t y o f asking f o r your 
f u l l c o-operation i n t h i s research. The p r o b a t i o n s e r v i c e has 
been, and s t i l l i s , undergoing considerable changes. Research 
of t h i s nature w i l l help t o f u r t h e r understand these changes; 
the r a t i o n a l e behind t h e i r conception and, i m p o r t a n t l y , t h e 
e f f e c t on working p r a c t i c e s . 

In a d d i t i o n , I added: 

The o p p o r t u n i t y o f d i s c u s s i n g the content and nature o f the 
above research w i t h members o f the Service would be most 
welcome over the next two and a - h a l f years". 
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This s h a r i n g o f i n f o r m a t i o n enabled the break down o f any 

b a r r i e r s o f s u s p i c i o n which may have e x i s t e d as a r e s u l t o f the formal 

nature o f the o r i g i n a l C i r c u l a r . I t a l s o gave me an o p p o r t u n i t y t o 

see team members and make i n i t i a l e n q u i r i e s about t h e type o f work 

they undertake and any concerns they had about t h e d i r e c t i o n o f the 

Service and I t s e f f e c t s on t h e i r p r a c t i c e . 

As f o r my agreement t o r e p o r t on the progress o f the research, 

1 attended the Research and I n f o r m a t i o n Committee several times and 

produced two i n t e r i m d e s c r i p t i v e r e p o r t s which r e s u l t e d from 

p r e l i m i n a r y q u e s t i o n n a i r e a n a l y s i s . I d e l i b e r a t e l y chose them t o be 

d e s c r i p t i v e as the research was o n l y half-completed. Further, t h e r e 

e x i s t s w i t h i n the Service a p r e - d l s p o s i t i o n t o regard q u a n t i t a t i v e 

data as p r o v i d i n g 'hard f a c t s ' upon which t o base d e c i s i o n s and I 

wished t o avo i d t h i s . P o l i t i c a l l y , t h e r e f o r e , I d i d not consider i t 

expedient t o release any a n a l y t i c data u n t i l the research was 

completed.** Treen management agreed w i t h t h i s arrangement and, so I t 

t r a n s p i r e d , were a l s o pleased t o rec e i v e 'feedback' at the half-way 

stage o f the research; t o which they were e n t i t l e d . 

The obs e r v a t i o n would, as I have I n d i c a t e d , have t o be 

s e l e c t i v e . This method r e q u i r e s a ' s u b j e c t i v e adequacy' (Bruyn 1966, 

pp. 180-185) which Involves, amongst other f a c t o r s , spending time I n 

s o c i a l s e t t i n g s f o r the purposes o f enhancing understanding. F o l l o w i n g 

I n i t i a l I n v e s t i g a t i o n s and the r e s u l t s o f the que s t i o n n a i r e , I chose 

t o concentrate on s p e c i f i c areas; thus, broadly p a r a l l e l i n g the method 

of ' t h e o r e t i c a l sampling' which Glaser and Strauss (1967) suggest. 
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These were: a r u r a l team; two urban teams; t h r e e Day Centres; a 

pr o b a t i o n h o s t e l ; a c i v i l work team; p r i s o n teams and meetings at 

d i f f e r e n t l e v e l s o f the o r g a n i s a t i o n . I a l s o went i n t o c o u r t s w i t h 

o f f i c e r s , e n a b l i n g me t o see them work i n d i f f e r e n t s e t t i n g s : i n co u r t 

w i t h i t s ceremonial and sometimes Imposing ambience (one o f f i c e r t o l d 

me t h a t he s a i d t o c l i e n t s who f e l t I n h i b i t e d by t h i s t o 'imagine the 

judge w i t h no c l o t h e s on!); I n t e r a c t i n g w i t h c l i e n t s and w i t h 

colleagues. T h i s allowed me t o witness the 'doing' o f p r o b a t i o n work 

In d i f f e r e n t s e t t i n g s . As Goffman notes: 

" t h e r e tends t o be one Informal or backstage language o f 
behaviour, and another language o f behaviour f o r occasions when 
a performance i s being presented. The backstage language 
c o n s i s t s o f r e c i p r o c a l f i r s t - n a m i n g , co-operative d e c i s i o n 
making, p r o f a n i t y . .. The f r o n t s t a g e behaviour language can be 
taken as the absence (and I n some sense the opposite) o f t h i s " 
(19<>9, p. 129), 

Other s e t t i n g s were attended, as and when the o p p o r t u n i t y arose 

and the research need d i c t a t e d . For example, a sub-area day 

conference; J o i n t S t a f f C o n s u l t a t i v e and N e g o t i a t i n g Committee 

meetings ( t h e management/union n e g o t i a t i o n s ) and a one-day conference 

on p r i s o n 'pre-release'. A l l o f which gave me an o p p o r t u n i t y t o gain 

a wider I n s i g h t I n t o the workings o f the Service. 

1 have spoken about sh a r i n g i n f o r m a t i o n and the importance o f 

gai n i n g t r u s t ( r e n d e r i n g e x p l i c i t a t a c i t f e a t u r e o f s o c i a l 

I n t e r c o u r s e ) , but have s a i d n o t h i n g about what my r o l e became d u r i n g 

the research. The honest and at the same time ambiguous answer, i s 

th a t i t v a r i e d according t o the s o c i a l s e t t i n g . When s i t t i n g i n a 

small room w i t h a d i v o r c e - c o u r t w e l f a r e o f f i c e r and two people who 
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were once close t o each other, arguing over access and custody o f 

t h e i r c h i l d r e n , no s e n s i t i v e person s i t s t h e r e t a k i n g notes! Or, when 

I n v i t e d t o a t t e n d a day c e n t r e group, where f i v e young people a r e 

supposed t o be t a l k i n g a b o u t . t h e i r past, t h e i r reasons f o r o f f e n d i n g 

and personal d e t a i l s , you don't j u s t s i t there; your p a r t i c i p a t i o n i s 

expected - you are not j u s t ' i n * t h e group but a l s o ' o f i t . I f you 

are t h e r e to* understand, they t oo have a r i g h t t o your understanding 

and p a r t i c i p a t i o n ( t o say n o t h i n g o f the f a c t groupwork would not 

f u n c t i o n w e l l w i t h o u t i t ! ) . S i m i l a r l y , i f you are i n a Rule 43 block 

of a p r i s o n l i s t e n i n g t o a c o u n s e l l i n g session between a ' long-termer* 

and a p r o b a t i o n o f f i c e r your n o n - p a r t i c i p a t i o n f e e l s l i k e the 

e x p l o i t a t i o n of a s o c i a l scene. The other s i d e o f the c o i n i s t h a t at 

any time you may be ' j e t t i s o n e d ' i n t o the conversation; p a r t i c u l a r l y 

when t h a t man i s having concerns over h i s sexual o r i e n t a t i o n -

magnified by h i s i n c a r c e r a t i o n - and t u r n s t o you t o ask your o p i n i o n 

because you are the only other man i n the room! My b e l i e f about t h i s 

i s s i n g l e : i f t h a t person grants permission f o r you t o be there, then 

she or he a l s o has a r i g h t t o request your p a r t i c i p a t i o n . As an 

aside, never have I experienced such a ' c a t a p u l t i n g ' from the 

' p a r t i c i p a n t - a s - o b s e r v e r ' t o the ' f u l l p a r t i c i p a n t ' (Gold 1958). 

At other times t h e r o l e was, by comparison, non-problematic. 

Meetings - at which much time was spent - always had an agenda and the 

conversation was focused around t h i s . Taking notes was, i n v a r i a b l y , 

j u s t doing t h e same t h i n g as the other members o f the team or 

conmittee. As one mefTd)er o f p r o b a t i o n management put i t : "people are 
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used t o you now". 'Blending i n * was a l s o i r r ^ r t a n t . I t was not 

with o u t i t s s i g n i f i c a n c e t h a t I found myself at one Chief O f f i c e r s ' 

meeting and f e l t 'naked' w i t h o u t a p i l e o f papers i n f r o n t o f me. 

Looking i n my bag I found academic a r t i c l e s and f i e l d notes and placed 

these on the t a b l e ! I n Court, n o t e - t a k i n g was a l s o l i t t l e problem, 

except when we suddenly had t o leave t o go down t o the c e l l s i f an 

offender was remanded or received an unexpected c u s t o d i a l sentence. 

On another occasion, the Usher asked me t o 'step outside' j u s t t o 

check my bag due t o 'bomb t h r e a t s ' . There were a l s o times when I 

ceased n o t e - t a k i n g : a day out m o t o r c y c l i n g w i t h t h e 'banger group' 

and p l a y i n g c r i c k e t f o r the Service. 

DISCUSSION 

f^ c h o f what I d i d and how i t was achieved i s contained i n the 

f o l l o w i n g pages. However, i t would be f o o l i s h t o suppose t h a t my 

personal a t t r i b u t e s led t o a l l successes i n n e g o t i a t i n g e n t r y . For 

exaivpie: 

"Members o f o r g a n i z a t i o n s become adept a t j u d g i n g t h e 
p e r s o n a l i t i e s o f those w i t h whom they work c l o s e l y , and the 
same a p p l i e s t o researchers w i t h whom they come i n t o c o n t a c t " 
(Bulmer 1988, p. 153). 

Not only i s i t a two-way process i n t h i s sense, but there i s a l s o the 

p o l i t i c a l dimension t o contend w i t h i n a changing o r g a n i s a t i o n . To 

t h i s e xtent t h e r e can be no doubt t h a t t h e 'openness', not on l y o f the 
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p r o b a t i o n personnel I spent time w i t h , but o f p r o b a t i o n management 

(ACPO and above), i n p a r t i c u l a r t h e CPO, was p i v o t a l . I know o f on l y 

one time I t was suggested I d i d not v i s i t a team. I t was a p r i s o n 

team (undergoing some changes) and the Senior was on s i c k leave at t h e 

time. I t was f e l t , t h e r e f o r e , 1 should await h i s r e t u r n before 

meeting the team members (when I d i d so, 1 discovered the reason f o r 

the d e l ay). I even approached t he " C h i e f r e q u e s t i n g t o see the 

recent Home O f f i c e Inspectors Report on Treen Headquarters. There was 

some I n i t i a l r eluctance, but I p o i n t e d out t h a t I had had access t o 

c o n f i d e n t i a l i n f o r m a t i o n about other processes and people and not t o 

have such access would mean my research was ' inconplete'. Having read 

the document I can now understand the s e n s i t i v e n a t u r e o f my request. 

With j u s t one or two exceptions, I t i s a t r i b u t e t o members o f Treen 

Service t h a t I was p e r m i t t e d t o undertake t h i s research i n the manner 

I have described above. 

I f t h e r e I s one c r i t i c i s m which can be l e v e l l e d against t h i s 

research - aside from questions o f design and execution - I t i s I n 

respect t o I t s e x t e r n a l v a l i d i t y : the a p p l i c a b i l i t y o f I t s f i n d i n g s 

t o other p r o b a t i o n services. I would argue t h a t many o f the 

pressures and c o n s t r a i n t s - both at a p o l i c y and p r a c t i c e l e v e l - are 

s i m i l a r l y experienced I n other areas. The one exception t o t h i s being 

the Issue o f race and racism. Treen has an a n t l - r a c l s t s t r a t e g y but, 

at the time o f w r i t i n g , has only one s e c r e t a r y from an e t h n i c 

m i n o r i t y . Apart from the p r i s o n s I n the area, Treen has few black 

c l i e n t s . To t h i s extent i t I s not ' t y p i c a l ' o f the large m e t r o p o l i t a n 
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p r o b a t i o n areas. However, I n other respects I would argue I t I s . 

Further, I a l s o made extens i v e use o f research and s t a f f accounts from 

other areas. This i s not t o suggest i n any way t h a t 'racism' does not 

e x i s t w i t h i n the Service; I have witnessed not o n l y r a c i s t , but a l s o 

s e x i s t conments. The issue o f racism i s not o n l y of fundamental 

Importance w i t h i n the c r i m i n a l j u s t i c e system (see Crow 1987) and 

s o c i e t y as a whole, but al s o w i t h the Probation Service (see Daullah 

1989), 

As i began w i t h t h e q u e s t i o n i n g o f one member o f the Service so 

I ended the 'systematic' research w i t h t h e same member's conment. I 

had made my conscious d e c i s i o n t o withdraw, analyse and w r i t e . He saw 

me on the s t r e e t one day and came over. 'Where had I been'? ' I t s a l l 

going t o change now*. I confess t h a t a f t e r two and a h a l f - y e a r s 

loo k i n g a t the Service I d i d not wish t o see my work dismissed i n such 

a way. I r e p l i e d t h a t " t h e r e i s n o t h i n g new, Just t h a t which i s 

f o r g o t t e n . Whatever happens t o the s t r u c t u r e o f teams t he Issues I 

have I d e n t i f i e d w i l l remain the same and t o t h a t extent my research 

w i l l s t i l l be v a l i d " . 

The reader must be the Judge o f t h a t and I must be excused my 

understandable annoyance at having my research viewed i n t h i s way. I 

s t r e s s t h a t t h i s was j u s t one person who has a vested i n t e r e s t i n 

change. However, changing teams i s one t h i n g ; the tasks, d u t i e s , the 

way they are performed and thought about and a whole t r a d i t i o n , 

another. 
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I now t u r n t o an examination o f the policy-process, i t s 

Implementation and the r e a c t i o n s t o i t , w i t h i n the Treen Service. 
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NOTES 

1. By a l l u d i n g t o ' f e m i n i s t ' research I am simply i n agreement 
w i t h Harding who notes: "The issue here i s not so much one o f 
the r i g h t t o c l a i m a la b e l as i t i s o f the p r e r e q u i s i t e s f o r 
producing less p a r t i a l and d i s t o r t e d d e s c r i p t i o n s , 
explanations, and understandings" (1987, p. 12). 

2. I was asked, d u r i n g i n i t i a l meetings, i f I intended t o produce 
a set o f p o l i c y proposals at the end o f the research. I 
b e l i e v e t h e Issues here are tw o f o l d . F i r s t , my work was not 
a c t i o n research i n the sense o f being a combination o f 
knowledge and research which i s then "combined i n a p r a c t i c a l 
a p p l i c a t i o n t o plan and achieve change" (Town 1978, p. 160). 
This i s due, as noted i n t h i s chapter, t o the p o l i t i c a l n ature 
of t h e research. Second, my research, d e s p i t e the above, has 
p o l i c y i m p l i c a t i o n s but no so much p o l i c y suggestions. These 
r e q u i r e c o l l e c t i v e decision-making which may i n v o l v e the 
researcher given t h e i r study and conclusion. To overcome any 
a p p r o p r i a t i o n o f f i n d i n g s t o ends f o r which they do not endorse 
I i n t e n d t o send a copy o f the conclusions t o a l l teams. 
Beyond t h i s , unless i n v i t e d t o take p a r t i n p o l i c y discussions, 
i t i s d i f f i c u l t t o imagine I can do any more, but remain 
s e n s i t i v e t o the p o l i t i c a l dimension o f my work. 

3. B r i t i s h S o c i o l o g i c a l A s s o c i a t i o n * Code o f P r a c t i c e ' , Part 2. 
'The i n t e r e s t s o f the subjec t s ' . BSA 'Network' Magazine, 
January 1989, p. 4. 

4. In t h i s sense, I take s t r u c t u r e s as both e n a b l i n g and 
c o n s t r a i n i n g (Giddens 1984, p. 25). I n order t o e x p l i c a t e the 
nature o f p r o b a t i o n work the a c t o r s b e l i e f s ' and p r a c t i c e s both 
produce and reproduce the o r g a n i s a t i o n a l environment. 

5. . I am using L e f t w i c h ' s broad d e f i n i t i o n o f p o l i t i c s as: " t h e 
a c t i v i t i e s o f cooperation and c o n f l i c t , w i t h i n and between 
s o c i e t i e s , whereby the human species goes about o b t a i n i n g , 
using, producing and d i s t r i b u t i n g resources i n the course o f 
the p r o d u c t i o n and r e p r o d u c t i o n o f i t s s o c i a l and b i o l o g i c a l 
l i f e " (1983, p. 11), 

6. 12 members o f the Service from d i f f e r e n t grades were s e l e c t e d 
f o r the p i l o t and f o l l o w i n g the d i s t r i b u t i o n o f the 
qu e s t i o n n a i r e ( w i t h p r e - p a i d r e p l y envelopes), three reminder 
l e t t e r s were sent t o teams. However, I d i d not, d e s p i t e the 
o f f e r , d i s t r i b u t e t h e q u e s t i o n n a i r e s w i t h the CPO's 'b l e s s i n g ' . 
As the 'Chief wrote t o me i n a l e t t e r . I wished: " t o f e e l f r e e 
o f the c o n s t r a i n t s o f Probation Service management" i n g e t t i n g 
the " q u e s t i o n n a i r e on the road'*. 
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On several occasions I was asked how long I had t o spend on the 
p r o j e c t . There was f u l l understanding on the p a r t o f those who 
asked when I explained I was enployed f o r three years and 
t h e r e f o r e had a * m a t e r i a l * as welt as personnel and 
i n t e l l e c t u a l i n c e n t i v e t o f i n i s h the research. 

I asked t h a t these papers should be g e n e r a l l y a v a i l a b l e t o 
members of teams through the Senior; they were informed o f i t s 
c i r c u l a t i o n and I reminded i n d i v i d u a l s o f i t s existence d u r i n g 
my time ' i n the f i e l d ' . 

The Society o f Black Labour Lawyers (BBC2 'Open Space 8/12/88) 
r e p o r t e d t h a t black people represented: 0,6% o f p r i s o n o f f i c e r ; 
0. 9X o f p o l i c e o f f i c e r s ; 1.27Z o f s o l i c i t o r s ; 1.9% o f 
magistrates; 1.9% o f p r o b a t i o n o f f i c e r s and 5.0% of b a r r i s t e r s . 

- 103 -



PART I I 

CHARTER 4. 



i r i P l r=t^t=t^T ING CHANGE WITM 

O B J E C T I V E S . -TARCBETS AtMP BUDGETS 

THE ROLICX PROCESS IM ACTION 

"A w e l f a r e ideology which i s imposed by government i n e v i t a b l y 
c r e ates greater problems than a we l f a r e ideology sustained by a 
pro f e s s i o n a l group and l e g i t i m a t e d by government" (Adler and 
Asquith 1981, p. 29). 

" I t cannot be too s t r o n g l y emphasised t h a t the cormunication o f 
Ideas i s a two-way process" (Report o f the Working P a r t y on 
Management i n the Probation and After-Care Service 1980, p. 
30), 

A c c o u n t a b i l i t y w i t h i n an o r g a n i s a t i o n may be secured by several 

means. However, i t s success, l i k e t h a t o f e f f i c i e n c y and 

e f f e c t i v e n e s s , i s dependent on, f o r example, the degree o f coherence 

between management and f r o n t - l i n e p e rspectives on the goals o f t h e 

o r g a n i s a t i o n . Further, the achievement o f a c c o u n t a b i l i t y i s c l e a r l y 

a s s i s t e d by the nature of the task performed. A h i g h l y v i s i b l e , 

s tandardised task i n a p r e d i c t a b l e environment i s more amenable t o 

o r g a n i s a t i o n a l a c c o u n t a b i l i t y , than one which i s v a r i a b l e and 

dependent f o r I t s conception and execution on the d i s c r e t i o n o f 

o r g a n i s a t i o n a l o f f i c i a l s , performing d i f f e r i n g and s i t u a t i o n a l l y 

demanding tasks. The mass p r o d u c t i o n f a c t o r y l i n e i s , t h e r e f o r e , 

fundamentally d i f f e r e n t from a human s e r v i c e o r g a n i s a t i o n ; a p o i n t 

which can o f t e n be f o r g o t t e n when such an o r g a n i s a t i o n i s undergoing 

r a p i d change. 

This chapter i s concerned w i t h the b e l i e f s and a c t i o n s o f 

d i f f e r e n t members o f the p r o b a t i o n s e r v i c e i n r e l a t i o n t o c e r t a i n 
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p o l i c y changes. I t c h a r t s a major p o l i c y i n i t i a t i v e t h a t , i n Treen, 

can be t r a c e d back t o 1974 and e v e n t u a l l y produced an ' o b j e c t i v e s * 

booklet i n 1985; a process which then enjoyed a 'new lease of l i f e * 

d u r i n g the course of t h i s research. This i s achieved by examining the 

ways I n which changes i n p o l i c y were i n t e r p r e t e d by the Service and 

the r e a c t i o n s of s t a f f t o the subsequent p o l i c y implementation 

process. Towards t h i s end, se l e c t e d r e s u l t s of the survey and 

observed implementation of change w i t h i n t h r e e major p o l i c y meetings -

i n v o l v i n g p r o b a t i o n management <ACPO and above) and a l l Treen's Senior 

Probation O f f i c e r s (Seniors) - are used. The subject of t h i s chapter 

i s t h e r e f o r e how the o r g a n i s a t i o n reacted t o Home O f f i c e p o l i c y 

changes, the r e s u l t i n g o r g a n i s a t i o n a l changes and how they were 

perceived by members of the Service. I t s i n t e r e s t then moves from the 

p o l i t i c a l world of the c r i m i n a l j u s t i c e system to: 

"th e o r g a n i z a t i o n ' s a b i l i t y t o cope w i t h i t - t o p r e d i c t I t , 
comprehend i t , deal w i t h i t s d i v e r s i t y , and respond q u i c k l y t o 
i t " (Mintzberg 1983, p. 137). 

The changes, o u t l i n e d i n chapter 2, challenge e x i s t i n g and some 

would argue, outdated p r a c t i c e s . At the same time, i f the Home O f f i c e 

holds the Service i n c r e a s i n g l y accountable f o r the e f f e c t i v e n e s s of 

i t s a l t e r n a t i v e s t o custody i n d u s t r y , can i t then a f f o r d t o a l l o w the 

c o n t i n u a t i o n of t r a d i t i o n a l d i s c r e t i o n a r y elements of p r a c t i c e around 

a s e r i e s of d i f f e r e n t (and sometimes, as Boswell (1982) discovered) 

d i s p a r a t e goals? But who manages such change? The h i s t o r y of the 

Service has been one of p r o b a t i o n o f f i c e r s having a high degree of 

r e s p o n s i b i l i t y f o r the f o r m u l a t i o n and implementation of programmes. 

As such, the question i s then r a i s e d : 'do t h e i r i n t e r e s t s n e c e s s a r i l y 

c o i n c i d e or c o n f l i c t w i t h the nat u r e of t h i s change? 
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THE SENIOR CONSULTATIVE GROUP: TOWARDS A ' hCW SERVICE 

The H i s t o r y 

In 1984, David Faulkner, t h e Under Secretary o f State a t the 

Home O f f i c e , s a i d NAPO and the Government seemingly occupied 

' i r r e c o n c i l a b l e p o s i t i o n s ' . Nevertheless, he d i d not b e l i e v e t h a t 

t h i s was " a c t u a l l y the case" (1984, p. 3). So he posed the question: 

'where does the Service go from here?* Changes were required. I n 

p a r t i c u l a r , he i d e n t i f i e d two stages f o r t h i s process. F i r s t , t h e 

•1984 Home O f f i c e Statenent o f N a t i o n a l O b j e c t i v e s and P r i o r i t i e s ' 

(SNOP): 

" i T i i s t be t r a n s l a t e d I n t o area statements f o r each s e r v i c e , 
endorsed by the p r o b a t i o n conmlttee as the a u t h o r i t y 
r e s p o n s i b l e f o r o v e r a l l p o l i c y i n I t s area" (1984, p. 3). 

Second, t h e r e were ' t a r g e t s ' , ' t i m e t a b l e s ' , t h e 'assignment o f 

r e s p o n s i b i l i t i e s ' and the 'measurement o f achievements', a l l o f which 

should not "be co n f i n e d t o p r o b a t i o n s e r v i c e headquarters" (1984, p. 

4), but had t o go a l l t h e way t o teams - l o c a l l y . 

Apart from SNOP, these M i n i s t e r i a l statements a l s o found t h e i r 

o u t l e t i n Home O f f i c e C i r c u l a r s such as those on s o c i a l I n q u i r y 

r e p o r t s (1986) and more r e c e n t l y ' T a c k l i n g Offending: An A c t i o n Plan' 

(1988), which f o l l o w e d t h e Green Paper. I n t h i s l a t t e r document 

p r o b a t i o n areas were c a l l e d upon t o : 'strengthen e x i s t i n g orders; 

implement them e f f e c t i v e l y and t a r g e t young a d u l t o f f e n d e r s (17-20 

year o l d s ) ' . Probation Areas were then expected t o r e p o r t t o the Home 

O f f i c e on t h e i r plans f o r these changes by 31st March 1989. 

A 'new cli m a t e ' thus developed and o r g a n i s a t i o n a l s t r a t e g i e s 

a l t e r e d . Some o f these s t r a t e g i e s , b o l s t e r e d by Home O f f i c e C i r c u l a r s ^ 

were I n c o r p o r a t i o n o f 'key-workers' I n the 'new realism' c l i m a t e w i t h 

- 106 -



i t s general emphasis on budgeting, goal s e t t i n g and procedural 

a c c o u n t a b i l i t y and the s e t t i n g o f o b j e c t i v e s , t a r g e t s and t h e i r 

measurement. As p a r t o f t h i s process, the F i n a n c i a l Management 

I n i t i a t i v e aimed to: 

" d i r e c t a t t e n t i o n t o outputs and t h e measurement o f 
performance. t o Improve t he e f f e c t i v e n e s s of government 
a d m i n i s t r a t i o n , through * good management* of resources" 
(Humphrey 1987, p. 52). 

This p u r s u i t o f performance by e x p l i c i t o b j e c t i v e s was not new t o 

' p r i v a t e e n t e r p r i s e ' . Over 30 years ago, Drucker wrote: 

"Objectives are needed in every area where performance and 
results directly and vitally affect the survival and prosperity 
of the business* (1955, p. 83. O r i g i n a l I t a l i c s ) . 

However, t o the Service t h e proposed form was new. 

Treen, as noted, had alread y begun t o respond t o t h i s change i n 

climate. I n i t s 1981 Annual Report, t h e r e was a f i n a l s e c t i o n on 

'Objectives' under two headings: 'Diversion' and ' D i v e r s i f i c a t i o n ' . 

S p e c i f i c a l l y , t h e r e p o r t mentioned f o u r aims f o r 1982. F i r s t , t h e r e 

was a need t o convince the p u b l i c o f the value o f p r o b a t i o n work. 

Second, the Service needed t o convince employers o f the value o f 

employing offenders. T h i r d , i t aimed t o increase t h e use o f 

la n d l a d i e s and la n d l o r d s i n a s s i s t i n g o f f e n d e r s i n t h e comnunity and 

f i n a l l y , t o convince t h e community t h a t they too: "have a 

c o n t r i b u t i o n t o make t o t h e p r e v e n t i o n o f r e - o f f e n d i n g " . By 1984, t h e 

Annual Report aimed: 

" t o describe how the d e f i n i t i o n o f o b j e c t i v e s f o r the Probation 
Service has been emerging f o r a review of the best aspects o f 
t r a d i t i o n a l p r a c t i c e " . 

The f o l l o w i n g year, Treen published i t s statement o f 

o b j e c t i v e s , w i t h the one aim o f the Service being: 
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"the r e d u c t i o n o f crime through cooperation w i t h other c r i m i n a l 
j u s t i c e agencies and members of the wider conminlty". 

In r e l a t i o n t o t h i s general alnv a l l aspects o f p r o b a t i o n work were t o 

have s p e c i f i c o b j e c t i v e s t h a t could be: "capable o f achievement as 

w e l l as measurement". S t a f f % ^ r e 'encouraged' t o p r i o r i t i s e work w i t h 

15-24 year o l d males who were 'vulnerable' t o custody. I n a d d i t i o n , 

t o p rovide i n t e n s i v e orders f o r those v u l n e r a b l e t o custody and a v o i d 

- except i n high risk/need s i t u a t i o n s - s u p e r v i s i o n recommendations 

f o r women or f i r s t o ffenders. 

Whilst Treen had begun the response t o changes i n the Service's 

r o l e before SNOP and ' T a c k l i n g Offending', d u r i n g the course o f the 

research Treen management r e - v l t a l l s e d t h i s process and i t became 

known as t h e Senior C o n s u l t a t i v e 6roup (SC6). I n these p o l i c y 

meetings, members o f management met w i t h Seniors t o discuss the 

f o r m j l a t l o n o f new p o l i c i e s , t h e i r implementation and the s e t t i n g o f 

o b j e c t i v e s . They were a l s o intended t o a l l o w a d i s c u s s i o n o f t h e 

I n f o r m a t i o n systems which would then measure subsequent o r g a n i s a t i o n a l 

performance. 

Three o f these meetings (each l a s t i n g two days) were attended 

In order t o understand both the nature o f these changes and the 

r e a c t i o n s t o them. I n the f i r s t SCG, twenty pages o f documentation 

o u t l i n i n g t h e progranme, w i t h a 'Planning f o r A c t i o n : P r i o r i t y Areas' 

document, was intended t o guide t h e proceedings. Planning f o r A c t i o n 

would, according t o the I n t r o d u c t i o n : 

" c o n s t i t u t e the f o u n d a t i o n f o r a l l our work together on t h i s 
occasion; i n e f f e c t , i t i s . t h e Programme f o r the two days. As 
you w i l l see, I t a l s o c o n s t i t u t e s a management Progranme: 
t a k i n g broad d i r e c t i o n a l o b j e c t i v e s on t o s p e c i f i c t a r g e t s and 
methods f o r a c h i e v i n g those t a r g e t s i n d r a f t form at t h i s stage 
( O r i g i n a l u n d e r l i n l n g ) . 
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I t s purpose was t o address the perceived lack o f c o - o r d i n a t i o n between 

Treen's suk^areas i n the s e t t i n g o f t h e i r o b j e c t i v e s , w i t h an 

a d d i t i o n a l need f o r aims t o be ' p r i o r i t i s e d ' and more 'precise'. Also 

included was a t i m e t a b l e f o r ACPO's and t h e i r Seniors t o set t a r g e t s 

t o be c o n s i s t e n t w i t h t he o b j e c t i v e s o u t l i n e d i n Planning f o r Action. 

Dates were given f o r the next SC6 meeting, which was t o consider 

I n d i v i d u a l team o b j e c t i v e s , again set i n r e l a t i o n t o the Service's 

o v e r a l l o b j e c t i v e s . 

P o l i c y as a S a i l i n g Metaphor 

From 10 am t o 4.30pm over twra days, d i s c u s s i o n took place 

around 'Planning f o r Act i o n ' , The Chief Probation O f f i c e r (CPO) 

opened the proceedings w i t h a sunmary o f the l a s t two years and a 

r e c o g n i t i o n o f the work o f senior o f f i c e r s . The ' C h i e f used a 

s a i l i n g metaphor f o r the b e n e f i t of some members o f the audience. 

*Our boat', t o paraphrase the Chief, ' i s i n the harbour and we w i l l 

set s a i l t o see where we go at sea'. 'Some, had been f u r t h e r i n t h e i r 

o b j e c t i v e s than others' and the CPO s p e c i f i c a l l y mentioned Conmunlty 

Service (CS). The purpose o f the Service was: 

" t o i n s t i l l r e s p o n s i b i l i t y and s e l f - r e s p e c t i n c l i e n t s , as w e l l 
as s t a n d i n g f o r the more a b s t r a c t n o t i o n o f s o c i a l j u s t i c e " . 

An ACPO then stood up t o speak. Objectives, he said, were t o 

a s s i s t i n a conmon aim. However, t h e r e e x i s t e d a need f o r i n f o r m a t i o n 

t o meet " o b j e c t i v e s and 'service* managerial decision-making". 

Despite these requirements and a set agenda, 'Planning f o r A c t i o n ' 

was s t r e s s e d as being a ' n e g o t i a b l e document', which posed several 

questions. One o f these was: ' w i l l s t a f f 'own I t * ? To answer t h e 

ACPO*s question, t h e study now t u r n s t o an examination of survey 

- 109 -



r e p l i e s which are Intended t o understand p r o b a t i o n personnel's 

perspectives on the p o l i c y process. I n t h i s way, the Issues 

surrounding p o l i c y changes and the b e l i e f s o f p r o b a t i o n s t a f f I n 

r e l a t i o n t o these, are f u r t h e r understood. 

Who Has Most i n f l u e n c e Over P o l i c y Formulation? 

The d e c i s i o n t o Include t h i s and other questions, f o l l o w e d 

c o n p l a l n t s t o me, by SCO members and other Treen s t a f f , t h a t p o l i c y 

change was being imposed by p r o b a t i o n management w i t h o u t 

c o n s u l t a t i o n . H i s t o r i c a l l y , as chapter 2 has In d i c a t e d , t h e 

d e s t i n a t i o n o f the Service was b e l i e v e d t o mainly l i e I n the hands o f 

pr o b a t i o n o f f i c e r s working at t h e ' f r o n t - l i n e ' . However, w i t h t h e 

change i n the Service, t h i s was b e l i e v e d t o have a l t e r e d t o become t h e 

preserve o f management w i t h i n an Increased hierarchy. In t h i s reispect 

and t o continue on t h e Chief's metaphor, p r o b a t i o n personnel may 

provide t h e ship's power, but d i d they b e l i e v e they had any i n f l u e n c e 

over I t s d e s t i n a t i o n ? This, then, was the f i r s t q u estion c o v e r i n g a 

set o f 'background b e l i e f s ' on the p o l i c y process. ' 
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TABLE 1: 

WHO HAS MOST irrLUENCE OVER POLICY FORMATION ? 

Very Hot Very Not 
I n f l u e n t i a l I n f l u e n t i a l I n f l u e n t i a l I n f l u e n t i a l 

Probat ion 
Management 63. 0 34.3 2.8 0. 0 

Home O f f i c e 48.0 43.5 8. 3 0.0 

Government 28. 6 41.0 24.8 5. 8 

ACOP 17. 8 50.5 26. 2 5.6 

Probat ion 
Comnittee 9. 4 54. 7 34. 0 1.9 

Senior 
O f f i c e r s 4. 7 46. 7 44. 0 4. 7 

Treen 
Magistrates 6. 6 35.8 47.2 10. 4 

NAPO 0. 0 33. 6 52. 3 14.0 

Matngrade 
O f f i c e r s 2.8 20. 4 59. 2 17, 6 

Public 
Opinion 0. 0 19.8 57. 5 22. 6 

Anc i I l a r i es 0.0 6. 5 30. 0 64. 0 

(N=109) 

Probation management, t h e Home O f f i c e , t h e Government, ACOP 

(As s o c i a t i o n o f Chief O f f i c e r s o f Probation) and the Probation 

Conmittee, were considered t h e most i n f l u e n t i a l groups i n t h e 

form a t i o n o f area p o l i c i e s . In p a r t i c u l a r , p r o b a t i o n management was 

considered very i n f l u e n t i a l by n e a r l y t w o - t h i r d s o f respondents, 

whereas t h e i r employers - the Probation Conmittee - was considered t o 

be very I n f l u e n t i a l by r e l a t i v e l y few and less I n f l u e n t i a l than t h e 
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Oovernment. Malngrade o f f i c e r s were be l i e v e d t o have l i t t l e 

i n f l u e n c e , only Just exceeding p u b l i c opinion, w i t h a n c i l l a r y workers 

e x e r c i s i n g , by f a r , the l e a s t I n f l u e n c e over p o l i c y . 

This t a b l e i n d i c a t e s s e v e r a l important p o i n t s . F i r s t , t h a t 

f r o n t - l i n e personnel and t h e i r r e p r e s e n t a t i v e s (NAPO), are thought t o 

have l i t t l e i n f l u e n c e . Second, p r o b a t i o n management was the most 

i n f l u e n t i a l group i n an environment where t h e Home O f f i c e and 

(Jovernment were c l e a r l y considered t o be very i n f l u e n t i a l and t h i r d , 

o p i n i o n was broadly s p l i t on whether middle-managers exercised any 

inf l u e n c e . I f , t h e r e f o r e , p r o b a t i o n management are believed t o have 

such i n f l u e n c e over p o l i c y , were they a l s o b e l i e v e d t o be * i n touch' 

w i t h t h e r e a l i t i e s of ' f r o n t - l i n e ' work?=^ 

TABLE 2: 

ARE PROBATION MANAGEMENT OUT OF TOUCH WITH 
THE REALITIES OF FRONT-LINE WORK? 

ANCILLARIES 

PROBATION 
OFFICERS 

SENIORS 

AGREE 

74. 0 

53.0 

66. 7 

NEITHER 
AGREE NOR 
DISAGREE 

4. 3 

28.0 

11.0 

DISAGREE 

21. 7 

18. 8 

22. 2 

Column T o t a l 60.0 20.0 20.0 (N=105) 

Of the pr o b a t i o n o f f i c e r s who agreed p r o b a t i o n management were 

out of touch w i t h the r e a l i t i e s of 'the f i e l d * (53%). j u s t over one-

t h i r d of them * agreed s t r o n g l y * . No s t a t i s t i c a l l y s i g n i f i c a n t 

d i f f e r e n c e s of o p i n i o n emerged between groups. Nevertheless, a c l e a r 
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m a j o r i t y b e l i e v e d p r o b a t i o n management were 'out-of-touch' w i t h t h e i r 

work. 

Probation management was, t h e r e f o r e , b e l i e v e d t o be the most 

i n f l u e n t i a l group i n forming p o l i c i e s , but w i t h o u t a corresponding 

understanding o f the 'everyday r e a l i t i e s ' o f f r o n t - l i n e work. 

However, given t h i s , were p r o b a t i o n management then b e l i e v e d t o 

control the work o f p r o b a t i o n personnel? I f , as Young (1777) argues, 

the outcome o f p o l i c y I s p a r t l y dependant upon the degree o f c o n t r o l 

exercised by management over d i s c r e t i o n a r y o f f i c i a l s , then how 

widespread was th e r e a t> e l l e f t h a t p r o b a t i o n management d i r e c t the 

work o f p r o b a t i o n personnel? 

TABLE 3: 

PROBATION WANAGEf^MT FACILITATES 
RATHER THAN DIRECTS MY WORK 

ANCILLARIES 

PROBATION 
OFFICERS 

^ l O R S 

AGREE 

56. 5 

35. 9 

55.6 

rCITHER 
AGREE NOR 
DISAGREE 

26. 1 

40. 6 

5. 6 

D I S A ( ^ ^ 

17.4 

23.4 

38. 9 

Colurm T o t a l 
Chl-Square - 10. 1 
w i t h 4 d. f. 
Cramers V - 0. 22. 

43.8 
p > 0. 05. , 

31. 4 24.8 (N=105) 

O v e r a l l , n e a r l y o n e - t h i r d were undecided and one-quarter f e l t 

t h e i r work was c o n t r o l l e d , not enabled, by p r o b a t i o n management; a 

s t a t i s t i c a l l y s i g n i f i c a n t f i n d i n g amongst Senior's. I t appears t h a t 

the f u r t h e r one goes down t he hierarchy, the less personnel f e e l 
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d i r e c t e d by management. 

In c o n s i d e r i n g t h i s f e e l i n g o f c o n t r o l among Seniors, Minztberg 

(1979) l i s t s t h r e e f u n c t i o n s o f middle management i n 'machine 

bureaucracies'. F i r s t , t o handle 'disturbances' which occur a t the 

f r o n t - l i n e . Second, t o act as 'go-between' between t h e 

'tec h n o s t r u c t u r e ' - those who set the standards o f the o r g a n i s a t i o n -

and the ' o p e r a t i n g core' - those who implement those standards - and 

t h i r d , t o support the v e r t i c a l f l o w o f Infor m a t i o n . During the SCG, 

pro b a t i o n management expected Seniors t o f u l f i l a l l o f these 

f u n c t i o n s . Given t h i s e x p e c t a t i o n and the d i f f e r e n c e s i n p e r c e p t i o n 

o f d i r e c t e d work, d i d the survey then show t h a t members of the Service 

considered Seniors were a l s o 'out-of-touch' w i t h f r o n t - l i n e issues? 

TABLE 4: 

SPO's ARE BECOMING MORE REMOTE FROM MAINGRADE ISSUES? 

ANCIUJVRIES 

PROBATION 
OFFICERS 

SENIORS 

AGREE 

34.8 

42. 2 

33. 3 

hHITHER 
AGREE NOR 

DISAGREE 

30. 4 

23. 4 

11. 1 

DISAO^E 

34.8 

34. 4 

55.6 

Column T o t a l 39.0 22. 9 38. 1 (N=105) 

Opinion seems t o be e q u a l l y s p l i t on t h i s issue. As such, 

t h e r e e x i s t s t h e p o s s i b i l i t y t h a t as 'go-betweens* SPO's may not 

f u l f i l the f u n c t i o n adequately, given a s i g n i f i c a n t m i n o r i t y b e l i e v e d 

them t o be i n c r e a s i n g l y remote from the f r o n t - l i n e issues f a c i n g 

p r o b a t i o n o f f i c e r s and a n c i l L a r i e s . To overcome these d i f f e r e n c e s 
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between Seniors and other grades, d i d members then f e e l i n f o r m a t i o n 

flowed up and down the hie r a r c h y , or was i t b e l i e v e d Seniors s i m p l y 

supported a v e r t i c a l f l o w o f i n f o r m a t i o n towards management? I f the 

management o f the Service i s then 'open' t o the f l o w o f I n f o r m a t i o n on 

i t s p o l i c y i n i t i a t i v e s from the f r o n t - l i n e , t h i s would be important i n 

r e l a t i o n t o Young's other issue: the extent t o which o f f i c i a l s and 

policy-makers' ' d e f i n i t i o n s o f the s i t u a t i o n ' i n h a b i t conmon ground. 

TABLE 5: 

irfORMATION FLOWS FROM PROBATION MANAGE^ENT 
TO OTHER GRADES At^ ViqE VERSA ? 

ANCILLARIES 

PROBATION 
OFFICERS 

SENIORS 

AGREE 

47.8 

43.8 

89.0 

rCITfrCR 
AGREE NOR 
DISAGREE 

17. 4 

22.0 

11. 1 

DISAQ^E 

34.8 

34. 4 

0.0 

Column T o t a l 
Chi-Square -
w i t h 4 d. f. 
Cramers V - 0. 25 

52.4 
12. 7. P > 0.02. 

19.0 28.6 (N=105) 

Table 5 i n d i c a t e s t h a t w h i l e no Seniors disagreed, over one-

t h i r d o f both a n c i l l a r l e s and p r o b a t i o n o f f i c e r s disagreed. 

Therefore, Seniors b e l i e v e d t h a t they p a r t i c i p a t e d i n exchanges o f 

in f o r m a t i o n w i t h p r o b a t i o n management, but a s i g n i f i c a n t percentage o f 

' f r o n t - l i n e * personnel d i d not. 

Given the changes i n the Service, i t was thought t h a t longer 

s e r v i n g members may have d i f f e r i n g b e l i e f s from other s t a f f . ' In 

r e l a t i o n t o management f a c i l i t a t i n g r a t h e r than c o n t r o l l i n g work, t h i s 
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produced s i g n i f i c a n t r e s u l t s w i t h those who had served 11 years or 

more (chi-square, 5.7. p > 0.05, w i t h 2 d. f. Cramers V, 0.34).* 

Therefore, changes i n managerial s t y l e s were f e l t more s t r o n g l y by the 

longer s e r v i n g members of the Service. However, on the other 

questions, t h i s c o n t r o l and t h a t o f gender produced no s i g n i f i c a n t 

r e l a t i o n s h i p s . 

How can the atx>ve t a b l e s be summarized?. F i r s t , members o f the 

Service f e l t t h a t under the Government and Home O f f i c e I n f l u e n c e , 

p r o b a t i o n management exe r c i s e d the most i n f l u e n c e over the p o l i c y 

process. Second, the m a j o r i t y believed, d e s p i t e t h i s , t h a t p r o b a t i o n 

management was not * in-touch* w i t h p r o b a t i o n work at the ' f r o n t - l i n e ' . 

T hird, p r o b a t i o n management was not then b e l i e v e d t o c o n t r o l the 

Service's work at the f r o n t - l i n e (but Seniors f e l t managerial c o n t r o l 

t o a s t a t i s t i c a l l y s i g n i f i c a n t g reater extent than a n c i l l a r i e s and 

p r o b a t i o n o f f i c e r s ) . Fourth, w h i l e Seniors were thought t o be the 

'Iinkpersons* i n the p o l i c y process, o p i n i o n was d i v i d e d when s t a f f 

were asked i f they were ' i n touch* w i t h f r o n t - l i n e work. F i f t h , 

Seniors b e l i e v e d i n f o r m a t i o n flowed through the o r g a n i s a t i o n t o a 

greater e x t e n t than f r o n t - l i n e personnel. 

The i n c l u s i o n o f Seniors i n the p o l i c y process i s then o f 

s i g n i f i c a n c e i n respect t o t h e i r perceptions o f i n f o r m a t i o n f l o w 

through the o r g a n i s a t i o n : the message o f change co u l d reach them. 

However, i t appears t h a t from t h i s p o i n t - Seniors t o the ' f r o n t - l i n e ' 

t h e r e e x i s t s w i t h i n the o r g a n i s a t i o n an 'implementation gap' 

(Ounsire 1978). For instance, p r o b a t i o n management was not b e l i e v e d 

t o be ' in-touch' w i t h the r e a l i t i e s o f f r o n t - l i n e work; p r o b a t i o n 

management was a l s o not b e l i e v e d t o d i r e c t work at the f r o n t - l i n e , yet 
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I n f o r m a t i o n about p o l i c y change reached Seniors but not maingrade 

o f f i c e r s and a n c l l l a r i e s . Looking at p o l i c y Implementat ion from t h e 

'top down' - t h a t i s "what obstacles prevent p o l i c y from being 

Implemented as planned"? (Cordel I 1988, p. 251) - the implementation 

of p o l i c y t o the f r o n t - l i n e was problematic given these changes i n 

perception. Yet, the i n c o r p o r a t i o n o f Seniors i n the p o l i c y process 

was intended t o leave the implementation o f p o l i c y - from p r o b a t i o n 

management t o team l e v e l - i n t h e i r hands. Indeed, more r e c e n t l y , 

Faulkner has w r i t t e n o f Seniors: 

"Their management r o l e I s c r u c i a l - not so much i n terms o f 
e x e r c i s i n g a u t h o r i t y or g i v i n g d e t a i l e d d i r e c t i o n t o t h e i r 
teams, but i n the sense o f f i x i n g p r i o r i t i e s and a r r a n g i n g 
d i s p o s i t i o n s , so as t o achieve t h e maximum r e s u l t s from a 
team's c o l l e c t i v e e f f o r t and a maximum c o n t r i b u t i o n t o the 
s e r v i c e ' s o v e r a l l o b j e c t i v e s " (1989, p, 625). 

In the implementation o f p o l i c y t h i s places Seniors i n a 'compressed' 

p o s i t i o n between management d i r e c t i v e s and f r o n t - l i n e concerns. 

With these 'background b e l i e f s ' from t h e survey i n mind, I now 

t u r n t o the study o f t h i s process o f I n c o r p o r a t i o n o f Seniors I n t o t h e 

'new climate* v i a the SC6 meetings. I n p a r t i c u l a r , t h i s w i l l examine 

how Seniors reacted t o the changes and the concerns they had about 

thera In a d d i t i o n , some aspects o f p o l i c y implementation i s examined, 

together w i t h managerial and f r o n t - l i n e ( p r o b a t i o n o f f i c e r s and 

a n c i l l a r l e s ) e x pectations o f the p o l i c y process. 

THE SCG C(mitsajES 

The f i r s t session o f the SC6 meeting was e n t i t l e d : 'County 

Obj e c t i v e s t o Targets and Standards'. I t was apparent a discrepancy 
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e x i s t e d i n the d i f f e r e n t Treen area's experience o f c u s t o d i a l ' rates. 

In one o f the large urban conurbations, c u s t o d i a l sentences were 

n e a r l y t w i c e t h e n a t i o n a l average f o r 17-20 year olds males (22% 

compared t o a n a t i o n a l average o f 12%), w h i l s t Treen as a whole 

sentenced n e a r l y 15% o f males found g u i l t y o f i n d i c t a b l e offences t o 

itimediate custody, compared t o a n a t i o n a l average o f 9.0%. Thus, not 

s u r p r i s i n g l y , one o b j e c t i v e o f the County was t o : 

"Increase numbers o f young people i n the 17-20 age range placed 
on Probation, as an a l t e r n a t i v e t o custody". 

Having set t h i s agenda f o r the r e d u c t i o n o f these r a t e s . 

Seniors were s p l i t i n t o f o u r equal 'teams*; termed a 'downloading 

session*. In these groups, d i v i s i o n s o f o p i n i o n - between Seniors and 

pr o b a t i o n management - were apparent. The major concern was the way 

i n which t h e Service ' improved' on magistrates* sentencing d e c i s i o n s 

t o reduce c u s t o d i a l rates. In p o l i c y terms, as t r a n s l a t e d by 

pr o b a t i o n management, i t was a question o f p r e s e n t i n g ' q u a l i t y * SIRs. 

Seniors then t r a n s l a t e d t h i s i n terms o f two other issues. F i r s t , t h e 

p r a c t i c a l aspects o f i t s implementation and second, how r e a l i s t i c i t 

was t o assume the Service c o u l d achieve a r e d u c t i o n I n custody. 

O r g a n i s a t i o n a l Change and Environmental C o n d i t i o n s 

One o f the f o u r groups spoke about 'how' they c o u l d 

' p r a c t i c a l l y ' achieve t h i s alnv given most p r o b a t i o n o f f i c e r s were. I n 

the words o f one Senior: "already working hard i n d i f f i c u l t 

circumstances". The conversation then t u r n e d away from t h e I n t r a -

o r g a n l s a t l o n a l Issue o f improving SIRs, t o an environmental one: the 

extent t o which magistrates were ' i n tune' w i t h p u b l i c o p i n i o n on 

sentencing. " L i k e the Bishop", one Senior said, maybe the Job was t o 
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t e l l M a g i s t r a t e s they are "out o f step w i t h t h e i r b r o t h e r s and l o c a l 

o p i n i o n " , ' The Issue then became one o f c h a l l e n g i n g the background 

assumptions o f magistrates d e c i s i o n s , not t h e Improvement o f SIR'S.* 

From the survey, the overwhelming m a j o r i t y o f Treen s t a f f 

b e l i e v e d t h e confidence o f m a g i s t r a t e s i n t h e standards o f t h e 

Probation Service was o f c e n t r a l Importance (90X). They a l s o b e l i e v e d 

t h a t they possessed the a b i l i t y t o I n f l u e n c e the c o u r t s ' d e c i s i o n s 

<88X>. However, t h i s was not the issue the Seniors focused upon i n 

the group discussions. The questions r a i s e d were not of a general 

nature, but more s p e c i f i c . F i r s t , i n order t o p e r f e c t the type o f 

change the SC6 required, how c o u l d they m o t i v a t e personnel who were 

already working hard and second, how r e a l i s t i c was i t t o place the 

onus on p r o b a t i o n personnel t o p e r f e c t r a d i c a l changes i n sentencing 

patterns? This l a t t e r Issue I s very Important. C o n s t i t u t i o n a l l y , 

given the t r a d i t i o n a l Independence o f the executive from the 

j u d i c i a r y , t he onus then i s placed on the p r o b a t i o n s e r v i c e t o p e r f e c t 

changes I n sentencing p r a c t i c e s . However, I n order t o achieve t h i s 

the Service has t o s t e e r a f i n e l i n e by not c h a l l e n g i n g the 

'independence' of the c o u r t s . 

This issue was discussed d u r i n g the SCG. For example, I t was 

s a i d area d i s p a r i t i e s i n p r a c t i c e make the o b j e c t i v e o f reducing 

custody c o n t i n g e n t upon t h e c o u r t s ' c u l t u r e . One o f the o b j e c t i v e s 

st r e s s e d the importance of i n t e r v e n i n g at the pre-hearing stage ( h e l d 

I n custody p r i o r t o h e a r i n g ) . For t h i s t o be s u c c e s s f u l , good l i a i s o n 

w i t h s o l i c i t o r s was Important. However, so too was the p r o v i s i o n o f 

corrmjnlty-based b a l l schemes and a v a i l a b l e f a c i l i t i e s t o engage w i t h 

the c l i e n t I n the court s e t t i n g ( t h e p r o v i s i o n o f I n t e r v i e w rooms In 
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c o u r t s i s a v a r i a b l e corrfnodity not j u s t r e s t r i c t e d t o p r o b a t i o n 

c l i e n t s ) . ^ These provide p h y s i c a l r e s t r a i n t s on the implementation o f 

o b j e c t i v e s ; other r e s t r a i n t s a l s o e x i s t . In one f i n e s c o u r t , f o r 

example, the Clerk makes i t d i f f i c u l t , i f not impossible, f o r 

p r o b a t i o n o f f i c e r s t o be present! Despite such p r a c t i c e s , concerns 

were expressed d u r i n g the SC6 about ' t r e a d i n g i n the c l e r k ' s 

t e r r i t o r y * . I t was acknowledged t h a t t h e r e was a need t o demonstrate 

t o magistrates the e f f e c t s o f f i n i n g c l i e n t s on small incomes, w i t h 

the r e s u l t i n g c u s t o d i a l p e n a l t i e s f o r subsequent d e f a u l t . However, i t 

was a l s o acknowledged t h a t c l e r k s may consider t h i s an unacceptable 

extension o f the Service*s t r a d i t i o n a l r o l e . 

As the f i e l d w o r k uncovered (see chapter 6) the extent t o which 

pr o b a t i o n o f f i c e r s and m a g i s t r a t e s i n t e r a c t v a r i e d . Further, as noted 

by p a r t i c i p a n t s d u r i n g the SC6 I f , t o improve e f f e c t i v e n e s s , a team 

i n t e r n a l l y re-organises t o s p e c i a l i s e i n s u p e r v i s i o n and r e p o r t 

w r i t i n g , t he o f f i c e r w r i t i n g t he r e p o r t was not then n e c e s s a r i l y I n a 

p o s i t i o n - t o answer c e r t a i n questions regarding t h e o f f e n d e r ' s conduct 

d u r i n g any present or past s u p e r v i s i o n . Thus, magistrates d e f e r r i n g 

' i n f o r m a l l y * (as on several occasions d u r i n g o b s e r v a t i o n i n the 

courtroom) about a c l i e n t ' s behaviour on s u p e r v i s i o n , apparently found 

the r e p l y wanting. O f f i c e r s , the SCG noted, may then 'earn' 

r e p u t a t i o n s by a n t i c i p a t i n g the i n f o r m a t i o n a c o u r t may r e q u i r e . Yet, 

as f o l l o w i n g chapters i n d i c a t e , t h i s i s not j u s t dependent on p h y s i c a l 

r e s t r a i n t s , but a l s o the extent t o which an o f f i c e r i s p a r t o f the 

' c u l t u r e o f the c o u r t ' . This i s an environmental c o n d i t i o n which 

o r g a n i s a t i o n a l s o l u t i o n s cannot on t h e i r own provide. 

P r o - a c t i v e work - necessary f o r ' Impact' - was t h e r e f o r e seen 
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by Seniors as problematic. For exan^le, a Department o f Soc i a l 

S e c u r i t y 'ctampdown' on claimants (as happened on several occasions 

dur i n g the research) meant several o f f i c e r s had t o react t o these 

circumstances. Indeed, when the survey asked members o f the Service 

about the worst aspects o f t h e i r work, r e p l i e s r e l a t e d t o these 

environmental c o n s t r a i n t s : *• 

"Helplessness i n the wake o f Government p o l i c y ( . . . >an 
unenlightened c o u r t " 

Also: 

"Campaigning against s e n s a t i o n a l media coverage o f crime and 
punishment, so i n f l u e n t i a l on p u b l i c o p i n i o n and, I n t u r n , 
magistrates". 

S t a f f morale can t h e r e f o r e be a f f e c t e d by the u n r e a l i s t i c 

e xpectations o f the p o l i c y process. I f p o l i c y i n i t i a t i v e s are not * i n 

tune' w i t h the d a i l y demands o f p r o b a t i o n personnel's environment, 

then d i s c o n t e n t occurs. As Hugman has remarked, as e f f e c t i v e n e s s o f 

the o r g a n i s a t i o n i s questioned, so too i s i t s c r e d i b i l i t y and the 

r e s u l t i s "considerable d e m o r a l i z a t i o n " (1980, p. 128). This i s the 

case i n Treen - a d l s j u n c t u r e I n e x p l i c i t p o l i c y e x pectations w i t h 

d i f f e r i n g environments f o r t h e i r implementation. To express t h i s I n 

terms of the ' s a i l i n g ' metaphor, f o r some the seas are 'choppy'; t o 

others, rough and i n h o s p i t a b l e ! To t u r n t o an exanple o f how 

environmental c o n d i t i o n s can I n h i b i t the implementation of p o l i c y . 

A Case Study: A Probation L i a i s o n Committee i n A c t i o n 

In sentencing decisions, the Clerks r o l e i s intended t o be 

clear. As one t e x t on decision-making i n m a g i s t r a t e ' s c o u r t s notes: 

" I t I s c l e a r l y understood t h a t the c l e r k o f the court must not 
be a p a r t y t o the f i n a l d e c i s i o n as t o sentence but at v a r i o u s 
stages o f the sentencing d e c i s i o n he ( s i c ) should have been 
able t o advise on such matters as the o p t i o n s provided by the 

- 121 -



law, guidance r e l e v a n t t o choice o f penalty, and the d e c i s i o n s 
o f s u p e r i o r c o u r t s and other a u t h o r i t i e s " (Barker and Sturges 
1986, p. 18). 

This i m p l i e s - as many d e s c r i p t i o n s o f ' p r o f e s s i o n a l s * do - a n e u t r a l 

i n d i v i d u a l who takes no s i d e s and disseminates i n f o r m a t i o n t o 

i n t e r e s t e d p a r t i e s . Formally, the d e f i n i t i o n i s impressive. 

The SCG process assumed improvements c o u l d be made i n 

confTunlcatIng w i t h magistrates. As Bottomley has w r i t t e n , t h i s t a c t i c 

i s not w i t h o u t f o u n d a t i o n ; 

"the most fundamental I n f l u e n c e s upon sentencing behaviour are 
the penal p h i l o s o p h i e s and a t t i t u d e s o f I n d i v i d u a l m a g i s t r a t e s " 
(1973, p. 169). 

A d m i t t i n g t h i s , i n a l a t e r work, t o be a somewhat " s i m p l i s t i c 

i n t e r p r e t a t i o n " , he a l s o notes how p e r s i s t e n t the "human f a c t o r 

'theme'" (1979, p. 86) i s i n r e l a t i o n t o d e c i s i o n s i n the penal 

process. One o f the methods through which Treen then attempted t o 

Inform m a g i s t r a t e s o f a l t e r n a t i v e s t o custody was the Probation 

L i a i s o n Committees (PLCs): m a g i s t r a t e s meeting w i t h the Service t o 

discuss i n n o v a t i o n s and p r a c t i c e s o f cotimon i n t e r e s t . 

On one such occasion i n which ! was an i n v i t e d observer, 13 

magistrates and two members o f p r o b a t i o n management were i n 

attendance. The agenda covered improving the work o f PLC's, suspended 

sentences and j u v e n i l e j u s t i c e . During the d i s c u s s i o n on j u v e n i l e 

o f f e n d e r s Essex - a county adopting an inter-agency p o l i c y - was 

mentioned as was the zero c u s t o d i a l r a t e f o r Basingstoke. Asked t o 

comment on the reasons f o r these successes, one o f the Service 

r e p r e s e n t a t i v e s r e p l i e d : "some o f the impetus f o r t h i s has come from 

the j u v e n i l e panel" and added, " t h e magistrates* c l e r k . " The Chair o f 

the Cormiittee then asked about Section 4A and 48 requirements i n 
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p r o b a t i o n o r d e r s and what the Service was p r o v i d i n g i n the area. They 

were t o l d t h a t 'much was happening* but the Clerk and magistrates were 

"out o f the process". This prompted an inmediate r e p l y from a 

magistrate: " t h e impetus must come from the Service". 

A p r o b a t i o n manager continued, n o t i n g the value t o be gained i n 

the J u v e n i l e Panel and PLC having a meeting w i t h t h e p o l i c e , s o c i a l 

s e r v i c e s and p r o b a t i o n t o increase i n f o r m a t i o n about t he a l t e r n a t i v e s 

a v a i l a b l e t o magistrates. For instance, Essex included a 'Supervised 

A c t i v i t y Order' enabling c o u r t s , under a Supervi s i o n Order, t o Include 

requirements w i t h which the person must comply. A m a g i s t r a t e 

responded: "we can o n l y make Supervi s i o n Orders and can't make a 

Supervised A c t i v i t y Order". One o f f i c e r r e p l i e d : "Oh yes you can". 

(C.J.A. 1982, s. 2 0 ( 1 ) ) . This comment brought t h e meeting t o a 

' c r i t i c a l ' issue f a c i n g the Service and the r e d u c t i o n o f custody 

through I t s p o l i c y i n i t i a t i v e s . 

A m a g i s t r a t e noted t h a t t h e c l e r k s i n t h e court had not 

informed him t h a t 4A and 4b requirements were a v a i l a b l e I n the area 

which, he added, "makes me very angry". Another magistrate, a l s o 

acknowledging t h i s lack o f I n f o r m a t i o n , suggested i t cou l d be 

prevented " I n the r e t i r i n g roorrf'. I t t r a n s p i r e d , as other members o f 

the Comnittee confirmed, c l e r k s had not provided the necessary 

i n f o r m a t i o n upon which t o base an Informed d e c i s i o n . Indeed, a 

ma g i s t r a t e commented one o f the Bench's had repeatedly asked a c l e r k 

t o Inform them what d i s p o s a l s were a v a i l a b l e . This comment 

i l l u s t r a t i n g not o n l y t h e lack o f knowledge m a g i s t r a t e s had r e g a r d i n g 

o p t i o n s i n the sentencing process, but the extent t o which t he 

w i t h h o l d i n g o f knowledge - d e l i b e r a t e l y or otherwise - a f f e c t e d 
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d e c i s i o n s which had a d i r e c t bearing on the e f f e c t i v e n e s s of the 

Service. 

O r g a n i s a t i o n a l S o l u t i o n s t o A l t e r i n g Court P r a c t i c e 

T h i s problem of 'court impact* w i t h i n the SCG was a question, 

as a member of p r o b a t i o n management put i t , of ' p r o f e s s i o n a l 

a s s e r t i o n ' . The SCG document s t a t e d t h a t a r e d u c t i o n i n custody and 

increase i n p r o b a t i o n and community s e r v i c e orders would only "become 

e f f e c t i v e I f we have the confidence of the Courts i n terms of 

c r e d i b i l i t y * * . The methods f o r a c h i e v i n g t h i s increased c r e d i b i l i t y 

i n c l u d e d m o n i t o r i n g proposals f o r measuring the e f f e c t i v e n e s s of 

SIR'S; the development of g u i d e l i n e s f o r a c r i t e r i o n of excellence i n 

r e p o r t w r i t i n g ; p r o b a t i o n management ' i s s u i n g advice* i n n o t - g u i l t y 

pleas; the S t a f f Development O f f i c e r t o develop s t a f f s k i l l s f o r 

" r e l e v a n t s t a f f " ; area management t o plan a programme f o r l i a i s o n w i t h 

Magistrates* Associations and PLCs, plus the Research and I n f o r m a t i o n 

Committee t o mount a 'consumer survey' of Magistrates t o assess the 

extent t o which t h e i r e x p e c t a t i o n s were being met. 

I n a S t a f f C i r c u l a r - issued as an I n s t r u c t i o n - dated 20th May 

19S6, s t a f f were t o l d of a system of monitoring, designed to: 

**measure, evaluate, estimate, appraise your r e s u l t s i n some 
form, i n any terms t h a t r e s t on a n y t h i n g beyond f a i t h , 
a s s e r t i o n and the ' i l l u s t r a t i v e * case". 

Such m o n i t o r i n g - by Services i n general - i s designed t o pursue a 

' c r e d i b i l i t y ' i n c r e a s i n g l y dependent on the a b i l i t y of Service's t o 

o f f e r a ' c o n t r o l i n the community element*, f o r those who might 

otherwise be sentenced t o custody. Nevertheless, as the Planning f o r 

A c t i o n document f i l t e r e d through the Treen Service t o teams, i t s 

problem of implementation became more apparent. 
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F r o n t - l i n e personnel, as w e l l as Seniors, were c r i t i c a l o f the 

SCG's suggestions. During one teams c o n s i d e r a t i o n o f 'Planning f o r 

Ac t i o n ' , members f e l t they were more *,in tune' w i t h c l i e n t s ' needs 

than management and asked the Senior when they were going t o : " s t o p 

the nonsense of r e a c t i n g t o pieces o f paper". Thus, I n the process o f 

Implementation the ' c l i e n t ' had then changed from the court (at the 

SCG l e v e l ) , t o the o f f e n d e r (at team l e v e l ) . Further, c o n f l i c t a l s o 

manifested i t s e l f between the ' p u n i t i v e c r e d i b i l i t y ' sought by the SCG 

and the p r o v i s i o n o f s o c i a l work at the f r o n t - l i n e . As one o f f i c e r 

noted: "nowhere i n the paper does i t mention the word s o c i a l work" 

and proceeded t o question how i t was p o s s i b l e t o d i v e r t people from 

custody by s o c i a l work means? 

These same c r i t i c i s m s a l s o manifested themselves at o t h e r 

l e v e l s o f p o l i c y implementation. At a Research and I n f o r m a t i o n (R and 

I ) Comnittee meeting, i t was noted how, i m p l i c i t i n Planning f o r 

Acti o n , a * c o v e n t i o n a l ' p r o b a t i o n order was an a l t e r n a t i v e t o custody. 

Yet, i t was a l s o noted t h a t t h i s was a low r i s k / h i g h need p r o v i s i o n 

and m a g i s t r a t e s and the Probation Conmlttee saw conrrunlty s e r v i c e as 

the a l t e r n a t i v e t o custody. However, the Cofrmittee had an 

a d m i n i s t r a t i v e remit - the d e v i s i n g o f means f o r m o n i t o r i n g and 

e v a l u a t i n g progranmes - so the d i s c u s s i o n mainly focused on the 

t e c h n i c a l aspects o f measuring programnes o f work, as opposed t o t h e i r 

f e a s i b i l i t y and d e s i r a b i l i t y . 

Back t o SCG 

Seniors a l s o r a i s e d Issues concerning a d m i n i s t r a t i v e pre

s u p p o s i t i o n s w i t h i n the SCG i t s e l f . I n one o f f o u r •downloading' 

groups, the d i s c u s s i o n c e n t r e d on through-care/post-custody. The 
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'Planning f o r Action' aim was: "Successful r e s e t t l e m e n t o f those 

released from custody". The Home O f f i c e p e r s p e c t i v e was t h a t : 

" S u f f i c i e n t resources should be a l l o c a t e d t o through-care t o 
enable the Service's s t a t u t o r y o b l i g a t i o n s t o be 
discharged. .. Beyond t h a t , s o c i a l work f o r of f e n d e r s released 
from custody, though important i n I t s e l f , can only conrnand t h e 
p r i o r i t y which i s c o n s i s t e n t w i t h the main objective o f 
implementing non-custodial measures f o r of f e n d e r s who might 
otherwise r e c e i v e c u s t o d i a l sentences" (SNOP 1984. Part V I , 
para ( c ) . I t a l i c s added). 

This i s considered t o be an a t t & r p t t o r e d e f i n e t h e r o l e o f the 

Service v i s - a - v i s the c r i m i n a l j u s t i c e system: " r a t h e r than I n 

r e l a t i o n t o the needs o f i n d i v i d u a l o f f e n d e r s " (Raynor 1984, p. 43). 

Given t h i s i m p l i c i t q u e s t i o n i n g o f the Service's t r a d i t i o n a l r o l e , t h e 

Home O f f i c e agenda had some bearing on the groups' discussions. 

One member o f the group considered t h a t anyone, given t h e 

l i m i t a t i o n s on resources, who was "not e l i g i b l e f o r parole would not 

be engaged w i t h " . Team resources would be p r i o r i t i s e d i n other areas 

of work ( i n l i n e w i t h SNOP) and t h a t would mean withdrawing s t a f f from 

lower p r i o r i t y areas. Offenders would only then be seen: " i f they 

were i n t r o u b l e and a c t u a l l y s t a t e d they wanted help". As a r e s u l t 

one suggestion was: " t o put a l l parolees on r e p o r t i n g unless they c r y 

help and then put resources a t the other end". However, as group 

members noted, t h i s s o l u t i o n would have problems I n r e l a t i o n t o crime 

p r e v e n t i o n - some c l i e n t s would not then be r e g u l a r l y supervised. 

Members then discussed using cormunity resources t o a l l e v i a t e 

t h i s s i t u a t i o n . Nevertheless, I t was g e n e r a l l y b e l i e v e d a ' f i n e - l i n e ' 

was t o be drawn between h e l p i n g c l i e n t s i n the cormunity by using i t s 

a v a i l a b l e resources - f o r example, v o l u n t a r y groups - and competing 

w i t h other groups i n the cormunity f o r resources which were knov/n t o 
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be already l i m i t e d . 

The End o f the F i r s t 'Voyage' 

A f t e r two days o f extens i v e discussions, Seniors expressed a 

f e e l i n g o f exhaustion. I n a 'feedback' session at the end o f the 

second day, the l i m i t s on time and lack o f c o n s u l t a t i o n i n v o l v e d i n 

the p o l i c y process were s i n g l e d out f o r c r i t l c i s n v In r e p l y , t h e 

Chief made I t c l e a r t h a t c o n s u l t a t i o n c o u l d take place at team l e v e l 

around the f o r n u l a t i o n o f l o c a l t a r g e t s ; Implying t h e onus was on 

Seniors t o ' s e l l * the document t o team members. The completion date 

f o r team o b j e c t i v e s was October (now the end o f March). One Senior 

s a i d i t sounded l i k e they had no o p t i o n and the document was not 

' c o n s u l t a t i v e ' , but a " t a b l e t o f stone". The Chief simply r e p l i e d t h a t 

Planning f o r A c t i o n was "a management document" ( o r i g i n a l emphasis). 

PHASE TW OF THE SCG: SETTING SAIL AGAIN 

Six months a f t e r t h e f i r s t SCG, team o b j e c t i v e s were t o be 

•received' and 'considered', together w i t h the i m p l i c a t i o n s they had 

f o r resources, p r i o r i t i e s and t h e i r i n f o r m a t i o n and measurement needs. 

Tasks had been set by the f i r s t SCG and team responses were t o be 

analysed. For t h i s purpose. Seniors were asked t o b r i n g t h e 

•Planning f o r Action' document, a Research and I n f o r m a t i o n Corifnittee 

document r e l a t i n g t o ' I n f o r m a t i o n and measurement' and s i x copies o f 

t h e i r team o b j e c t i v e s . A d e t a i l e d examination o f team o b j e c t i v e s was 

t o ensure, I n t h e words o f the I n t r o d u c t i o n t o the meeting, t h e i r 

"congruence and v i a b i l i t y (measurable, achievable, t i m e - l i m i t e d ) " . 

The Chief I n speaking t o the meeting, a l l u d e d t o the c o n f l i c t 
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which had evolved around the SCG process and I t s implementation t o 

teams: 

"our s e r v i c e i s about t e n d i n g t o people whose l i v e s are 
somewhat c h a o t i c and disor g a n i s e d ( . . . ) t h i s whole o b j e c t i v e s 
t h i n g poses problems not j u s t f o r people l i k e me, but people 
l i k e you". 

This prompted r e p l i e s t o the Chief. I t was noted how one area w i t h i n 

Treen - w i t h n e a r l y t w i c e the n a t i o n a l average o f c u s t o d i a l sentences 

- "was tantamount, almost, t o a c o r r u p t system i n the c r i m i n a l j u s t i c e 

system^'. What, t h e r e f o r e , i t was asked, c o u l d t h e Service 

r e a l i s t i c a l l y be expected t o achieve i n t h i s area? Another Senior, 

a l s o c r i t i c a l o f the u n d e r l y i n g l o g i c o f the p o l i c y process, added i n 

response: "we must recognize t h e powerful s o c i a l f a c t o r s leading t o 

c r i m i n a l i z a t i o n " . Using a medical analogy, he continued: 

" I t i s l i k e typhoid; you can t r e a t those who come t o you, but 
you w i l l use your resources more e f f e c t i v e l y by going t o the 
water and drainage". 

An ACPO agreed, adding t h a t management had argued w i t h the Home O f f i c e 

over t h e i r "mechanistic view o f o b j e c t i v e s " and expectations made on 

the Service. He a l s o noted t h e consequences o f making u n r e a l i s t i c 

demands on s t a f f i n the p o l i c y process: " I f we don't address t h i s 

Issue we are going t o get a very demoralised s t a f f " . Discussion was 

then c u r t a i l e d by the set a d m i n i s t r a t i v e agenda. ACPO's were then 

i n v i t e d t o present t h e i r 'area perspectives' t o the meeting, which 

r e s u l t e d from r e a c t i o n s t o 'Planning f o r Action'. 

D i f f e r e n t Environments and Standardised P o l i c y 

The f i r s t ACPO spoke about the p e c u l i a r i t i e s o f t h e i r area. I t 

worked t o one co u r t , which had a very high custody r a t e and inner c i t y 

'problems' which were "not recognised by t h e Home O f f i c e " (even though 

- 1 2 8 -



the Department o f the Environment had the c i t y l i s t e d as a ' t a r g e t e d 

area'). Each year "120 men over 21 go i n t o custody". These men were 

"the c l a s s i c p i c t u r e o f the p e t t y , p e r s i s t e n t offender'*. In order t o 

a l l e v i a t e t h i s s i t u a t i o n , as r e q u i r e d by the SCG and Home O f f i c e , a 

c o - o r d i n a t i n g group o f agencies had been suggested. However, t h e 

c l e r k t o the magistrates had i n d i c a t e d an o p p o s i t i o n t o t h i s proposal. 

Resistance i n the 'environment' had, t h e r e f o r e , rendered the 

implementation o f change h i g h l y problematic. This area, t o use the 

n a u t i c a l analogy, was seen by some o f f i c e r s as Treen's 'Bermuda 

t r i a n g l e ' . 

The second area was more ' r u r a l ' i n i t s composition. T h i s area 

was considered t o be "uneconomic" which, as i t s ACPO noted, was a 

conten t i o u s issue among p r o b a t i o n s t a f f . Fines (and hence d e f a u l t ) 

were very h i g h and i t was important t o focus on these i n d i v i d u a l s by 

' t a r g e t i n g * and debt c o u n s e l l i n g . The f a c t t h a t many o f these 

i n d i v i d u a l s had l i t t l e money when the f i n e was imposed was, as noted, 

a ' p o l i t i c a l ' question, so the Service's s t r a t e g y was t o focus on 

I n d i v i d u a l offenders. Indeed, f o l l o w i n g t h i s second SCG, an 

' i n t e r n a l ' Treen memo addressed the issue o f f i n e - d e f a u l t i n two ways. 

F i r s t , by s e t t i n g - u p a working p a r t y on d a y - f i n e s and second t h e 

'core* o f the issue which could not be p u b l i c l y declared: 

"We need t o discuss w i t h sentencers the way the sentence works 
against t h e i r I n t e n t i o n s not only I n reducing t h e i r scope but 
al s o punishing people s o c i a l l y " . 

In the l o g i c o f the SCG process, the answer was i n ' t a r g e t i n g ' , 

'monitoring' and 'working p a r t i e s ' , not d i r e c t l y c o n f r o n t i n g t h e 

i ssue. 

The ACPO continued w i t h sub^area problems and p o l i c y responses. 
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Of the 40 who were l i k e l y t o r e c e i v e Section 4-A or 48 requirements I n 

t h a t year, i t was important t o ensure i t was those who were "most 

vu l n e r a b l e t o custody". In a d d i t i o n , i t was necessary t o "focus on 

s t a t u t o r y c l i e n t s " - I n l i n e w i t h p o l i c y change - which meant less 

contact w i t h v o l u n t a r y c l i e n t s which, w h i l s t admitted t o be 

contentious, was d i c t a t e d by budgetary c o n s i d e r a t i o n s . A Senior 

I n t e r j e c t e d at t h i s p o i n t . This, she said, was " i n c o n f l i c t w i t h the 

t a r g e t i n g o f v u l n e r a b l e groups" as an aim o f crime prevention. She 

continued. One town w i t h i n her area c o u l d o n l y j u s t i f y a p r o b a t i o n 

o f f i c e r t h r e e times a week; not as t h e r e was less crime but because 

"fewer go i n t o c o u r t " . Therefore, i n 'crime prevention' terms t o 

t a r g e t s t a t u t o r y c l i e n t s would be a " s h o r t s i g h t e d p o l i c y " . However, 

as was p o i n t e d out, the number of i n d i v i d u a l s who became s t a t u t o r y 

c l i e n t s was not only d i c t a t e d by l o c a l c o u r t s , but was a l s o an 

o r g a n i s a t i o n a l c r i t e r i a f o r a d d i t i o n a l s t a f f i n g . Thus, t h e r e was a 

c l e a r c o n f l i c t between 'crime prevention' work and the emphasis on 

focussing on s t a t u t o r y c l i e n t s : one was the aim, but the other 

secured an Increased number o f s t a f f . 

The t h i r d area was the most g e o g r a p h i c a l l y dispersed. As such, 

i t s f i r s t o b j e c t i v e was " t o make t h i s more manageable". The 'Local 

p r i s o n ' needed an "Improvement i n i t s resources" and a day c e n t r e 

needed t o ' a t t r a c t ' more c l i e n t s ; the c u s t o d i a l r a t e f o r the main c i t y 

being j u s t under tw i c e the n a t i o n a l average. As w i t h the above areas, 

' u n r e a l i s t i c ' f i n e s and imprisonment f o r d e f a u l t were p a r t i c u l a r l y 

problematic. Yet, at the same time, the ' s a t e l l i t e ' team I n t h e area 

seemed t o be successful i n d i v e r t i n g people from custody, w i t h a 

c u s t o d i a l r a t e j u s t below the n a t i o n a l average. However, t h i s 
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generated some d i s c u s s i o n when t h e ACPO a l l u d e d t o the o v e r a l l aim o f 

reducing r e - o f f e n d i n g . One Senior wished t o d i s t a n c e h i m s e l f from t h e 

Service's a b i l i t y t o prevent r e c i d i v i s m as t h i s "was not w i t h i n our 

power". He continued. "The Service d i d not nor cou l d not, work i n 

t h i s way". I t s purpose, he contended, was the p r o v i s i o n o f "a s o c i a l 

work s e r v i c e t o offenders". 

Coaments such as these c h a r a c t e r i s e d t h e f i r s t two SCG 

meetings. F i r s t , Seniors a l l u d e d t o the purpose o f p r o b a t i o n and how 

r e a l i s t i c i t was t o assume they could achieve those ends which t h e 

p o l i c y process implied. In other words, t he purpose o f p r o b a t i o n -

t r a d i t i o n a l l y t h e r e h a b i l i t a t i o n o f o f f e n d e r s - became i n the SCG 

process t he d i v e r s i o n from custody by the p r o v i s i o n o f tougher 

a l t e r n a t i v e s w i t h no apparent purpose, except pursuing a c o u r t - l e d 

search f o r c r e d i b i l i t y based on demanding and punishing regimes. 

Second, however, t he 'cl i m a t e ' o f policy-making m o d i f i e d the p r i n c i p l e 

i n t o what can be loo s e l y termed 'pragmatism'. Thus, w h i l s t some 

Seniors agreed t h a t t h e purpose o f p r o b a t i o n was a s o c i a l work s e r v i c e 

t o o f fenders. I t was s t i l l important, i n the words o f one, t o "keep 

hold o f the person" i f they do r e - o f f e n d , " I n order t o continue s o c i a l 

work w i t h thenf'. In response. I t was p o i n t e d out t h a t t o 'keep hold' 

of t h e i n d i v i d u a l offender, t h e p r i c e would have t o be a higher 

component o f c o n t r o l i n order t o s a t i s f y the magistracy. 

Nevertheless, these j u s t i f i c a t i o n s f o l l o w e d from the general f e e l i n g 

t h a t i t was o n l y the Service - apart from defence s o l i c i t o r s - who 

seemed t o be "bothered about them (the o f f e n d e r s ) and o f f e r a h e l p i n g 

hand"! ( I t being noted the Service o n l y d e a l t w i t h a m i n o r i t y o f 

offenders; t h e m a j o r i t y o f crime being undetected). Admitted t o be I n 
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a 'catch 22' - s o c i a l work s e r v i c e and a c o u r t - l e d ' c r e d i b i l i t y ' -

meinbers as a whole, were s t i l l concerned t h a t t h e i r e f f e c t i v e n e s s was 

" t o be judged by the r a t e of r e - o f f e n d i n g " . 

MEASUREMENT, INFORMATION. BUDGETS AND EFFECTIVENESS 

Fo l l o w i n g the ACPO's pre s e n t a t i o n s , the agenda continued w i t h 

two other major components of the p o l i c y process: budgeting and 

i n f o r m a t i o n systems t o measure o r g a n i s a t i o n a l performance. I t i s 

these issues i n the p o l i c y process which I wish t o examine i n t h i s 

s e c t i o n . The Chief spoke about The F. M. I . ( F i n a n c i a l Management 

I n i t i a t i v e ) . I t had, the Chief began, t h r e e systems. F i r s t , t h e r e 

was " i n f o r m a t i o n f o r o p e r a t i o n a l c o n t r o l " . Second, th e r e was the 

system of "Resource management - c a l l e d 'outputs' - which the 

pr o b a t i o n s e r v i c e c a l l s s o c i a l I n q u i r y r e p o r t s , p l u s numbers on 

community s e r v i c e and s u p e r v i s i o n " and f i n a l l y , a system f o r 

developing " e f f e c t i v e n e s s management". I t was the l a t t e r , i n 

p a r t i c u l a r , where the F. M. I . had become. I n the Chie f ' s words, "very 

unstuck". 

Objectives, M o n i t o r i n g and Resources 

The Chief continued on the subject of measures which would 

examine o f f e n d i n g behaviour and the "improvement o f SIRs". Whilst 

s e r i o u s offences had been uncovered i n the m o n i t o r i n g process - which 

explained t h e sentences i n d i v i d u a l s r e c e i v e d - 'occupational p r a c t i c e ' 

could s t i l l be at f a u l t . Further, because i n f o r m a t i o n on of f e n d e r s 

from o t h e r agencies could be u n r e l i a b l e , the Chief suggested an 

improvement i n the f i l l i n g of Home O f f i c e forms t o g a i n i n f o r m a t i o n on 
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The conment o f one ACPO t h a t the r e s u l t a n t f i g u r e s would be 

* siinpl I s t i c * acted as a c a t a l y s t f o r an exchange o f views on the 

expectations o f the p o l i c y process. One o f f i c e r noted i t was not 

Magistrates Courts i n t h e i r area t h a t "sent people down", but the 

Crown Court. The SCG was s o l e l y c o n c e n t r a t i n g on sentencing p r a c t i c e s 

i n Magistrates* courts. On the other hand, i n one Magistrates' c o u r t 

which was very p u n i t i v e , t h e s t o r y was s a i d t o be d i f f e r e n t . Here, 

"young and conmitted s o l i c i t o r s a re t r y i n g t o get away f r o m t h e 

magistrates t o crown c o u r t " which was less p u n i t i v e . This o b v i o u s l y 

had i m p l i c a t i o n s f o r m o t i v a t i n g s t a f f . Nevertheless, w h i l s t 

sympathetic t o these 'environmental' issues, SCG members were t o l d by 

a member o f p r o b a t i o n management t h a t " t h e HMls (Pr o b a t i o n 

I n s p e c t o r a t e ) are not i n t o t h i s " . F o l l o w i n g t h i s conment, members 

then f o l l o w e d the agenda and dispersed i n t o t h e i r a l l o t t e d groups. 

In each group, team Seniors were t o present t h e i r team 

o b j e c t i v e s . In the f i r s t p r e s e n t a t i o n , t he conversation soon picked 

up where t h e open forum had l e f t o f f . Members wished t o detach 

themselves from the b e l i e f they could reduce r e - o f f e n d i n g . Also, 

Planning f o r A c t i o n had mentioned 'appropriateness' and ' c l i e n t need', 

but never ' q u a l i t y ' . I n one team's area the i n f l u e n c e on sentencing 

came * not from o b j e c t i v e s , t a r g e t s and i n f o r m a t i o n ' , but " c h a t t i n g t o 

the Clerk and g e t t i n g l o c a l newspaper a r t i c l e s " . In r e f l e c t i n g on 

t h i s s i t u a t i o n , a Senior added t h a t o b j e c t i v e s appeared t o be "your 

own hangman* s noose"! 

Members w i t h i n the group a l s o spoke o f the u n c r i t i c a l 

acceptance o f SNOP by management and i t s t r a n s l a t i o n i n t o SLOP 

(Statements o f Local O b j e c t i v e s and P r i o r i t i e s ) . As one Senior noted: 
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"a good p o i n t seems t o be we don't l e a r n from h i s t o r y . New ideas come 

i n t o the landscape and the o l d i s e n t i r e l y f o r g o t t e n " . Others agreed, 

a l s o q u e s t i o n i n g the natu r e o f the process: "are the goal posts 

s h i f t e d too f r e q u e n t l y " ? However, a Senior r e t o r t e d t h a t "you don't 

have t o s h i f t t h e goal posts t o j u s t i f y your existence". T h i s was t h e 

crux o f the issue. From the Home O f f i c e and Government standpoint, 

the p r o b a t i o n s e r v i c e do. 

Returning t o t h e open forum these same p o i n t s were r a i s e d by 

other groups. Each r e p o r t e d on the progress o f prese n t i n g t h e i r team 

o b j e c t i v e s . However, questions were again asked o f management. I n 

order t o improve e f f e c t i v e n e s s , one Senior asked; "are we about 

encouraging c l i e n t s t o appeal against u n f a i r sentences"? "This", came 

the management r e p l y , "was not a question o f alms and o b j e c t i v e s , but 

pr o f e s s i o n a l p r a c t i c e " . In the view o f management,* o b j e c t i v e s were t o 

enhance, not d e b i l i t a t e f r o n t - l i n e p r a c t i c e . 

The second day began w i t h team Seniors w r i t i n g t h e i r o b j e c t i v e s 

on large sheets o f paper which were posted at each corner o f the room 

f o r general discussion. I n examining one team's o b j e c t i v e s , t h e 

Senior t o l d me t h a t o f the team's 142 SIRs, 22 were from o u t s i d e 

c o u r t s "many o f which are from London, who are Issuing.240 hour CSOs 

which i s out o f my c o n t r o l ! but shows up on my f i g u r e s " . As such, 

they f e l t t h e p o l i c y process was not addressing these ' r e a l ' Issues. 

A f t e r lunch, the agenda moved on t o 'resources and p r i o r i t i e s ' . 

The Chief noted t h e d i f f i c u l t i e s o f b i d d i n g f o r resources a t both 

l o c a l government and Home O f f i c e l e v e l and f e l t t h a t a 'pragmatic 

s t y l e ' i n such a s i t u a t i o n was required. Bids f o r a d d i t i o n a l 

resources had t o ' a n t i c i p a t e ' those areas o f p r o b a t i o n work The Home 
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O f f i c e wanted t o develop. ACPO's and t h e i r area Seniors then met t o 

consider area r e s o u r c i n g i n r e l a t i o n t o o b j e c t i v e s . 

I t was immediately p o i n t e d out t h a t d i v e r s i o n s from p r o s e c u t i o n 

had resource i m p l i c a t i o n s . One Senior s a i d they would need an 

a d d i t i o n a l sessional p r o b a t i o n o f f i c e r so "Why not go f o r i t " ! T his 

proposal a g i t a t e d another Senior who f e l t t h a t r e s o u r c i n g should not 

be reduced t o such 'bidding', b e l i e v i n g t h a t i t depended on ' c l i e n t 

need*. "But", s a i d another member, "we l i v e i n a pragmatic 

worldC, ..)as the Chief said, f u n d i n g i s about p o l i t i c s " . 

Returning t o the open forum, t h e f i r s t area i n d i c a t e d t h a t i f 

they get the orders they asked f o r - " r e q u i r i n g a change i n the way 

the court works" - then resources "would c o l l a p s e " . I n other words, 

i f they succeeded i n being more e f f e c t i v e they would not be i n a 

f i n a n c i a l p o s i t i o n t o provide t h e increased s e r v i c e s necessary. An 

a d d i t i o n a l p r o b a t i o n o f f i c e r , improved l i a i s o n between teams, 

' f l e x i b l e ' use o f a n c i l L a r i e s and b e t t e r m o n i t o r i n g were a l l suggested 

t o a l l e v i a t e t h i s p o s s i b i l i t y . Another area s p l i t t h e i r requirements 

i n t o * e s s e n t i a l ' , 'necessary' and ' d e s i r a b l e ' i n order t o str e n g t h e n 

t h e i r arguments i n the ' p o l i t i c s o f resourcing'. Heated exchanges 

ensued. Some o f t h e i r arguments co u l d be ' g e n e r a l l y j u s t i f i e d ' by a l t 

the areas and perhaps t h e r e f o r e , i t should a l l "go i n t o a pool and 

everybody b i d against each other". 

The c l u e t o these exchanges, as my attendance a t p r o b a t i o n 

management meetings i n d i c a t e d , lay i n two areas. F i r s t , they were 

designed t o get Seniors t o see re s o u r c i n g issues 'more g l o b a l l y ' and 

second, take more r e s p o n s i b i l i t y f o r re s o u r c i n g i n the new 

o r g a n i s a t i o n a l c u l t u r e . Seniors, 1 was t o l d , tend t o see the 
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o r g a n i s a t i o n "end at team l e v e l " . These issues were new t o them and 

as Seniors themselves confirmed, I t was t h e f i r s t time resources were 

discussed i n such a ' c o m p e t i t i v e way' at t h i s l e v e l . 

Finance. Budgeting and Research 

T h i s was a key issue I n t h e ' p o l i t i c s o f change'. I t was 

important t o management t o co-opt Seniors, otherwise f u r t h e r 

d i f f e r e n c e s o f o p i n i o n c o u l d develop between a d m i n i s t r a t i o n on the one 

hand and p r a c t i c e on t h e other. T h i s might then introduce f u r t h e r 

i n t r a - o r g a n i s a t i o n a l c o n f l i c t around FMI concepts o f economy, 

e f f i c i e n c y and e f f e c t i v e n e s s . The t h i r d (and f i n a l ) SCG I attended 

t h e r e f o r e covered 'finance', 'budgeting', 'team managers r o l e s and 

r e s p o n s i b i l i t i e s ' , 'court impact' and 'research and i n f o r m a t i o n * . The 

I n t r o d u c t i o n t o t h i s t h i r d SCG read: 

" I t i s proposed t o use SCG t o look at budget work on both a 
macro - County Probation Conmittee Treasurer - and micro - Team 
Manager - l e v e l . " 

The I n t r o d u c t i o n a l s o drew a t t e n t i o n t o the volume of i n f o r m a t i o n 

Seniors were expected t o d i g e s t - 90 pages - and looked forward " t o 

a h i g h l y p a r t i c i p a t o r y event". 

F o l l o w i n g a paper, 'Planning f o r Action: The Budgets and 

S t r u c t u r e s f o r Court Impact', the Chief began the day by speaking on 

the subject o f Treen's budget. The method f o r i t s implementation began 

w i t h the Chief and County Treasurer ' g e t t i n g together' t o i n t e r p r e t 

important statements - f o r instance, the Chancellor's Autumn statement 

- and d r a f t a budget which the Local A u t h o r i t y was u n l i k e l y t o 

challenge and would be approved by the Probation Committee. I f the 

Local A u t h o r i t y d i d challenge the budget, i t was important t h a t t he 

Home O f f i c e then determined i n favour o f the Committee. 

- 136 -



' A n t i c i p a t i n g ' the p o l i t i c s of the s i t u a t i o n was, t h e r e f o r e , p a r t o f 

the method of budgetary approval. However, the Home O f f i c e had, 

according t o the Chief, " c a l l e d i n a l l budgets f o r 1988/89, by 31st 

January 1988" and " t h e r e was a f e e l i n g among CPOs of s t a f f i n g c o n t r o l 

by the Home O f f i c e " . As such, the p o s s i b i l i t y of ' c e n t r a l r e s t r a i n t ' , 

i n budgetary terms, was a r e a l one. The Home O f f i c e c o u l d then, 

continued the Chief, take the c u r r e n t year "as a bas e l i n e and sto p a l l 

c a p i t a l expenditure" <for Instance, the p o s s i b i l i t y of a new p r o b a t i o n 

o f f i c e ) . The f u t u r e was 'worrying*, w i t h t h e added p o s s i b i l i t y t h a t 

the Home O f f i c e would take i n d i c a t o r s through the Probation 

I n s p e c t o r a t e and then " t e l l us what they t h i n k our budget should be". 

To a n t i c i p a t e t h i s change, the Chief f e l t ' c o urt impact' needed 

t o be increased t o g a i n the necessary c r e d i b i l i t y f o r the Home O f f i c e 

t o approve i t s budgets. P r a c t i c a l l y speaking, t h i s r e q u i r e d a g r e a t e r 

' o f f i c e r presence' i n the courts. This would be determined by l o c a l l y 

i d e n t i f i e d t a r g e t s which would, given the increased s t a f f i n g 

i m p l i c a t i o n s , mean t h a t Seniors would have t o spend more time i n the 

Courts. Further, the Chief noted t h a t the new CS standards would a l s o 

be more expensive; 'ACOP', the Chief added, had i n d i c a t e d t h i s t o the 

Home O f f i c e . The i m p l i c a t i o n s of the 'punishment i n the community' 

proposals c o u l d not t h e r e f o r e be implemented without a d d i t i o n a l 

resources. 

A Senior i n t e r r u p t e d the Chief. She f e l t t h a t ' a l l t h i s t a l k 

of time a l l o c a t i o n and court impact' was f i n e at a macro l e v e l but 

what s p e c i f i c t h i n g s could be done t o improve the s i t u a t i o n . To 

increase the presence of Seniors i n court - t o improve 'impact' and 

a n t i c i p a t e Home O f f i c e budgetary c r i t e r i a - could, i n p r a c t i c e , 
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""undermine the a u t h o r i t y o f the p r o b a t i o n o f f i c e r ' s r o l e i n the 

co u r t " . Another person agreed, adding they wanted t o get back t o the 

Senior they were "6 or 7 years ago" and be more p r o - a c t i v e i n t h e i r 

work: 

"you monitor SIRs a f t e r the bloke has gone down and the ACPO 
comes along and say's t h e f i g u r e s are too high. This i s a l l 
r e t r o s p e c t i v e " . 

The Chief b e l i e v e d t h i s was a case o f o f f i c e r s ' "assertiveness 

t r a i n i n g " i n the Court and closed the dis s e n t by c o n s i d e r i n g the next 

agenda item; the new 'Research O f f i c e r ' appointment. 

The post was designed t o provide o f f i c e r s w i t h i n f o r m a t i o n i n 

r e l a t i o n t o ' p r o f e s s i o n a l p r a c t i c e ' . Despite t h i s , Seniors were 

concerned about 'who' the O f f i c e r works f o r - management or the f r o n t 

l i n e ? In some Services research and i n f o r m a t i o n was provided f o r 

management not POs': "we don't want anyone who i s going t o s i t i n 

Head O f f i c e " . The Chief r e p l i e d t h a t the appointee needed " t o be on 

one o f those dog leads which l e t s i t s e l f out"; i n t i m a t i n g a degree o f 

autonomy circumscribed by managerial a u t h o r i t y . 

Groups were again a l l o c a t e d t o 'feedback' on the above. 

Members shared common concerns, not l e a s t about the appointment o f a 

Research O f f i c e r . Who was t h i s appointment f o r ? Two Seniors, who had 

worked i n other p r o b a t i o n areas, both agreed t h a t t h e i r R and I 

o f f i c e r s "made constant demands and t h a t i s the l a s t you heard o f i t " . 

This was thought t o add t o those s u s p i c i o n s p r o b a t i o n o f f i c e r s a l r e a d y 

had about research. Seniors b e l i e v e d t h a t a ' p r i o r i t y r o l e ' o f these 

appointments was the measurement o f performance i n d i c a t o r s i n order t o 

j u s t i f y r e s o u r c i n g t o the Home O f f i c e , as the Chief's d i s c u s s i o n o f 

budgets' had i n d i c a t e d . In t h i s sense, i t was noted, research becomes 
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r e l e v a n t not t o p r a c t i c e per se, but t o the g a t h e r i n g of i n f o r m a t i o n 

f o r management and ' p o l i t i c s o f resourcing' purposes. 

T a l k i n g about Finances 

In the a f t e r n o o n session, a r e p r e s e n t a t i v e o f the County 

Council ( a l s o the Probation Committee's Treasurer), began h i s speech. 

He stre s s e d h i s department was not a ' p o l i c e f o r c e ' which "takes away 

the underspends, d i s c i p l i n e s f o r overspends and locks people up f o r 

discrepancies. Without you we wouldn't have a jo b . . . we are here t o 

help you". The budget he then d e f i n e d as: 

"An attempt at p r e d i c t i n g , i n advance, the cost o f s e r v i c e 
d e l i v e r y t a k i n g i n t o account a l l known v a r i a b l e s and p o l i c i e s " . 

Statements o f a c c o u n t a b i l i t y a l s o f e a t u r e d i n h i s speech. The 

Service was spending taxpayers* money and the budget was "very 

s t r o n g l y c o n t r o l l e d from t he centre". Key phrases o f budgetary 

r e s p o n s i b i l i t y a l s o f e a t u r e d . For example, overspending was: " l i k e 

t a k i n g away from your next door neighbour", w h i l s t " a t the end o f t h e 

day t he pot i s only so b i g " . Seniors were a l s o t o l d t h a t f o r every £1 

overspent, £3 comes o f f t he Rate Support Grant as a c e n t r a l Government 

sanction. I n such a s i t u a t i o n , w h i l s t t h e Treasurer I s t h e r e t o 

support and not c o n t r o l (as he s a i d I n h i s opening p a r t o f the 

speech): "we would show the overspenders t h a t they have a 

r e s p o n s i b i l i t y f o r t h e i r budget". 

At t h i s p o i n t a Senior I n t e r r u p t e d : "what i f you f e e l you have 

a good cause". 'Then', came t h e r e p l y : "increased resources I s a 

d e c i s i o n o f Probation Conmittee members and i t I s our duty t o Inform 

them o f I t s resource I n p l i c a t i o n s " . 
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The ensuing d i s c u s s i o n - opened t o the f l o o r - was one of the 

most 'charged' I had witnessed. The movement from the ' t r a d i t i o n a l ' 

t o 'cost centre' approach of budgeting was c l e a r l y something -

c o n t r a r y t o the Treasury r e p r e s e n t a t i v e ' s a s s e r t i o n - t h a t Seniors 

were not going t o r e l i s h . Indeed, d u r i n g f i e l d w o r k , two p r o b a t i o n 

o f f i c e r s t o l d me t h a t t h e i r experiences w i t h a ' p i l o t ' of t h i s method 

s p l i t the team and became ' d i v i s i v e ' . I was t o l d they "Just i n h e r i t e d 

i t " and d e s p i t e complaints t o NAPO, the r e was " n o t h i n g we could do 

about I t " . These concerns were a l s o r e f l e c t e d i n the SCG forum- One 

Senior, experienced i n t h i s area was emphatic: 

" I don't want anybody t o be under the i l l u s i o n i t i s a problem 
f r e e process. Probation o f f i c e r s do not t h i n k e a s i l y i n terms 
of the budgeting process". 

This Senior, as par t of a budgetary p i l o t programme, had 

p r e v i o u s l y had c o n t r o l over marginal savings - a l l o w i n g a f t e r n o o n 

phone c a l l s ; 2nd c l a s s post o n l y and 'doubling up* t o save t r a v e l 

costs. However, t h i s was o f f s e t by the "increased SPO time i n 

managing t h i s " . A l l of which, he said, saved o n l y "10% of 101". At 

t h i s p o i n t a member of management i n t e r j e c t e d . Seniors' 'new r o l e ' , 

l i k e t h a t of senior s e c r e t a r i e s , was as 'resource managers' and these 

were ' f o c u s i n g r o l e s ' , i n t e g r a t i n g the e f f o r t s of s e n i o r s e c r e t a r i e s , 

area management, Seniors and u l t i m a t e l y teams. Another Senior 

r e p l i e d : " i f we only have c o n t r o l over 10% of lOZ what use i s t h i s " ? 

This heated d i s c u s s i o n was brought t o a c l o s e by a member of 

pro b a t i o n management. They d i d not appeal t o reason, but f a t a l i s m : 

" I f we are going t o be i n i t , so are you"! 
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DISCUSSION 

The ' i t ' i n t h i s chapter was a new 'environment' at odds w i t h 

the t r a d i t i o n a l nature and f u n c t i o n of the Service. I n the process of 

i n t e r p r e t a t i o n and implementation of Home O f f i c e p o l i c y - an 

understanding of which has been t h e purpose of t h i s chapter - i t was 

c l e a r t h a t an 'implementation gap' e x i s t s between p r o b a t i o n management 

and f r o n t - l i n e s t a f f . Seniors t r a n s l a t e d management p o l i c y i n terms 

of how i t could be ' p r a c t i c a l l y ' implemented at the f r o n t - l i n e as w e l l 

as i t s e f f e c t s on s t a f f morale and the environmental impediments which 

e x i s t e d t o i t s e f f e c t i v e implementation. F r o n t - l i n e s t a f f t r a n s l a t e d 

the purpose of p o l i c y change from being the court as the ' c l i e n t * , t o 

the offender. I n a d d i t i o n , the focus of p o l i c y change i t s e l f 

appeared, at times, t o be c o n t r a d i c t o r y . For example, p o l i c y demanded 

a focus on s t a t u t o r y c l i e n t s which would a l s o g a i n the Service 

a d d i t i o n a l s t a f f i n g i n terms of increased c l i e n t / s t a f f r a t i o s . 

However, i n c o n c e n t r a t i n g on s t a t u t o r y c l i e n t s , o t h e r c l i e n t s could be 

neglected which had i m p l i c a t i o n s f o r the Service's general aim of 

crime prevention. This created a t e n s i o n which Seniors perceived as 

one between c l i e n t s ' needs and the ' p o l i t i c s ' of the Service g a i n i n g 

a d d i t i o n a l resources using performance i n d i c a t o r s . 

Seniors* r e a c t i o n s were, I n the main, suppressed, but s t i l l 

found t h e i r o u t l e t i n the SCG process i t s e l f . Outside of the SCG, 

b e l i e f s were expressed i n the q u e s t i o n n a i r e and d u r i n g f l e l d w o r k which 

demonstrated d i v i s i o n s of o p i n i o n o c c u r r i n g w i t h i n the o r g a n i s a t i o n ; 

i n p a r t i c u l a r , between p r o b a t i o n management and the f r o n t - l i n e . As 

one person said: 
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" I t ' s l i k e l i v i n g I n a one-party State. We should get back t o 
our core task: the s u p e r v i s i o n o f of f e n d e r s , and buy I n 
p r o f e s s i o n a l s f o r other tasks and not t r y t o do them ourselves" 

Change undoubtedly a f f e c t s the 'dynamic conservatism' (Schon 

1971) o f some o r g a n i s a t i o n s - the o l d i s understood and anything new 

i s viewed w i t h suspicion. Nevertheless, I n 'top-down' Implementation 

terms i t was p o s s i b l e t o see how p r o b a t i o n management were under 

Increased pressure t o a l t e r the nature o f the o p e r a t i o n and p r a c t i c e 

o f the Service, These changes revo l v e d not j u s t around ends, but a l s o 

means. I n the p u b l i c sector, one such change which causes p a r t i c u l a r 

c o n f l i c t i s the d r i v e t o economise and r a t i o n a l i s e o r g a n i s a t i o n s . I 

have suggested, i n chapter 2, t h a t p r o b a t i o n o f f i c e r s were f a m i l i a r 

w i t h budgeting I n terms o f a s s i s t i n g t h e i r c l i e n t s , but not w i t h t h a t 

o f the o r g a n i s a t i o n as a whole. Whether t h i s p e r s p e c t i v e i s r i g h t or 

wrong I s not the case at t h i s l e v e l o f policy-making i n the 

o r g a n i s a t i o n . What i s c l e a r was t h a t change i n t h i s d i r e c t i o n i s a l l 

too r e a d i l y subsumed by management under the general guise o f a 'new 

realism' and ' r e s p o n s i b i l i t y ' on the p a r t o f a l I s t a f f . 

These changes are p o l i t i c a l l y charged and I n s p i r e d , r e q u i r i n g 

change by persuasion and u l t i m a t e l y . I f necessary, an a l l u s i o n t o 

f a t a l i s m . This occurred d u r i n g discussions on budgeting. Seniors, 

c l e a r l y unhappy w i t h the nature o f SCG discussions, were f i n a l l y t o l d 

by a member o f p r o b a t i o n management: " t h i s I s the way I t i s and we 

have no choice". 

As o b j e c t i v e s and t a r g e t s were set, d i s s e n t arose not o n l y 

w i t h i n the SCG and teams - as discussed - but a l s o other meetings. 

The r e s u l t was t h a t the p o l i t i c a l l o g i c and u n d e r l y i n g values o f the 

process were, a l b e i t t e n ^ o r a r i l y , exposed. Thus, d u r i n g one Research 

- 142 -



and I n f o r m a t i o n Corrmlttee meeting the d i s c u s s i o n centred on a 

p a r t i c u l a r t a r g e t . The ACPO was asked: "Where d i d you get t h i s 15Z 

frorrf*? The ACPO gestured t o the sky t o s i g n i f y I t was 'plucked' from 

there. The questioner then asked I f I t was then "open t o n e g o t i a t i o n " . 

However, the Chair of the meeting intervened t o b r i n g the agenda back 

t o the issue o f the t a r g e t ' s measurement, not I t s r a t i o n a l e . 

These tensions, between the t e c h n i c a l (measurement) and 

p o l i t i c a l ( d e s t r a b i I I t y / f e a s l b l L I t y ) , cause a sense o f f r u s t r a t i o n 

among those subjected t o such changes. For example. I n r e p l y i n g t o 

'what are the worst aspects o f your work', answers t o the survey were 

d i v i d e d i n t o two categories. F i r s t , t h e r e was the i n a b i l i t y t o hel p 

some c l i e n t s and the s t r e s s t h i s causes (occupational and task 

r e l a t e d ) , such as: "Stress management and balancing t h e 

I d e n t i f i c a t i o n w i t h the c l i e n t and s o c i e t y he has offended against". 

Secondly, t h e r e was considerable d i s s a t i s f a c t i o n over a d m i n i s t r a t i v e 

issues. For some, a d m i n i s t r a t i o n was "necessary but boring". 

However, most were negative. "We are drowning I n I r r e l e v a n t paper", 

w i t h an "enphasls on re c o r d i n g e v e r y t h i n g , i n c l u d i n g t r i v i a l d e t a i l s " . 

Themes i n the r e p l i e s a l s o concentrated on 'measurement' i n r e l a t i o n 

t o o b j e c t i v e s , n o t i n g i t Is: 

"very hard f o r good q u a l i t y s o c i a l work t o be measured; 
o f f i c i a l methods o f e v a l u a t i o n don't t e l l the whole s t o r y " . 

One person f e l t ' f r u s t r a t e d ' : 

"because R and I I s seldom d i r e c t l y r e l e v a n t t o work pressures 
and needs, and one can see the p o t e n t i a l f o r a clo s e r working 
r e l a t i o n s h i p " . 

Some spoke of the o r g a n i s a t i o n "upholding corrmon processes, not 

standards". The HQ o f Treen had a l s o been nicknamed 'The Ark', removed 
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from the ' r e a l i t i e s ' o f p r o b a t i o n work: 

"A r e s u l t o f t h i s i s t h a t one f e e l s HQ i s an incestuous u n i t 
t h a t c o u l d f u n c t i o n n i c e l y i f we d i d not i n f a c t e x i s t " ! 

These r e p l i e s expressed tensions between the j u s t i f i c a t i o n s f o r 

a d m i n i s t r a t i v e a c t i o n on the one hand and those o f occupational 

p r a c t i c e on the other. As E t z i o n i has noted, t h e j u s t i f i c a t i o n f o r a 

p r o f e s s i o n a l ' s a c t i o n " i s t h a t i t i s , t o the best o f the 

p r o f e s s i o n a l ' s knowledge, the r i g h t a c t " (1969, p. x>. On the other 

hand, the: 

" u l t i m a t e j u s t i f i c a t i o n f o r an a d m i n i s t r a t i v e act i s t h a t i t i s 
i n l i n e w i t h the o r g a n i s a t i o n ' s r u l e s and r e g u l a t i o n s , and t h a t 
i t has been approved, d i r e c t l y or by i r r p l i c a t i o n - by a 
su p e r i o r rank" (1969, p. x i ) . 

The d i v i s i o n s o f which these r e p l i e s are symptomatic, were a l s o 

beginning t o show between SPOs and maingrade and a n c i l l a r y s t a f f . 

Even w i t h i n the SCG t h e r e was a c l e a r f e e l i n g , found among a l l ranks, 

t h a t i t was "going i n the wrong d i r e c t i o n " . This was f u r t h e r 

s u b s t a n t i a t e d by the conments members made i n r e l a t i o n t o the changes 

the Service had faced i n the 1980s: "the i n d u s t r i a l .model o f 

o b j e c t i v e s and t a r g e t s " had "o n l y l i m i t e d a p p l i c a t i o n " f o r the 

Service. Performance measures, as an I n d i c a t o r o f t h i s t r e n d , a l s o 

led t o dysfunctions. One merrtier spoke o f "a b i t more o f watching 

one's back". This r a p i d o r g a n i s a t i o n a l change r e s u l t e d i n a: 

" b l u r o f a c t i v i t y as a means o f obscuring d i m i n i s h e d 
e f f e c t i v e n e s s ( . . . > u n r e a L i s t l c alms and too much p u b l i c i t y t h a t 
cannot be l i v e d up t o " . 

Further, s t a f f wanted t o know whether t he "emphasis on p r a c t i c e 

consistency" was f o r them "or management". 

For a few, these changes provided a means t o challenge e x i s t i n g 

and outdated p r a c t i c e s . For instance, SNOP provided o p p o r t u n i t i e s : 
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"SNOP has not been popular i n terms o f i t s p h i l o s o p h i c a l 
tenets, but has had the b e n e f i t o f c o n c e n t r a t i n g t h e mind on 
the Service and the r e s t o f us on what we are about". 

Although t h e o p i n i o n o f a small number, i t infuses change w i t h 

increased p o l i t i c a l p o t e n t i a l w i t h i n the o r g a n i s a t i o n . 

Probation management, as a study o f the SCG has suggested, 

responded t o Home O f f i c e changes and enacted 'mezzo* p o l i c y changes. 

However, t h e r e a c t i o n s o f s t a f f were mainly negative. T h i s may be 

expressed i n terms o f the e f f i c i e n c y / e f f e c t i v e n e s s debate. One senior 

member o f the Service once t o l d me t h a t : " e f f i c i e n c y i s doing t h i n g s 

r i g h t " and e f f e c t i v e n e s s "doing the r i g h t t h i n g s " . He saw h i s j o b as 

the r e c o n c i l i a t i o n o f ' d i f f e r e n t tunes' i n the o r g a n i s a t i o n . On the 

one hand, t h e Home O f f i c e and, on the other, the p r a c t i t i o n e r and 

t h e i r c l i e n t s . Yet, perspectives v a r i e d on the p o t e n t i a l f o r such 

r e c o n c i l i a t i o n ; even more so as p o l i c y becomes the preserve o f 

management, d e s p i t e the f a c t over h a l f (56X) o f respondents f e l t t h e 

s e t t i n g o f new 'county-wide* o b j e c t i v e s was p a r t o f t h e i r r o l e . 

Seniors and probat'ion management a l s o found themselves 

expressing d i f f e r e n t b e l i e f s concerning t h e expectations o f p o l i c y . 

For Seniors i t was how t o motivate f r o n t - l i n e s t a f f who, they argued, 

were already working hard i n d i f f i c u l t circumstances. W i t h i n the SCG 

t h i s t r a n s l a t e d i t s e l f as the question: ' f o r whom and how are 

standards derived*? 

SUMMAf̂ Y 

This chapter has examined p o l i c y changes enacted by p r o b a t i o n 

management and the r e a c t i o n s o f other grades t o these. However, no 
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a n a l y s i s would be complete w i t h o u t understanding the 'environment' i n 

which such p o l i c i e s are supposed t o be implemented and the 

perspectives of p r o b a t i o n personnel i n r e l a t i o n t o the o r g a n i s a t i o n 

and t h e i r work. This provides an a l t e r n a t i v e view t o t h i s chapter; 

not from the p o i n t of view of seeing p o l i c y from the 'top-down*, but 

from the * bottom-up'. For instance, s i t u a t i o n a l c o n s t r a i n t s w i t h i n 

the environment, as suggested, may e x i s t which prevent t h e 

implementation of p o l i c y . I f p o l i c y i s not ' i n tune' w i t h the 

'environment', i t w i l l be at best i n e f f e c t i v e and at worst 

o b s t r u c t i v e . This i s the subject of chapters 5, 6 and 7. Thus, w h i l e 

the 'implementation gap' shows a discrepancy between p r o b a t i o n 

management and the f r o n t - l i n e , t h e understanding of t h i s should: 

"be searched f o r not i n the breakdown of the compliance system, 
but i n the s t r u c t u r e of the work s i t u a t i o n from which the 
workers ' a n t a g o n i s t i c ' i n t e r e s t s a r i s e " (Lipsky 1980, p. 17). 

This moves away from the 'top-down' implementation p e r s p e c t i v e 

- which assumes a compliance on the part of those who enact p o l i c y and 

an understanding of t h e i r 'environment' on the par t of those who make 

p o l i c y - towards a g r e a t e r understanding of the 'environment' i n which 

p r o b a t i o n work i s enacted and the problems faced by f r o n t - l i n e 

personnel on an 'everyday' basis. I t i s t o t h i s 'micro* world, t h a t 

the study now turns. 
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NOTES 

1. The reader i s r e f e r r e d t o the Appendix i n r e l a t i o n t o each 
question. Also, i n the ta b l e s , the f i g u r e s are shown i n row 
percentages (and should be read down f o r comparison between 
groups) and are rounded f o r ease of understanding the 
d i s t r i b u t i o n s . Three q u e s t i o n n a i r e s were returned w i t h the 
front-page missing which meant, as the q u e s t i o n n a i r e was 
photocopied 'double-sided', the answers t o t h i s question were 
a l s o missing. By deduction, knowing the i d e n t i f i c a t i o n numbers 
sent t o each team w i t h i n Treen, I was able t o match the 
qu e s t i o n n a i r e w i t h the respondent. 

2. Members of pr o b a t i o n management are excluded and two answers 
were missing. I n a d d i t i o n , f o r ease of understanding, t h e 
t a b l e i s presented on a disagree-agree dichotomy; although I 
have i n d i c a t e d i n the t e x t those who ' s t r o n g l y agreed'. 
Further, I have used chi-square as a c o n f i r m a t o r y t e s t ( t o t e s t 
hypothesis i . e . t h a t t h e r e i s a s i g n i f i c a n t r e l a t i o n s h i p 
between v a r i a b l e s ) of s i g n i f i c a n c e . However t h i s has, as w i t h 
s t a t i s t i c a l t e s t s i n general, some assumptions. F i r s t , t h a t 
the "data must c o n s i s t of randomly sel e c t e d , independently 
measured cases" (Erickson and Nosanchuk 1983, p. 255). I n t h i s 
case a 70% response r a t e i s considered r e p r e s e n t a t i v e of the 
population. Second, the 'expected* values of the 'no 
r e l a t i o n s h i p ' ( t h e ' n u l l * hypothesis) t a b l e , have values of 10 
or more i n each c e l l f o r a 2x2 t a b l e (Yates c o r r e c t i o n , f o r 2x2 
ta b l e s , i s used a u t o m a t i c a l l y by the programme SPSSX which i s 
used), or, f o r l a r g e r t a b l e s 6 or more at a 5 1 t e s t l e v e l 
(higher f o r more demanding t e s t s . See Huxley 1986, p. 649). 
However, as a t e s t of s i g n i f i c a n c e , t h i s says no t h i n g of the 
strength of the r e l a t i o n s h i p between v a r i a b l e s . I n 2x2 t a b l e s 
' p h i ' would be used ( t h e d i v i s i o n of chi-squared by the sample 
s i z e and take the square r o o t of the answer which, t h e r e f o r e , 
a l l o w s f o r f l u c t u a t i o n s i n chl-square which i s s e n s i t i v e t o 
sample s i z e s ) and i n l a r g e r t a b l e s Cramer's V ( v a r i e s between 0 
and 1 depending on the s t r e n g t h of the a s s o c i a t i o n ) . 

3. T h i s technique i s known as ' e l a b o r a t i o n * : the i n t r o d u c t i o n of 
a t h i r d v a r i a b l e t o a s s i s t i n the understanding or s p e c i f y i n g 
of an observed r e l a t i o n s h i p (see Rosenburg 1969, p. 201 
onwards, or, Moser and Kalton 1983, p. 447 onwards). I n 
a d d i t i o n , c e l l s of the t a b l e w i t h expected frequencies of l e s s 
than 5, ranged from 2 out of 9 t o 7 out of 9. This made any 
computation of s i g n i f i c a n c e too u n r e l i a b l e . 

I . I took up t o ten years as one category and 11 years p l u s as the 
other. My reasoning i s t h a t o r g a n i s a t i o n a l change has been 
s i g n i f i c a n t i n the l a s t t e n years. Therefore, those j o i n i n g 
a f t e r t h i s p o i nt may consider o r g a n i s a t i o n a l change as the 
* norm', but those s e r v i n g longer may remember the days of the 
'autonomous* o f f i c e r , r e s p o n s i b l e f o r e x e c u t i o n and f o r m u l a t i o n 
of p o l i c y . Also, i n the a n a l y s i s 2 degrees of freedom r a t h e r 
than f o u r are given f o r longer s e r v i n g members (11 years and 
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over) as t h e r e were no a n c t l l a r i e s i n t h i s category. Many use 
such posts i n order t o q u a l i f y f o r CQSW t r a i n i n g and hence may 
not stay as iong as p r o b a t i o n o f f i c e r s . The t a b l e was, 
t h e r e f o r e , a 3x2 (where d. f = (row-1) (column-l)) and on l y one 
c e l l had an expected frequency o f less than 5. 

5. I n other c o u n t r i e s t h i s i s not so much o f a problem and 
r e f l e c t s t h e d i f f e r i n g r o l e s a l l o t t e d t o probation. I n the 
Dutch j u s t i c e systen\ t h e p r o b a t i o n s e r v i c e are o f t e n a "key 
mediating l i n k between research (on crime) and the j u d i c i a r y " 
(Downes 1986, p. 21). 
The 1983 Home O f f i c e B r i t i s h Crime Survey concluded t h a t i t s 
f i n d i n g s c o n f l i c t e d " w i t h the widespread b e l i e f t h a t t h e p u b l i c 
are impatient w i t h the leniency o f the le g a l systeirf' (Hough and 
Mayhew, 1984). Further, Wright notes i n surmarising p u b l i c and 
v i c t i m surveys: "a s u b s t a n t i a l number o f people are beginning 
t o say 'use r e p a r a t i v e sanctions i n s t e a d o f punishment'" (1987, 
p. 107). 

6. Gouldner sees 'background assunptions' as p r o v i d i n g : "some o f 
the bases of choice and the i n v i s i b l e cement f o r Li n k i n g 
t o g e t h e r p o s t u l a t i o n s " (1971, p. 29). 

7. I n r e l a t i o n t o v i c t i m s and c o u r t s f a c i l i t i e s t h e r e i s a l s o 
considerable v a r i a b i l i t y . See Shapland and Cohen (1987). 

8. The f i v e questions - 10a t o 11c - were designed t o enable the 
person t o r e p l y i n a way they f e l t t o be the most r e l e v a n t and 
a p p r o p r i a t e t o t h e i r work. To f u l l y analyse these questions 
they r e q u i r e d t r a n s f e r onto A4 sheets and were then coded. 
However, no 'theme' or p o i n t was l o s t i n the process and t h i s 
method generated 40 ' A4' sides o f data. 

9. One such form i s the Home O f f i c e Form 20. This includes t h e 
pr o b a t i o n area code; sex o f offender; previous h i s t o r y 
( i n c l u d i n g any sentences); type o f su p e r v i s i o n ; i t s length; the 
off e n c e i t s e l f ; the cou r t ; s u p e r v i s i o n a d d i t i o n a l requirements 
and reasons f o r t e r m i n a t i o n o f the order. Each o p t i o n i s pre-
coded f o r the o f f i c e r t o complete and t o be subsequently 
analysed by Home O f f i c e 'software'. 

10. A senior members o f the Service expressed s u r p r i s e a t my wish 
t o j o i n t h i s p a r t i c u l a r SCG, not co n s i d e r i n g i t so r e l e v a n t t o 
my work. By now the q u e s t i o n n a i r e had been p r e l i m i n a r i l y 
analysed and I had spent some time ' i n the f i e l d ' at meetings 
throughout the Service. The ' p o l i t i c s o f i n c o r p o r a t i o n ' o f 
Seniors i n t o FMl d i c t a t e s were i n my mind and t h i s forum gave 
an o p p o r t u n i t y t o t e s t t h i s and see the ' p o l i t i c s o f 
i n c o r p o r a t i o n ' i n a c t i o n ' . 
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" I f q u a l i t a t i v e aspects o f s e r v i c e d e l i v e r y are neglected* cost 
r e d u c t i o n s and volume r e c e i v e more a t t e n t i o n as workers and 
managers accommodate t h e i r behaviour t o agency s i g n a l s o f 
p r i o r i t i e s . This c o n t r i b u t e s t o the s e l f - f u l f i l l i n g prophecy 
of t h e I n e f f e c t i v e n e s s and u l t i m a t e i r r e l e v a n c e o f s o c i a l 
s e r v i c e s . . . " (Lipsky 1980, p. 177). 

" I n d e s c r i b i n g the conmunity b r i e f o f the p r o b a t i o n o f f i c e r we 
are h i g h l i g h t i n g an e s s e n t i a l task o f t h e Service - namely, t o 
reduce the I s o l a t i o n o f those men and women who have become 
Involved w i t h the c r i m i n a l J u s t i c e process (Harding 1987, p. 
8). 

The l a s t chapter examined p o l i c y change and t h e c o n f l i c t t h a t 

surrounded I t . T h i s chapter and the f o l l o w i n g two examine the issues 

which surround p r o b a t i o n work I n an 'everyday' ( I n t e r a c t i o n a l ) 

context. They are, so t o speak, about the 'nuts and b o l t s ' o f 

probation: working w i t h o f f e n d e r s I n a v a r i e t y o f s e t t i n g s and w i t h 

the c o u r t s i n d i f f e r e n t areas - at the ' f r o n t - l i n e ' . I n Lipsky's 

(1980) terms, they are about people's 'work s i t u a t i o n ' and ' b e l i e f s ' . 

Therefore, they examine the d i s c r e t i o n a r y nature o f p r o b a t i o n work, 

h o p e f u l l y adding t o an understanding o f t h e 'implementation gap' 

discussed I n the previous chapter. 
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W i t h i n these broader aims t h i s chapter examines t h e 

perspectives o f p r o b a t i o n s t a f f on c e r t a i n key issues and on t h e i r 

changing r o l e s . With t h i s i n mind, t h e survey asked several 

questions* such as: 'what i s i t t h a t people f i n d most s a t i s f y i n g about 

pr o b a t i o n work'? 'What are t h e i r b e l i e f s concerning the degree o f 

a c c o u n t a b i l i t y and autonomy they have w i t h i n t h e Service'? 'How 

accountable do they f e e l towards d i f f e r e n t groups* such as t h e c o u r t s , 

Home O f f i c e and c l i e n t s ' ? 'What are the changes i n r o l e o f s t a f f 

which have been and are t a k i n g place w i t h i n the Service'. F i n a l l y , 

how do p r o b a t i o n personnel f e e l about these and what are t h e i r e f f e c t s 

on working p r a c t i c e ? F i r s t , t h e que s t i o n i s asked: what i s i t t h a t 

provides Service members w i t h the impetus t o undertake p r o b a t i o n work? 

The 'Binding Ethos' 

Space precludes v e n t u r i n g i n t o t h e "s t a g g e r i n g c u r r e n t 

l i t e r a t u r e " (Abbott 1981, p. 820) on professions. Some authors have 

o p e r a t i o n a l i s e d the concept on t h e basis o f a l i s t o f c h a r a c t e r i s t i c s 

and t h e extent t o which occupations approximate t o these, determines 

the l e v e l o f t h e i r p r o f e s s i o n a l s t a t u s . Thus, Toren s t a t e d a f t e r 

l i s t i n g occupational c h a r a c t e r i s t i c s : 

"An occupation w i l l be c l a s s i f i e d as a semi-profession i f i t 
lacks one or more o f the p r o f e s s i o n a l q u a l i t i e s p o i n t e d out 
above" (1967, p. 141). 

However, the focus o f the study o f pr o f e s s i o n s then switched from what 

a p r o f e s s i o n ' i s ' , t o the process whereby occupations attempt t o 

'become* p r o f e s s i o n s (Becker 1962; Hughes 1971) and from t h e r e t o one 

o f t h e r e l a t i o n s h i p o f p r o f e s s i o n s t o t h e economic end p o l i t i c a l 
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system (Johnson 1972, 1980; Larson 1977). 

While these v a r i a t i o n s i n approaches e x i s t , i t i s p o s s i b l e t o 

di s c e r n w i t h i n occupations c e r t a i n b e l i e f s which p r o v ide on Impetus t o 

j o i n t h e i r ranks and continue t h e work. That i s , not j u s t 'why' 

people j o i n c e r t a i n occupations, but what b e l i e f s do they share, i f 

any? Thus, i n t h e survey p r o b a t i o n personnel were asked; ' I f a 

person was seeking work l i k e yours and asked you t o b r i e f l y t e l l them 

what personal s a t i s f a c t i o n you gained from i t , what would you t e l l 

them? 

' I n t e g r i t y * , ' c r e a t i v i t y * and ' v a r i e t y ' a l l f e a t u r e d i n 

d e t a i l e d r e p l i e s : " I s t i l l b e l i e v e our i n t e r v e n t i o n can change 

people's l i v e s f o r the b e t t e r " . For some, p r o b a t i o n work gave an 

o p p o r t u n i t y t o s a t i s f y deep roote d needs: 

."These are g e n e r a l l y a s sociated w i t h t h e common humane 
s p i r i t u a l need w i t h i n everybody t o f e e l a t one w i t h one's 
f e l l o w man, and t o share what one has w i t h those who don't have 
I t " . 

The %#ork was even described as "a l i t t l e l i k e p a i n t i n g a p i c t u r e w i t h 

people in s t e a d o f colour". To one a n c i l l a r y i t was " t h e most 

rewarding j o b I have done", thereby g i v i n g t o o t h e r s a "sense o f 

achievement i n enpowering people and h e l p i n g them towards personal 

s o l u t i o n s " . Another person l i n k e d t h i s b e l i e f w i t h t h e l a t i t u d e t h e 

j o b gave her f o r i t s execution - " i t c a t e r s f o r my personal 

philosophy". 

Others e x p l i c i t l y mentioned the s o c i a l and p o l i t i c a l aspects o f 

the work, as w e l l as h e l p i n g i n d i v i d u a l s per se: 

'The a b i l i t y t o o c c a s i o n a l l y make a p o s i t i v e c o n t r i b u t i o n t o 
someone els e ' s l i f e and t o minimize the p o t e n t i a l damage done 
by t he a u t h o r i t y o f the State". 
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Enjoying " h e l p i n g t h e u n d e r p r i v i l e g e d and misunderstood" and g i v i n g 

pleasure t o come "between bureaucracy and a d i s t r e s s e d person", were 

al s o mentioned. The m a j o r i t y would have agreed w i t h these sentiments: 

"We should always attempt t o r e f l e c t t h e acceptable and c a r i n g 
face o f a system designed t o g r i n d down those at the lower 
l e v e l s o f s o c i e t y " . 

The answers t o t h i s q u e s t i o n r e f l e c t e d two dominant themes. 

F i r s t , the a b i l i t y t o help people and second, having the l a t i t u d e t o 

do so. The former i s the ' b i n d i n g ethos' o f p r o b a t i o n work. I t 

combines elements o f a l t r u i s m w i t h a view o f an agency which a l l o w s 

elements o f d i s c r e t i o n t o a s s i s t i n t h i s aim. This ethos has, I n p a r t , 

been i d e n t i f i e d i n other research undertaken on the Service (Keynon 

and Rhodes undated; Boswell 1982; Oavies and Wright 1989). W i t h i n t h e 

Service, t h i s 'core b e l i e f i s apparently strong. With t h i s I n mind, 

the remainder o f t h i s chapter I s devoted t o examining the perceptions 

of s t a f f on autonomy, a c c o u n t a b i l i t y and the changing r o l e o f s t a f f . 

Autonomy and A c c o u n t a b i l i t y 

A set o f questions I n the survey asked p r o b a t i o n personnel 

about t h e i r a f f i l i a t i o n s t o both t he o r g a n i s a t i o n and i t s c l i e n t s . 

Chapter 4 I n d i c a t e d a change i n p e r s p e c t i v e as p o l i c y was Implemented; 

t o f r o n t - l i n e s t a f f t h e ' c l i e n t ' was not the c o u r t as the SCG 

intended. I n a d d i t i o n , two f u r t h e r questions needed t o be rai s e d . 

F i r s t , t h e degree o f a c c o u n t a b i l i t y s t a f f f e l t towards v a r i o u s groups 

and second, whether they wished t h i s t o 'remain t h e same', 'Increase' 

or 'decrease'. The former q u e s t i o n thus asked what s t a f f 'believed' 

e x i s t e d and the l a t t e r what they 'desired' t o be the s i t u a t i o n . 

F i r s t , how has autonomy been defined? H a l l has s t a t e d 

autonomy i s : 
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"the f e e l i n g t h a t the p r a c t i t i o n e r ought t o be allowed t o make 
de c i s i o n s w i t h o u t e x t e r n a l pressure from c l i e n t s , from o t h e r s 
%^o are not merrbers o f h i s ( s i c ) p r o f e s s i o n , or from h i s 
enp l o y i n g o r g a n i s a t i o n " (1969, p. 82). 

Autonomy, according t o Forsyth and Danisiewicz (1985), may be measured 

on two dimensions. F i r s t , from t h e c l i e n t and second, from t h e 

employing o r g a n i s a t i o n . They a l s o note t h a t : 

" t h e l e v e l s o f a t t i t u d i n a l autonomy among occupational ment>ers 
might w e l l p r o v i d e a means t o index the p r o f e s s i o n a l i z a t i o n o f 
occupations" (1985, p. 61). 

The r e s u l t i n g b e l i e f s then form a p i c t u r e o f the 'assumptive worlds' 

of p r o b a t i o n personnel.' 

The f i r s t q u e s t i o n asked: ' I n cases o f doubt over occupational 

p r a c t i c e , should the c r i t e r i a f o r i t s r e s o l u t i o n be i n the i n t e r e s t s 

o f the r e p u t a t i o n o f t h e Service'? Just over h a l f t h e survey (52%) 

be l i e v e d t h a t i f such doubt e x i s t e d , t h e d e c i d i n g c r i t e r i a should not 

be what seems best f o r t h e r e p u t a t i o n o f t h e Service. Of t h e 

remainder, j u s t under one-quarter (23X) b e l i e v e d I t should be i n t h e 

i n t e r e s t s o f i t s r e p u t a t i o n . However, the survey also asked i f 

pro b a t i o n o f f i c e r s should be allowed t o v i o l a t e an o r g a n i s a t i o n a l 

r u l e i f they b e l i e v e d i t t o be i n t h e best i n t e r e s t o f t h e c l i e n t ? 

Here, t he r e s u l t s were more s t r i k i n g . Although e x a c t l y one-half 

disagreed, one t h i r d agreed w i t h t h i s p r o p o s i t i o n . This l a t t e r group 

comprised o f a q u a r t e r o f the SPO's and over a t h i r d o f the PO's and 

a n c i i l a r i e s , i n d i c a t i n g a s t r o n g a l l e g i a n c e w i t h t h e i n t e r e s t s o f t h e 

c l i e n t against those o f the o r g a n i s a t i o n . ^ 

As the f i n d i n g s o f chapter 4 I n d i c a t e d , f r o n t - l i n e s t a f f 

b e l i e v e d t h a t a d m i n i s t r a t i v e procedures were being errphasised over 

f r o n t - l i n e d i s c r e t i o n . (Questions were then r a i s e d concerning t h e form 
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p r a c t i c e should then take - a d m i n i s t r a t i v e or occupational - as w e l l 

as p a r a l l e l issues about l o y a l t y t o the o r g a n i s a t i o n and the e f f e c t s 

on d i s c r e t i o n . With t h i s I n mind p r o b a t i o n personnel were asked f o u r 

questions which covered these t o p i c s . F i r s t , t h a t o c c upational 

p r a c t i c e should be 'adjusted t o t h e a d m i n i s t r a t i o n ' s p o i n t o f view*. 

Here, an i n t e r e s t i n g d i f f e r e n c e between groups emerged. O v e r a l l less 

than o n e - f i f t h agreed (16%), w h i l s t a c l e a r m a j o r i t y (62X) disagreed, 

w i t h n e a r l y as many di s a g r e e i n g s t r o n g l y as those who agreed (14X). 

Opinion was evenly s p l i t among SPO's, but a c l e a r m a j o r i t y o f both 

p r o b a t i o n o f f i c e r s and a n c i l l a r i e s (both n e a r l y 70%) disagreed ( c h i -

square 12.8, p > 0.02. Cramer's V 0.25). Further, a s u b s t a n t i a l 

m a j o r i t y (80X) b e l i e v e d open c r i t i c i s m o f t h e p r o b a t i o n s e r v i c e by i t s 

members should be encouraged. Given t h i s open d i s s e n t , d i d members 

then b e l i e v e t h e Service should not be given t h e i r wholehearted 

l o y a l t y and support? Results were less skewed. Just under h a l f (48X) 

disagreed, although a s i g n i f i c a n t m i n o r i t y agreed <38X). Those who 

disagreed, comprised o f a m a j o r i t y o f both p r o b a t i o n management and 

SPO's, whereas o p i n i o n was s p l i t i n both t h e a n c i l l a r y and PO groups. 

Thus, a f f i l i a t i o n t o occupational c r i t e r i a was emphasised by f r o n t 

l i n e personnel over a d m i n i s t r a t i v e c r i t e r i a . 

As a r e s u l t o f these b e l i e f s do p r o b a t i o n personnel then 

consider t h a t t h e r e i s enough d i s c r e t i o n w i t h i n the Service t o work on 

t h e i r own i n i t i a t i v e ? Nearly f o u r - f i f t h s (78X) agreed t h a t t h e r e was, 

which included both a n c i l l a r y grades (70X) and PO's (80X). T h i s and 

the above I n d i c a t e a s t r o n g b e l i e f i n autonomy from the o r g a n i s a t i o n , 

but what o f the c l i e n t ? I s independence from t h e c l i e n t a hallmark o f 

'expert' s e r v i c e - as per c o n t e n t i o n s regarding the ' t r a i t s ' o f 
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' e l i t e * p r o f e s s i o n a l s , such as d o c t o r s and lawyers. A c l e a r m a j o r i t y 

disagreed (71%), w i t h over one-quarter d i s a g r e e i n g s t r o n g l y (27%). I f 

members d i d not then f e e l a p r o f e s s i o n a l 'distance* from the c l i e n t 

was about expert s e r v i c e d i d they then b e l i e v e t h e i r colleagues ought 

t o be more f l e x i b l e i n a l l o w i n g c l i e n t s t o p a r t i c i p a t e i n t h e 

d e c i s i o n s which they make on t h e i r behalf? To put I t another way, 

more c l i e n t democracy. A m a j o r i t y agreed (71X), w i t h a small m i n o r i t y 

d isagreeing (10%). However, t h i s broad consensus on c l i e n t 

p a r t i c i p a t i o n f e l l s l i g h t l y when i t came t o q u e s t i o n i n g the knowledge 

base upon which these d e c i s i o n s are made. Only a m i n o r i t y agreed t h a t 

because they knew t h e i r work c l i e n t s should then respect t h e i r 

d e c i s i o n s (17%). I n t r o d u c i n g ' e f f e c t i v e n e s s ' I n t o the PO/client 

decision-making process a l t e r s these b e l i e f s . That I s c l i e n t s should 

' t r u s t * PO* s judgements i f they are t o serve them e f f e c t i v e l y . Just* 

under h a l f agreed (44%) and a t h i r d (33%) disagreed. Again, as w i t h 

t he above, t h e r e were no s t a t i s t i c a l l y s i g n i f i c a n t d i f f e r e n c e s between 

grades of s t a f f . = 

The r e s u l t s I n d i c a t e a s t r e s s on f r o n t - l i n e d i s c r e t i o n a r y 

decision-making I n p r o v i d i n g a s e r v i c e t o the c l i e n t , which a m a j o r i t y 

b e l i e v e d t h e r e s u f f i c i e n t scope f o r w i t h i n t h e o r g a n i s a t i o n . As one 

person noted: "management are a t t e m p t i n g t o d e f i n e the j o b more. .. but 

i t doesn't inplnge t h a t much". W i t h i n t h i s * sphere o f d i s c r e t i o n ' , 

should any doubt a r i s e as t o the best c r i t e r i a r e g a r d i n g occupational 

p r a c t i c e , answers t o the survey I n d i c a t e d t h a t i t s r e s o l u t i o n should 

be not n e c e s s a r i l y be I n the I n t e r e s t s o f the Service's r e p u t a t i o n . 

In f a c t , a t h i r d b e l i e v e d they should be allowed t o v i o l a t e an 

o r g a n i s a t i o n a l r u l e i f i t was i n the best I n t e r e s t o f the c l i e n t . 
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While h a l f disagreed w i t h t h i s p r o p o s i t i o n , t h e m a j o r i t y d i d not then 

b e l i e v e they should a d j u s t t h e i r p r a c t i c e t o the a d m i n i s t r a t i o n s ' 

p o i n t o f view. I m p o r t a n t l y a s i g n i f i c a n t d i f f e r e n c e was found t o 

e x i s t between SPO's and p r o b a t i o n management, who tended t o disagree, 

compounding t h e 'implementation gap' between SFO's, management and 

f r o n t - l i n e workers. Further, a m a j o r i t y f e l t open c r i t i c i s m o f 

a c ^ i n l s t r a t I v e p r a c t i c e should be permitted. At the same time, n e a r l y 

h a l f f e l t t h e o r g a n i s a t i o n should have some l o y a l t y and support, 

although a s u b s t a n t i a l m i n o r i t y disagreed w i t h t h i s ( c o n t r o l s by 

length o f s e r v i c e and gender f a i l e d t o uncover s t a t i s t i c a l l y 

s i g n i f i c a n t d i f f e r e n c e s I n the r e s u l t s ) . 

I n r e l a t i o n t o c l i e n t s , t h e m a j o r i t y b e l i e v e d colleagues ought 

t o a l l o w more c l i e n t p a r t i c i p a t i o n I n decisions. Also, t h a t 

Independence from t he c l i e n t was not a hallmark o f expert s e r v i c e . In 

a d d i t i o n , simply because they knew t h e i r work i t d i d not f o l l o w 

c l i e n t s should then t r u s t and respect t h e i r Judgements. However, some 

d i f f e r e n c e s emerged when a l l u d i n g t o the knowledge base o f p r o b a t i o n 

work. Just under h a l f (44X), f e l t i f they were t o serve c l i e n t s 

e f f e c t i v e l y , then c l i e n t s should t r u s t t h e i r Judgements. Therefore, 

w h i l s t f u r t h e r s h a r i n g i n d e c i s i o n s was poss i b l e , challenges t o the 

knowledge base upon which these are made was less d e s i r a b l e . 

O v e r a l l , the survey revealed a s t r e s s on d i s c r e t i o n i n 

Judgments, not t o a i d any a d m i n i s t r a t i v e procedures, but p r i n c i p a l l y 

f o r t h e c l i e n t ' s welfare. T h i s was p a r t i c u l a r l y p e r t i n e n t when one 

considers t h e e a r l i e r d i s c u s s i o n on h e l p i n g c l i e n t s as the prime 

s a t i s f a c t i o n gained from p r o b a t i o n work, together w i t h the autonomy 

p e r m i t t e d i n i t s execution. However, w h i l s t p r o b a t i o n personnel 

- 156 -



a l i g n e d themselves w i t h h e l p i n g c l i e n t s , whom d i d they then f e e l 

accountable t o f o r the work they performed? Was I t t o the c l i e n t , t o 

prob a t i o n management, t h e i r employers ( t h e p r o b a t i o n comnlttee), t h e 

c o u r t s (as Im p l i e d by the SCG) or colleagues? 

The f o l l o w i n g survey questions were designed t o e l i c i t t h e 

degree t o which members o f t h e Service considered themselves 

accountable t o d i f f e r e n t groups and o r g a n i s a t i o n s f o r the work they 

performed. * 

TABLE 6: 

ACCOUMTABILITY TO GROUPS AM) ORGANISATIONS 

Accountable Not Accountable 

ProbatIon 
C11 en t s 82.0 16.0 

The Probation 
Committee 82.0 18.0 

Senior Probation 
O f f i c e r s 94. 0 3.0 

Col leagues 86.0 14.0 

Probation 
Management 95.0 6.0 

Home O f f i c e 76.0 24.0 

The Courts 86. 0 14.0 

(N=112) 

Treen s t a f f f e l t accountable t o a l l groups, i n p a r t i c u l a r t o 

both s e n i o r s and p r o b a t i o n management. However, n e a r l y a q u a r t e r o f 

s t a f f d i d not f e e l accountable t o the Home O f f i c e and w i t h i n t h e 

o r g a n i s a t i o n , n e a r l y o n e - f i f t h d i d not f e e l accountable t o t h e i r 
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employers - the Probation Connittee. Of t h a t o n e - f i f t h , a l l grades -

SPO's and above - f e l t accountable. Those who d i d not were PO's and 

a n c i l l a r l e s . T h i s was the case throughout t h e r e s u l t s , w i t h t he 

m a j o r i t y o f SPO's and p r o b a t i o n management expressing a c c o u n t a b i l i t y 

t o the above and any m i n o r i t y dissent coming from a n c i l l a r l e s and 

PO's. Once again, d i f f e r e n c e s i n p e r c e p t i o n emerged between SPO's, 

management and f r o n t - l i n e s t a f f . How, t h e r e f o r e , d i d p r o b a t i o n s t a f f 

evaluate t h i s a c c o u n t a b i l i t y ? 

As w i t h t he questions on autonomy t h e r e was a s t r o n g 

i d e n t i f i c a t i o n w i t h c l i e n t s . Just over o n e - f i f t h o f respondents f e l t 

a c c o u n t a b i l i t y should Increase t o the c l i e n t (21X); some b e l i e v i n g 

t h i s was the o n l y check on t h e i r decisions: "my a c t i o n s c o u l d be 

i n t e r p r e t e d as a r b i t r a r y and the only safeguard i s my personal 

i n t e g r i t y " . Most of those who b e l i e v e d they should be more 

accountable t o c l i e n t s would have agreed w i t h t he sentiments o f t h i s 

person: " I cannot make a d e c i s i o n a f f e c t i n g people's Lives w i t h o u t 

being accountable". Some went f u r t h e r , speaking o f t h e " c l i e n t s r i g h t 

t o know" about d e c i s i o n s which a f f e c t e d t h e i r l i v e s . Nevertheless, 

the m a j o r i t y f e l t c l i e n t a c c o u n t a b i l i t y was "about r i g h t " . Despite 

t h i s a c o n f l i c t was noted: 

"1 recognise the c o n f l i c t i n being accountable t o c l i e n t s ( f o r 
the s e r v i c e t o them) and t o those whose prime i n t e r e s t i s I n 
c o n t r o l (eg over parolees). But a c c o u n t a b i l i t y t o c l i e n t s 
ensures s e r v i c e i s good and p r i n c i p l e d " . 

To many t h i s i s the check on the ' p r o b a t i o n sandwich*: t h a t 

between the e x p e c t a t i o n s o f the c o u r t d i s p o s a l and the c l i e n t . This 

i s t h e 'Janus q u a l i t y ' o f p r o b a t i o n work o f f i c e r s have sometimes 

mentioned (see Boswell 1989). I t s r e s o l u t i o n was found by a small 
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m i n o r i t y t o l i e I n t h e i r judgement: " t h a t which I perceive t o be the 

best course f o r the c l i e n t I s not always what they would de s i r e " . As 

such, any c o n f l i c t between t h e expressed needs o f the c l i e n t and the 

judged needs o f pr o b a t i o n personnel, was resol v e d i n terms o f the 

prob a t i o n r e p r e s e n t a t i v e 'knowing b e t t e r ' . However, f o r the m a j o r i t y 

i t s r e s o l u t i o n lay i n I d e n t i f i c a t i o n w i t h the c l i e n t . 

Results on a c c o u n t a b i l i t y t o the Probation Comnlttee were less 

spread. A m a j o r i t y (86%) f e l t i t should remain t h e same, simply 

because, as many o f t h i s group noted, they were 'the employers'. Yet, 

In 'everyday' p r a c t i c e terms, a c c o u n t a b i l i t y t o the Cormlttee was a 

d i s t a n t c o n s i d e r a t i o n : 

"My a c c o u n t a b i l i t y i s v i a ' l i n e ' management and so more d i r e c t 
a c c o u n t a b i l i t y would ( I n my o p i n i o n ) be Impracticable, f o r both 
me and the Comnlttee". 

Thus, t h e Committee were considered 'too remote* from p r o b a t i o n work 

( f o r an h i s t o r i c a l p a r a l l e l see chapter 1). Over one-quarter o f 

r e p l i e s e x p l i c i t l y r e f e r r e d t o t h i s , where not on l y t h e i r i s o l a t i o n 

from everyday work was considered, but t h e i r a b i l i t y t o assess I t : 

"The more p r o f e s s i o n a l the Service becomes, the less able m a g i s t r a t e s 

w i l l be t o assess a c c o u n t a b i l i t y " . I n a d d i t i o n , 

"They appear t o have l i t t l e concern w i t h our methods o f working 
w i t h c l i e n t s , more so w i t h management r o l e s . Image making etc". 

The Committee were seen as remote and members f e l t accountable 

t o i t v i a l i n e management. How then d i d s t a f f assess the l e v e l o f 

a c c o u n t a b i l i t y t o SPO's who are, as chapter 4 i n d i c a t e d , i n c r e a s i n g l y 

being p u l l e d towards an a d m i n i s t r a t i v e p o i n t o f view? 

A m a j o r i t y (83%) b e l i e v e d t h e l e v e l o f a c c o u n t a b i l i t y t o SPO's 

should remain t h e same. "P r o f e s s i o n a l support" (48% discussed work 
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w i t h t h e i r s upervisor r a t h e r than colleagues or f a m i l y ) or a "need t o 

maintain standards" and the f a c t they were "middle management", were 

reasons given. However, w h i l s t acknowledging a need t o be accountable 

t o t h e SPO, several o f f i c e r s a l s o s t i p u l a t e d t h a t t h e i r autonomy 

should remain I n t a c t . Seniors should " a l l o w some main-grade autonomy" 

but t h i s should not be t o t a l : " I would not expect my d e c i s i o n s t o be 

over-ridden by therrf'. This would lead, as one o f f i c e r put I t , t o a 

removal o f " a l l autonomy from working w i t h c l i e n t s " . 

A m i n o r i t y (12%) considered a c c o u n t a b i l i t y t o SPO's should 

increase, b e l i e v i n g ' p r o f e s s i o n a l support' decreased the longer one I s 

In t h e Service. One person, who had noted a change I n the 

r e l a t i o n s h i p to%rfards more m o n i t o r i n g and t a r g e t i n g , f e l t t h i s was not 

a r e l e v a n t c r i t e r i o n . These o r g a n i s a t i o n a l c o n s i d e r a t i o n s , she 

argued, needed t o r e l a t e t o I n d i v i d u a l o f f i c e r s I n terms o f t h e i r 

' p r o f e s s i o n a l development'. Indeed, Michael Davles r e f e r s t o t h i s 

problem i n h i s study o f s t a f f s u p e r v i s i o n : 

"The senior t h a t reviews h i s ( s i c ) o b j e c t i v e s and needs s o l e l y 
w i t h h i s a s s i s t a n t c h i e f p r o b a t i o n o f f i c e r w i t h o u t r e f e r e n c e t o 
the team does so at h i s p e r i l " (1988, p. 143). 

One person even f e l t t h e SPO should be accountable t o them as they 

o f t e n wondered "what the SPO does". 

The focus o f r e p l i e s t o the q u e s t i o n on a c c o u n t a b i l i t y t o 

colleagues moved away from o r g a n i s a t i o n a l c o n s i d e r a t i o n s t o those o f 

p r a c t i c e and the team. This should, perhaps, be considered an 

I n d i c a t o r o f where members f e l t t h e a d m i n i s t r a t i o n ' s t a r t s ' . That I s , 

t o I d e n t i f y w i t h a Senior I s t o see her or him as p a r t o f the o v e r a l l 

a d m i n i s t r a t i o n and t o i d e n t i f y w i t h colleagues I s t o do so based upon 

p r a c t i c e c r i t e r i a . Support f o r t h i s I s found I n the statements o f 
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members such as: " i f I l e t them down I would f e e l bad". Also: 

"because they are my colleagues and we work as a team. I f 
th e r e were not some a c c o u n t a b i l i t y we could not f u n c t i o n as a 
teairf'. 

S t a f f f e l t a r e s p o n s i b i l i t y t o other team members f o r the work they 

performed. To f e e l accountable t o colleagues gave them an o p p o r t u n i t y 

t o share work and keep a check on each other: 

" I don't t h i n k we share enough and I f we don't share we can't 
support. Also what we do r e f l e c t s on colleagues". 

A c c o u n t a b i l i t y t o colleagues was Invoked by the concept o f shared 

experiences. The j u s t i f i c a t i o n f o r a c c o u n t a b i l i t y thus moves 

according t o t h e reference group. However, i t i s worth bearing I n 

mind t h a t t h i s i s a l s o r e l a t e d t o the type o f task performed. For 

Instance, one person was p a r t o f a mult l - d l s c l p l Inary team and 

Involved I n d i v o r c e - c o u r t work. I n a note on the q u e s t i o n n a i r e , she 

s a i d she d i d not f e e l accountable t o her colleagues f o r how she 

performed t h e task, but d i d f e e l accountable f o r her o v e r a l l work 

performance. 

Management were the body members f e l t most accountable t o and 

the m a j o r i t y (86X) f e l t i t should remain t h e same. What were t h e 

reasons f o r t h i s ? Replies r e f e r r e d t o a "need t o m a i n t a i n 

o r g a n i s a t i o n a l standards" or t h a t management "represent t h e 

employers". Others f e l t i t was the "SPO who c a r r i e s t h e can" and, i n 

the words o f another: "management should have o v e r a l l o v e r s i g h t not 

d i r e c t a c c o u n t a b i l i t y " . These answers can t h e r e f o r e be considered I n 

r e l a t i o n t o the 'distance' members f e l t p r o b a t i o n management were from 

the ' r e a l i t y o f p r o b a t i o n p r a c t i c e ' . T h i s c o n f l i c t a l s o emerged I n 

r e p l i e s concerning a c c o u n t a b i l i t y t o the Home O f f i c e . This i s t h e 
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body which most regard as having t oo great an input i n t o t h e 

det e r m i n a t i o n o f Area p o l i c i e s as the voice o f Government. Here, as 

w i t h a l l questions, the vast m a j o r i t y wished the l e v e l o f 

a c c o u n t a b i l i t y t o remain the same. However, the tendency t o answer i n 

t h i s way i s not problematic given the e l a b o r a t i o n o f r e p l i e s i n the 

second p a r t o f the question. 

The Home O f f i c e were, according t o p r o b a t i o n s t a f f , e x e r t i n g 

too much c o n t r o l w i t h too l i t t l e understanding o f pr o b a t i o n work. The 

b e l i e f t h a t they, l i k e the Probation Committee, were "too d i s t a n t " 

from everyday p r a c t i c e and were a " f a c e l e s s bureaucracy", were t h e 

main c r i t i c i s m s : " I do not see the Home O f f i c e as p a r t i c i p a t i n g i n a 

very p r o f e s s i o n a l l y r e l e v a n t way t o my work". Replies also i n d i c a t e d 

t h a t i t was p r o b a t i o n management and not the f r o n t - l i n e who were 

accountable t o the Home O f f i c e : 

"They are not a l o c a l l e v e l body, t h e r e f o r e as a team, t h e 
Management w i l l account t o our o v e r a l l c o n t r o l l e r s " . 

An increase I n c e n t r a l c o n t r o l by the Home O f f i c e was viewed as 

a reason t o reduce a c c o u n t a b i l i t y . I t was p r o b a t i o n management and 

not p r a c t i t i o n e r s who were "more i n f l u e n c e d by themf'. This extended 

t o a " c o n t r o l o f resources and fundi n g " which should "be devolved t o 

more l o c a l r e s p o n s i b i l i t y " . P o l i t i c a l economy was al s o mentioned 

simply as: "he who pays the piper c a l l s the tune". 

The p o l i c y emphasis on Service ' c r e d i b i l i t y ' i n the co u r t s , 

make r e p l i e s t o court a c c o u n t a b i l i t y an irpportant t o p i c . A m i n o r i t y 

(14X) f e l t a c c o u n t a b i l i t y t o the c o u r t s should increase. The 

requirement t o "maintain c r e d i b i l i t y " , t o work w i t h i n the "framework 

of the law" and " c a r r y i n g out t h e i r sentences" were key phrases. At 
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the same time as r e c o g n i s i n g these f a c t o r s , there was a l s o a s t r e s s on 

a "need f o r p r o f e s s i o n a l distance". Despite these d i r e c t r e p l i e s , few 

were as ' m a t t e r - o f - f a c t ' and a l l u d e d t o a c o n f l i c t : 

" I f we are accountable t o Courts and c l i e n t s we can o n l y 
sometimes be accountable t o e i t h e r one and then only i n c e r t a i n 
aspects of our work". 

Answers made a d i s t i n c t i o n between the c o u r t ' s d i s p o s a l 

( l e g i s l a t i v e ) and i t s a d m i n i s t r a t i o n (by members of the S e r v i c e ) . 

This i s , of course, compounded by an Increased use of p u n i t i v e 

sanctions i n the community and Home O f f i c e 'standards* - such as the 

CS N a t i o n a l Standards - which d i m i n i s h the degree of d i s c r e t i o n 

a v a i l a b l e i n the a d m i n i s t r a t i o n of a d i s p o s a l by a more p r e c i s e 

s p e c i f i c a t i o n of breach proceedings (see Eadie and W i l l i s 1989). 

This, i t seems, f u r t h e r exacerbates c o n f l i c t s between t h e c o u r t s ' 

motive f o r the d i s p o s a l and the p r o b a t i o n ethos which guides I t s 

execution. Thus, M a r t i n Davies notes: 

" I t i s probably safe t o assert t h a t most c o u r t s would deny t h a t 
t h e i r primary aim was t o provide a s o c i a l s e r v i c e f o r o f f e n d e r s 
no matter what t h e i r i d e n t i f i e d needs" (1978, p. 205). 

Probation s t a f f r e f e r r e d t o t h i s 'dual a c c o u n t a b i l i t y ' : "we do 

not j u s t serve the c o u r t s " . What t h i s means i s t h a t tensions occur 

between occupational b e l i e f and e x p e c t a t i o n s of the court. T h i s can 

be compounded by the change i n * who' t h e c l i e n t i s d u r i n g the 

implementation of p o l i c y : from the court t o the offender. As Walker 

and Beaumont note: 

"Many pr o b a t i o n o f f i c e r s now argue t h a t they are not ' o f f i c e r s 
of the c o u r t ' and p r e f e r t o e x p l a i n t h e i r a c t i o n s and d e c i s i o n s 
i n terms of p r o f e s s i o n a l Judgement or autonomy" (1981, p. 30). 

I n a d d i t i o n , p r o b a t i o n o f f i c e r s "are t r a i n e d as s o c i a l workers and 

not as c o r r e c t i o n a l agents". Therefore, i f a r e d u c t i o n i n r e c i d i v i s m 
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does r e s u l t from s u p e r v i s i o n , as i s r e q u i r e d by p o l i c y : " i t I s as a 

by-product o f t h e i r primary task o f s e r v i n g the c l i e n t " (Davies 1978, 

pp. 205-206). This p o i n t was h i g h l i g h t e d by one PO who commented: 

"My a c t i o n s are according t o team p o l i c y and not l o c a l c o u r t 
requests, although 1 do bend t o the whims o f the l o c a l c o u r t s , 
e s p e c i a l l y when t he Chairman o f the Probation Comnittee puts 
pressure on me v i a the Chief Probation O f f i c e r . I resent 
t h i s " . 

One answer took t h i s a 'step f u r t h e r ' I n r e f e r r i n g t o the 

p o l i t i c a l dynamics o f the c e n t r a l / l o c a l r e l a t i o n s h i p . The o f f i c e r 

wote at t h e top o f the q u e s t i o n n a i r e t h a t t h e r e was: "Big t r o u b l e 

brewing here!" and answered: 

" I don't honestly understand the p o l i t i c s o f the s i t u a t i o n very 
w e l l . Up t o now Home O f f i c e has l e d us (no t a b l y w i t h SNOP) 
whereas we should be f a r more p r o f e s s i o n a l l y progressive and 
not a l l o w ourselves t o become mere c i v i l servants" ( O r i g i n a l 
Under I i n l n g ) . 

I n suTnrary, the r e p l i e s on autonomy and a c c o u n t a b i l i t y tended 

t o focus on two l e v e l s o f j u s t i f i c a t i o n : those which r e f e r r e d t o the 

formal s t r u c t u r e s o f the Service and i t s r e l a t i o n s t o o u t s i d e bodies 

and those which r e f e r r e d t o elements o f p r a c t i c e which d i d not take 

t h e i r j u s t i f i c a t i o n from these s t r u c t u r e s but from b e l i e f s concerning 

occupational p r a c t i c e . I t was the l a t t e r which f r o n t - l i n e s t a f f 

a l l u d e d t o I n t h e i r r a t i o n a l i s a t i o n s on a c c o u n t a b i l i t y t o d i f f e r e n t 

groups. Thus, as the groups t o whom o f f i c e r s f e e l accountable become 

more remote from t h i s 'core* a c t i v i t y , so the nature o f j u s t i f i c a t i o n s 

a l t e r s . For example, t h e p r o b a t i o n connilttee was recognised as the 

employer but considered t oo remote from everyday p r a c t i c e . S i m i l a r l y , 

p r o b a t i o n management were acknowledged t o represent the employers and 

t o whom a ' l i n e a c c o u n t a b i l i t y ' was a l s o acknowledged t o e x i s t . 

However, they t oo were considered remote from f r o n t - l i n e work. 
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Further, t h e Home O f f i c e are not a ' l o c a l l e v e l ' body and e x i s t o n l y 

as a " f a c e l e s s bureaucracy' t o which p r o b a t i o n management are 

accountable as r e p r e s e n t a t i v e s o f the Service, not f r o n t - l i n e 

personnel. 

On the other hand, w i t h i n the sphere o f d i s c r e t i o n i n which 

pr o b a t i o n s t a f f operate - noted i n the previous questions on 

occupational autonomy - a c c o u n t a b i l i t y t o the c l i e n t f e a t u r e s as a 

check on a r b i t r a r y d e c i s i o n s made w i t h i n t h i s sphere. I t i s t h e 

c l i e n t who, i n an everyday sense, forms t h e backbone o f p r o b a t i o n 

work. Even so, a c o n f l i c t between s e r v i c e t o the c l i e n t - the ethos 

of p r o b a t i o n work - and c o n t r o l f o r the co u r t was also recognised. 

Therefore w h i l s t being accountable t o the c o u r t , i f the court d i s p o s a l 

impinges on t h i s sphere o f d i s c r e t i o n i t was seen as a bad t h i n g i n 

t h a t I t undermined t he c l i e n t / o f f i c e r r e l a t i o n s h i p . Yet, w i t h i n t h i s 

sphere I t i s recognised t h a t a c c o u n t a b i l i t y t o colleagues was an 

Important c o n s i d e r a t i o n : p r o b a t i o n work i s a team e n t e r p r i s e towards a 

c o l l e c t i v e end, but i t i s the end f o r which s t a f f f e e l accountable t o 

colleagues and not always t he means. Thus, members f e l t accountable 

t o the team f o r t h e i r o v e r a l l work performance, but not n e c e s s a r i l y 

f o r t h e mechanics o f how they perform t h e task. Goffman once 

sunmarlsed t h i s p o s i t i o n : 

" i t would seem t h a t w h i l e a team-performance i s i n progress, 
any member o f the team has the power t o g i v e the show away or 
t o d i s r u p t i t by i n a p p r o p r i a t e conduct" (1969, p. 8G) 

In t h i s sense and i n r e l a t i o n t o SPO* s, they are t h e r e t o 

mai n t a i n o v e r a l l standards - the team performance - but not d i r e c t l y 

t o e f f e c t t h e sphere o f d i s c r e t i o n t h a t determines how the work I s 

performed - t h e i n d i v i d u a l performance. What emerges, t h e r e f o r e , i s a 
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r e c o g n i t i o n o f a formal a c c o u n t a b i l i t y through l i n e management, but a 

s u b s t a n t i v e a c c o u n t a b i l i t y t o the c l i e n t and colleagues. Where one 

impinges on the other - a d m i n i s t r a t i v e procedures perceived as 

t h r e a t e n i n g t h i s sphere of r e s p o n s i b i l i t y which i s informed by the 

b i n d i n g ethos - c o n f l i c t ensues. For instance, t a r g e t s and m o n i t o r i n g 

a f f e c t i n g s u p e r v i s i o n and support i n t h e SPO/probation o f f i c e r 

r e l a t i o n s h i p . 

A c c o u n t a b i l i t y can be d e f i n e d as the " o b l i g a t i o n t o e x p l a i n and 

j u s t i f y a c t i o n s " (McWilliams 1980, p. 6) Formally, a c c o u n t a b i l i t y i s 

exerted through procedural means f o r the purposes o f ' o r g a n i s a t i o n a l 

p r e s e r v a t i o n and i n f a l l i b i l i t y * . S u b s t a n t i v e l y , p a r t i c u l a r l y t he 

I n t e r a c t i o n w i t h c l i e n t s i n a human s e r v i c e o r g a n i s a t i o n , i t i s 

r e l i a n t on the d e c i s i o n s and a c t i o n s o f i t s r e p r e s e n t a t i v e s and t h a t , 

i n t u r n , on t h e i r conceptions of good and bad p r a c t i c e . T h i s may be 

expressed i n another way as the d i f f e r e n c e between ' o f f i c i a l * and 

•operative* goals (Perrow 1967). A c o n f l i c t then ensues around the 

n o t i o n o f 'boundary maintenance*. This Morgan d e f i n e s as " t h e 

i n t e r f a c e between d i f f e r e n t elements of an o r g a n i s a t i o n " (1986, p. 

169). In the case of the Service t h i s would be between d i f f e r e n t 

teams, groups or between the o r g a n i s a t i o n and i t s environment. At 

t h i s p o i n t , the d i s t i n c t concepts of occupational and b u r e a u c r a t i c 

c o n t r o l may be employed. The former r e f e r r i n g t o occupational 

s o c i a l i z a t i o n , based upon a s e r i e s o f values and b e l i e f s t o which 

members broadly adhere. Given the type o f Judgments - r e l a t i n g t o 

c l i e n t s - which the Service I s i n v o l v e d In, some would argue t h a t t h i s 

then n e c e s s i t a t e s the adoption o f a core set of b e l i e f s t o j u s t i f y 

t h e i r a c t i v i t i e s . However, t h i s a l s o c a r r i e s w i t h i t the r i s k t h a t 
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these b e l i e f s " w i l l be contested by v a r i o u s groups" ( S a r r i and 

Hasenfeld 1978, p. 3). The n a t u r e o f the c u r r e n t contest as i t 

e f f e c t s f r o n t - l i n e s t a f f , i s mediated by o r g a n i s a t i o n a l p o l i c y as a 

r e s u l t o f Government - v i a t h e Home O f f i c e - Ideology. 

From t h i s d i s c u s s i o n , t h e answer t o t h e q u e s t i o n on management 

a c c o u n t a b i l i t y then becomes, a l b e i t c r u d e l y expressed, 'yes we may be 

accountable t o management f o r what we u l t i m a t e l y do, but not how we 

achieve I t ' : f r o n t - l i n e personnel c l e a r l y b e l i e v e t h a t t h e tasks they 

perform are not amenable t o b u r e a u c r a t i c c o n t r o l . T h i s i n v o l v e s a 

question o f means w i t h i n t h e o r g a n i s a t i o n . But the p o l i t i c a l 

dimension e n t e r s i n an 'environmental' c o n f l i c t around ends: are 

c l i e n t s t o be punished, as the j u s t i c e model Implies, or helped, as 

the p r o b a t i o n ethos suggests? These issues are f u r t h e r developed i n 

the f i n a l chapter, which discusses t h e I n t e r a c t i o n o f the t h r e e 

dimensions i d e n t i f i e d I n chapter 2. 

There s t i l l e x i s t s a c o n s i d e r a t i o n which r e q u i r e s f u r t h e r 

i l l u m i n a t i o n . ! have a l l u d e d t o the Importance o f understanding 

p r o b a t i o n work i n context. The above accounts r e q u i r e examination i n 

terms o f the work s i t u a t i o n s which g i v e r i s e t o these c o n f l i c t s . As 

M i l l s has argued: 
"There I s no expla n a t o r y value i n subsuming v a r i o u s 
v o c a b u l a r i e s o f motive under some termi n o l o g y or l i s t . . . What I s 
needed I s t o tak e a l l these terminologies o f motive and l o c a t e 
them as vocabularies o f motive i n h i s t o r i c epochs and s p e c i f i e d 
s i t u a t i o n s " (1940, p. 913). 

That i s , we should seek t o understand these c o n f l i c t s not as 
o r g a n i s a t i o n a l 'inconveniences', but as p o t e n t i a l l y emerging from t h e 
everyday contingencies and d i f f i c u l t i e s o f p r o b a t i o n work a t the 
f r o n t - l i n e . The purpose o f t h e f o l l o w i n g two chapters i s t o achieve 
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t h i s aim. F i r s t , i n order t o add some f u r t h e r understanding t o t h i s 

a n a l y s i s , I wish t o examine changes i n the r o l e s o f key personnel i n 

the Service, i n p a r t i c u l a r a n c i l l a r y s t a f f and p r o b a t i o n s t a f f s ' 

p erspectives on these changes and t h e i r consequences f o r working 

p r a c t i c e . 

CHANGES IN THE ROLES 

There a r e several l i m i t a t i o n s t o seeing t h e performance o f a 

task simply as the extension o f an i n d i v i d u a l ' s c h a r a c t e r i s t i c s . I n 

p a r t i c u l a r , t h e importance o f a performance being p a r t o f a 

" p r o j e c t i o n t h a t i s f o s t e r e d and su s t a i n e d by the i n t i m a t e coop e r a t i o n 

of more than one p a r t i c i p a n t " (Goffman 1969, pp. 83-85). This i s 

a p p l i c a b l e i n r e l a t i o n t o the ' p r o b a t i o n team'. As discussed I n 

chapters 2 and 4, s p e c i a l i s a t i o n , an increased number of d i f f e r e n t 

tasks, p l u s a change I n the o r g a n i s a t i o n and i t s hierarchy, are o f t e n 

considered t he d i s r u p t i v e elements t o a past consensus around a team's 

working p r a c t i c e . For example, a n c l l l a r l e s have not only n u m e r i c a l l y 

Increased, but the type o f work they undertake has also a l t e r e d . 

Therefore, the r o l e s and tasks o f team members have changed. What, 

then, do s t a f f f e e l about these changes? F i r s t , I consider 

a n c i l l a r i e s whose d u t i e s and numbers, e s p e c i a l l y i n r e l a t i o n t o 

community s e r v i c e and day centres, have increased alongside change i n 

the Service's tasks. What are p r o b a t i o n s t a f f ' s b e l i e f s about t h e i r 

c o n t r i b u t i o n t o the work o f the Service and t h e i r r o l e i n r e l a t i o n t o 

i t s d u t i e s ? 
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A n c i I l a r y S t a f f 

Two-thirds <67t) o f s e r v i c e personnel f e l t t h a t the employment 

o f 'non-professional' s t a f f increased t he Service's a b i l i t y t o 

conmunicate w i t h more c l i e n t s (Just under o n e - f i f t h disagreed ( 1 8 % ) ) . 

Given t h a t no a n c l l l a r i e s disagreed, s t a t i s t i c a l l y s i g n i f i c a n t 

d i f f e r e n c e s emerged between the groups (Chi-square 12.6. p > 0.01). 

However, when asked about a n c i l l a r l e s widening the l e v e l s o f s k i l l t h e 

Service has at i t s d i s p o s a l , members were more favourable, w i t h a 

s u b s t a n t i a l m a j o r i t y agreeing (87.5X). The survey a l s o asked I f , 

apart from t he necessary experience, a l l p r o b a t i o n o f f i c e r s should 

have a p r o f e s s i o n a l q u a l i f i c a t i o n . A m a j o r i t y (69%) agreed, although 

s i g n i f i c a n t d i f f e r e n c e s emerged between a n c l l l a r l e s and PO's and SPO's 

on t h i s q u e s t i o n (Chi-square 23.6. p > 0.001). Thus, w h i l s t a 

m a j o r i t y agreed t h a t comnunlcation w i t h c l i e n t s was increased by 

employing a n c i l l a r i e s , d i f f e r e n c e s emerge between the groups when 

co n s i d e r i n g t he q u a l i f i c a t i o n s each group possesses. This, i t c o u l d 

be suggested. I s due t o seeing a n c l l l a r l e s i n a r o l e which should be 

circumscribed and does not Impinge upon a r o l e which Involves working 

w i t h c l i e n t s , f o r which p r o b a t i o n o f f i c e r s have been t r a i n e d . I n 

order t o examine t h i s p o s s i b i l i t y , I t u r n t o an examination o f ot h e r 

b e l i e f s . 

Nearly f o u r - f i f t h s o f r e p l i e s from p r o b a t i o n o f f i c e r s were 

fa v o u r a b l y pre-disposed t o the increased employment o f a n c i l l a r y s t a f f 

(78%), w i t h under o n e - f i f t h (19%) i n d i f f e r e n t or unfavourable. Of 

these, some were In favour o f the employment o f 'other' p r o f e s s i o n a l s 

and s p e c i f i c a l l y mentioned 'researchers', 'accountants' and 

•psychologists'. The Increase I n the number o f a n c i l l a r l e s and i t s 
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consequences was a l s o mentioned: 

" E v e n t u a l l y i t w i l l be found t h a t you do not need p r o b a t i o n 
o f f i c e r s t o run the Probation Service. Therefore, a d e c l i n e i n 
standards, q u a l i t y , s t a t u s and career prospects". 

While s o c i a l work t r a i n i n g was o f t e n seen as "mickey mouse", the 

Service's enthusiasm f o r u n t r a i n e d s t a f f , according t o one PO, " i s 

pure cheap s k a t i n g and shouldn't be seen as a n y t h i n g else". Others 

r e f e r r e d t o a n c l l l a r l e s having " p e r s p e c t i v e s and values which 

undermine the ethos of the Service" w i t h p r o b a t i o n o f f i c e r s being the 

"personnel c a r r y i n g the s o c i a l work ethos i n t o the Service". One 

o f f i c e r mentioned how h e l p f u l a n c i l l a r i e s were, but added: 

" I f placed at HQ or elsewhere, they tend t o generate work so 
t h a t time i s taken s e r v i c i n g them r a t h e r than the c l i e n t " . 

The m a j o r i t y o f p r o b a t i o n o f f i c e r s were favourable concerning 

the employment o f a n c l l t a r l e s , but a l s o f e l t t h a t I t was Important t o 

d e f i n e t h e i r r o l e s c l e a r l y : " r o l e boundaries must be c l e a r l y 

e s t a b l i s h e d and j o b s u b s t i t u t i o n must be guarded against". 

A n c l l l a r l e s should "not be used as a s u b s t i t u t e f o r a q u a l i f i e d PO 

but as an extension t o the s e r v i c e we can o f f e r " . These caveats v a r i e d 

In form, but the content remained s i m i l a r : " I t ' s OK as long as they 

stay w i t h i n t h e i r area o f e x p e r t i s e and do not get used as cheap 

u n q u a l i f i e d PO's" and " t h e r e are areas of work which do not r e q u i r e a 

C. 0. S. W. q u a l i f i c a t i o n " . Others focused not on r o l e boundaries, but 

on the types o f s k i l l s which a n c i l l a r l e s b r i n g t o the Service: 

" I n many tasks the basic requirements are f o r cormxjnsense, 
s o c i a l s k i l l s I n the wider sense and perhaps an a p t i t u d e f o r a 
p a r t i c u l a r r o l e " . 

This o f f i c e r went on t o suggest the increased employment of a n c i l l a r y 

s t a f f I n areas of unemployment, housing, workshops and p r o j e c t s . One 
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person, w h i l s t m a i n t a i n i n g a d i s t i n c t i o n between tasks, a l s o 

acknowledged t h a t : 

"The use o f people w i t h other s k i l l s adds considerably t o the 
wide range o f s e r v i c e s t h e p r o b a t i o n s e r v i c e can o f f e r " . 

This increase i n the scope o f the Service's work and i t s requirement 

f o r other s p e c i a l i s m s f e a t u r e d i n sev e r a l r e p l i e s . 

A n c i l l a r y s t a f f a l s o f e l t t h e i r employment increases the s k i l l s 

the Service can o f f e r t o c l i e n t s and provides a "more down-to-earth 

approach". Several a l s o f e l t t h e emphasis on the possession o f a 

C. Q. S. W. unwarranted: 

" I do not b e l i e v e t h a t a basic C. Q. S. W. q u a l i f i c a t i o n i s always 
the best q u a l i f i c a t i o n : other o u t s i d e q u a l i f i c a t i o n s I f e e l 
can be j u s t as h e l p f u l t o the Service". 

Plus: 

" j u s t because s t a f f don't have a C. Q. S. W. does t h a t make them 
non-professional i n decision-making and working p r a c t i c e ? Are 
other s p e c i a l i s t q u a l i f i c a t i o n s not al s o r e l e v a n t ? 

Also q u e s t i o n i n g the emphasis on a s o c i a l work q u a l i f i c a t i o n : 

"More and more emphasis on being put on possessing a C. Q. S. W. 
w i t h l i t t l e or no c r e d i t being given f o r one's l i f e 
experience". 

These arguments were s u b s t a n t i a t e d by a category o f p r o b a t i o n 

o f f i c e r s who f e l t a n c i l l a r l e s a c t u a l l y brought new and f r e s h ideas 

i n t o the Service and challenged t h e idea o f 'pr o f e s s i o n a l i s m ' : 

"We must lear n t o recognize t h a t c l i e n t s needs must come f i r s t 
not p r o t e c t i v e s o - c a l l e d 'Professionalism'. C l i e n t s l i v e I n 
the community and o f t e n the most e f f e c t i v e help comes from 
those l i v i n g w i t h i n the same conmunity who o f t e n have a v a r i e t y 
o f s k i I I s t o o f f e r " . 

During f i e l d w o r k t h i s was emphasised t o me by one a n c i l l a r y who f e l t 

b e t t e r able t o r e l a t e t o the c l i e n t s : "They come i n t o the o f f i c e a l l 

p o l i t e and say 'thank-you*, but o u t s i d e i t ' s a d i f f e r e n t matter". As 
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a r e s u l t o f t h i s a s s o c i a t i o n w i t h c l i e n t s - he 'knew* them o u t s i d e o f 

the o f f i c e - "perhaps", he said, " t h a t I s why 1 am not p r o f e s s i o n a l " . 

Those p r o b a t i o n o f f i c e r s who saw the a n c i l l a r y as b r i n g i n g new s k i l l s 

t o o f f e r c l i e n t s , were a l s o c h a l l e n g i n g the concept o f p r o f e s s i o n a l i s m 

as 'distance' from the c l i e n t . 

The accounts concerning the employment o f 'non-professionals' 

were r e f l e c t e d i n exp)eriences d u r i n g f l e l d w o r k . One a n c i l l a r y t o l d me 

they were t h i n k i n g o f a p p l y i n g f o r a j o b I n another team, but 

discovered i t was j u s t an " o f f i c e g o f f e r " . Another a n c i l l a r y 

f r e q u e n t l y found himself I n charge of the u n i t where he worked and 

being p a r t o f the decision-making process w i t h i n the u n i t ( h i s 

supervisor was very f a v o u r a b l y pre-dlsposed t o the employment o f non

p r o f e s s i o n a l s ) . However, he d i d not o f t e n a t t e n d team meetings due t o 

the response o f 'other team members' towards h i s r o l e . In the same 

team, two other a n c l l l a r l e s spoke t o me o f the d i f f i c u l t y o f ' f i t t i n g 

I n ' ; some members of the team had such a " f i x e d idea o f p r o f e s s i o n a l 

e x p e r t i s e " . They had been t o l d i n t h e i r c r i t i c i s m s o f the o f f i c e r s ' 

a t t i t u d e s : "you have a choice, e i t h e r leave or get p r o f e s s i o n a l l y 

q u a l i f i e d " . A ' f i n e l i n e ' can t h e r e f o r e e x i s t f o r a n c i l l a r i e s between 

what i s o f t e n termed an o f f i c e r ' s ' p r o f e s s i o n a l a t t i t u d e ' and a 

•p r o f e s s i o n a l arrogance' towards t h e i r non-CQSW counterparts. Yet, 

de s p i t e t h i s p o t e n t i a l and the a s s e r t i o n s o f some pr o b a t i o n o f f i c e r s , 

t h i s work has shown t h a t the vast m a j o r i t y o f a n c i l l a r l e s a l s o adhere 

t o the same b i n d i n g ethos o f the Service as p r o b a t i o n o f f i c e r s . In 

other words, they are a l s o i n t e r e s t e d i n the w e l l being of the c l i e n t . 

Katan (1973) d i s t i n g u i s h e s t h r e e broad types o f r o l e f o r non

p r o f e s s i o n a l s i n t h e i r r e l a t i o n t o the professions. F i r s t , t h e 
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'conformists'. They do not cast doubt on the knowledge base o f the 

pr o f e s s i o n a l . Hence a n c l l l a r l e s t o l d me they were 'not p r o f e s s i o n a l ' 

because they i d e n t i f i e d w i t h the c l i e n t s and p r o b a t i o n o f f i c e r s , I n 

t u r n , were happy w i t h the r o l e o f a n c l l l a r i e s as long as they d i d not 

challenge t h e i r working p r a c t i c e . Second, a 'mediator', who w i l l not 

question t h e p r o f e s s i o n a l knowledge, but w i l l p o i n t t o t h e i r a b i l i t y 

t o corrrnunicate w i t h s e c t o r s o f the c l i e n t p o p u l a t i o n and o f f e r 

supplementary s k i l l s which would not undermine the o f f i c e r s ' 

p r a c t i c e s . Thus, some a n c i l l a r l e s taught c l i e n t s p r a c t i c a l s k i l l s , 

l e aving the ' c o u n s e l l i n g t o the p r o b a t i o n o f f i c e r s ' . T h i r d , t h e r e are 

the 'innovators'. I t i s t h i s group who cast doubt on the p r o f e s s i o n a l 

knowledge base and who w i l l p o i n t t o t h e i r powers o f empathy w i t h t h e 

c l i e n t group and b r i n g " the c l i e n t p e r s p e c t i v e I n t o the d e l i v e r y 

system" (1973, p. 129), They, l i k e p o l i c e r e c r u i t s , w i l l use " l o c a l 

knowledge" i n r e l a t i n g t o c l i e n t s (see F i e l d i n g 1988). Innovators may 

even r e j e c t the o f f i c e r ' s knowledge base as the on l y means t o hel p 

c l i e n t s . Therefore, some s a i d the C. Q. S. W. was "useless" and p o i n t e d 

t o other e s s e n t i a l s k i l l s which the possession o f a p r o f e s s i o n a l 

q u a l i f i c a t i o n d i d not guarantee and questioned the emphasis on the 

a c q u i r i n g o f a C. Q. S. W. A l l o f these 'types' found t h e i r expression 

i n the above r e p l i e s . 

C l e a r l y the ex t e n t t o which c e r t a i n PO's are favo u r a b l y p r e 

disposed t o a n c i l l a r l e s w i l l have an e f f e c t on the r o l e of the l a t t e r 

and t h e i r s t a t u s w i t h i n the team. This * i n t e r n a l dynamic' (Klegon 

1978) i s , i n t u r n , l i n k e d t o the nature o f the task the a n c i l l a r y 

engages I n and the a b i l i t y o f p r o b a t i o n o f f i c e r s , as a group, t o 

m o b i l i s e power resources t o mai n t a i n t h e i r r o l e s . These resources 
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d e r i v e from the s o c i a l and h i s t o r i c a l mlieaux I n which o f f i c e r s 

operate: t h e ' e x t e r n a l dynamic'. For example, coimunity s e r v i c e and 

day centres are mainly s t a f f e d by a n c i l l a r l e s and t o many o f f i c e r s 

represent an aspect o f the Service which was at odds w i t h I t s 

t r a d i t i o n a l ways o f working. In e f f e c t , t h i s may r e s u l t i n both these 

aspects o f p r o b a t i o n work o p e r a t i n g 'outside' o f the team concept. 

Thus, w i t h i n one team I was t o l d and Indeed witnessed t h a t : "some o f 

the o f f i c e r s 'duck'" when they went through the day centre. In 

another team, t he attempt t o move away from a 'day centre' t o 

'probation centre' was met w i t h o p p o s i t i o n from other team members who 

were s u s p i c i o u s of day ce n t r e p r o b a t i o n orders and the use o f 

groupwork - I t lacked a ' p r o f e s s i o n a l ' Input. Corrmunity Service a l s o 

experienced I t s problems as o f f i c e r s viewed CS workers w i t h s u s p i c i o n . 

As one o f f i c e r remarked: " I t I s not because they are not s o c i a l work 

t r a i n e d , but t h a t they do not possess the s o c i a l work ethos". Thus, 

w h i l s t one may r e f e r t o o f f i c e r s ' 'conservatism' and ' r e s i s t a n c e t o 

change', t h i s i s a m a n i f e s t a t i o n o f a wider issue: the r i s e o f 

aspects o f p r o b a t i o n work which are not so r e l i a n t on ' t r a i n e d ' s t a f f . 

This I n t e r n a l c o n f l i c t a l s o manifests I t s e l f I n the s u s p i c i o n 

of o f f i c e r s t h a t a n c i l l a r l e s are being used as 'cheap labour' - an 

Issue not w i t h o u t substance. However, the Issue I s also challenged 

by o f f i c e r s who see i t as an i d e o l o g i c a l mask which puts the needs o f 

the occupation. I n m a i n t a i n i n g I t s p r e s t i g e , before the needs o f 

c l i e n t s . T h i s r e s u l t s i n a " s e l f - p e r p e t u a t i o n o f p r o f e s s i o n a l 

p r i v i l e g e s , s t a t u s and s e l f - i n t e r e s t " (Katan 1973, p. 238). Day 

cen t r e sessional s u p e r v i s o r s do not normally r e c e i v e h o l i d a y or s i c k 

pay. T h i s remains d e s p i t e the f a c t t h a t as o f f i c e r s i n c r e a s i n g l y 

- 174 -



serve a d m i n i s t r a t i v e requirements - meetings, f i l l i n g i n forms etc -

a n c l U a r i e s are l e f t charge of the 'day-to-day* running of day centres 

and community service. Further, w h i l e t h i s has occupational 

r a m i f i c a t i o n s . I t i s may a l s o be p a r t o f the d r i v e t o economise the 

o r g a n i s a t i o n . During a ' J o i n t S t a f f C o n s u l t a t i v e and N e g o t i a t i o n 

Conmlttee' (management meet the union r e p r e s e n t a t i v e s ) , the s u b j e c t o f 

a n c i l l a r y pay was discussed. The Chair of the meeting s a i d o f 

a n c i l l a r i e s : "we t h i n k they are e x c e l l e n t and very good value f o r 

money". Despite the r e s i s t a n c e o f some p r o b a t i o n o f f i c e r s t o 

a n c i l l a r y r e c r u i t m e n t , t h e i r r e p r e s e n t a t i v e s on t h i s Committee s a i d I n 

r e p l y i n g t o the Chair: "almost the word a n c i l l a r y I s wrong now. .. day 

centres put a n c i l l a r i e s nwch more i n the f r o n t - l i n e w i t h c l i e n t s " . 

Thus, t o both s t a f f and employers, a n c i l l a r i e s have advantages. To 

the l a t t e r i t may be i n terms o f t h e i r cost and t o the former t h e i r 

p r a c t i c e s k i I Is. 

S e c r e t a r i e s 

The place o f s e c r e t a r i e s i n an o r g a n i s a t i o n i s a l l too e a s i l y 

f o r g o t t e n or underplayed i n i t s s i g n i f i c a n c e . They are f r e q u e n t l y the 

f i r s t person r e p r e s e n t i n g the o r g a n i s a t i o n t h a t someone meets and w i t h 

i n c r e a s i n g demands on t h e i r s k i l l s , p a r t i c u l a r l y w i t h the I n t r o d u c t i o n 

o f new technology, t h e i r tasks are r a p i d l y changing and w i t h t h i s 

t h e i r workload. W i t h i n the Service these issues are compounded by a 

continued Increase In paperwork, much o f which i s produced at Head 

O f f i c e and f i l t e r e d through s e c r e t a r i e s t o the teams. Further, the 

r o l e o f s e n i o r s e c r e t a r i e s i n the process of change was considered 

important enough by p r o b a t i o n management t o Include them I n p a r t s o f 

the SC6. 
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The issues o f new technology and t r a i n i n g were r a i s e d i n a 

J o i n t S t a f f C o n s u l t a t i v e and N e g o t i a t i n g Corrmlttee meeting. 

Representatives o f the s e c r e t a r i a l s t a f f were mentioning t h e i r lack o f 

t r a i n i n g , as w e l l as the increase i n t h e i r d u t i e s which r e s u l t e d from 

new budgeting arrangements and s t a t i s t i c a l monitoring. In r e p l y they 

were t o l d by p r o b a t i o n management t h a t senior s e c r e t a r i e s were a l s o t o 

be 'managers' of t h e i r teams. More paperwork, new i n f o r m a t i o n 

technology, p l u s the d r i v e t o computerise the p r o f i l e s o f c l i e n t s 

meant, as w i t h a l l grades of s t a f f , a fundamental r e - a p p r a l s a l o f the 

r o l e s and tasks o f s e c r e t a r i e s . 

With an increase i n pursuing the a c c o u n t a b i l i t y of o f f i c e r s v i a 

form f i l l i n g . I t i s the s e c r e t a r i e s who can bear the brunt o f these 

changes. Ringing a s e c r e t a r y f o r the minutes of a meeting I had 

attended, she r e p l i e d t h a t she was " a b s o l u t e l y snowed under here". I 

asked another s e c r e t a r y f o r some papers she was p r e p a r i n g f o r an 

o f f i c e r . She s a i d she would look f o r me, but t h e r e was 'so much o f 

I t ' : 

" I don't know where I t s coming from... I was s i t t i n g I n bed l a s t 
n i g h t reading the manual f o r the word processor; I had no 
t r a i n i n g f o r I t . I'm supposed t o be an a s s i s t a n t , but I need 
an a s s i s t a n t ! " 

S e c r e t a r i e s are a l s o being co-opted i n t o the new regime. They 

remind, as I found, members of the team of t h e i r d u t i e s t o f i l l i n 

forms and q u e s t i o n n a i r e s , w h i l s t at the same time being expected by 

some o f f i c e r s t o s o r t through t h e i r paperwork. As t h i s o f f i c e r said: 

" I get so fTuch paperwork I t p l i e s up and my s e c r e t a r y goes 
through I t and then asks me i f I've done an y t h i n g about them" 

Some o f f i c e r s a l s o expected s e c r e t a r i e s t o f i l l i n t h e i r t r a v e l 

claims, w h i l s t the o r g a n i s a t i o n o f o f f i c e r ' s d i a r i e s was p a r t o f the 
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j o b d e s c r i p t i o n o f s e c r e t a r i e s i n Treen. However, apart from a 

p o s i t i o n o f p o t e n t i a l e x p l o i t a t i o n by p r o b a t i o n o f f i c e r s , t h e r o l e o f 

s e c r e t a r i e s was al s o acknowledged by some t o be Indispensable. 

Looking f o r some papers when the s e c r e t a r y was absent i n one team, the 

Senior turn e d t o me: "1 don't know what I would do wit h o u t her. .. she 

possesses a computer mind". S i m i l a r l y , w i t h o u t the s e c r e t a r y I n one 

day c e n t r e I was t o l d : " e v e r y t h i n g would come t o a h a l t " . In another 

team t h e r e - l o c a t i o n o f s e c r e t a r i e s , away from t h e main o f f i c e o f 

pr o b a t i o n personnel, caused c o n f l i c t between the team and the SPO and 

ACPO; being f i n a l l y r esolved by the p r i s o n a u t h o r i t i e s who r e - l o c a t e d 

them. 

S e c r e t a r i e s a l s o provide the ' f r o n t - l i n e ' t o a v i s i t o r t o 

teams, p r o v i d i n g i n i t i a l impressions and as Smith (1981) has noted 

a l s o making d e c i s i o n s which a f f e c t s e r v i c e s t o c l i e n t s . I entered an 

o f f i c e i n the e a r l y stage o f the research and approached the g l a s s -

screened hatch i n the w a l l and waited, v i s i b l e t o the f o u r 

s e c r e t a r i e s . A f t e r a minute or so, one o f the s e c r e t a r i e s came over 

and s l i d the p a r t i t i o n back: "who are you here t o see"? I t o l d her 

the name o f the o f f i c e r : " t h a t ' s n i c e f o r you. . . s i t down over t h e i r 

and w a i t " ! Some eni>arrassment was caused when my i d e n t i t y was f i n a l l y 

revealed, but the a b i l i t y o f s e c r e t a r i e s t o c r e a t e impressions I n 

people's minds should not be underestimated (nor should t h e i r 

v u l n e r a b i l i t y t o p o t e n t i a l l y v i o l e n t c l i e n t s . There was an alarm 

b u t t o n on the f l o o r o f t h i s o f f i c e which, i f necessary, the s e c r e t a r y 

could a c t i v a t e w i t h her f o o t ) . 

S e c r e t a r i a l s t a f f may a l s o f i l t e r I n f o r m a t i o n s e l e c t i v e l y t o 

unfavoured o f f i c e r s or use l o c a l knowledge t o the advantage o f the 
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team. For instance, one s e c r e t a r y used t o d r i v e past t h e co u r t 

r e g i s t r y i n the mornings and because she knew the other o f f i c e s t a f f , 

borrowed f i l e s on c l i e n t s , photocopied them f o r the d i v o r c e - c o u r t 

w e l f a r e o f f i c e r and r e t u r n e d them at lunchtlme. 

Senior Probation O f f i c e r s 

L i k e senior s e c r e t a r i e s , Seniors are supposed t o be the 

'managers' which the new c l i m a t e r e q u i r e s . Management argue t h a t 

t h e r e I s not n e c e s s a r i l y a c o n f l i c t w i t h i n t h e i r r o l e between 

a d m i n i s t r a t i v e and occupational concerns. Yet, the r e s u l t s o f t h i s 

research c l e a r l y question t h i s . SPO*s and p r o b a t i o n management tend t o 

b e l i e v e the o r g a n i s a t i o n should have l o y a l t y and support and PO's and 

a n c i l l a r i e s tend not to. S i m i l a r d i f f e r e n c e s emerged when c o n s i d e r i n g 

the adjustment o f p r a c t i c e t o the a d m i n i s t r a t i o n ' s point o f view. 

Even those who f e l t they should be more accountablfe t o SPO's, 

mentioned how the r e l a t i o n s h i p was changing w i t h an emphasis on 

general o r g a n i s a t i o n a l o b j e c t i v e s - t o the detriment of support f o r 

the f r o n t - l i n e worker. An i n d i c a t o r o f t h i s t r e n d i s a l s o given by 

the r e s u l t o f research on s u p e r v i s i o n by Davies (1988). Although he 

was more concerned w i t h the a d m i n i s t r a t i v e nature o f s u p e r v i s i o n -

tending not t o enter the realm o f o r g a n i s a t i o n a l and environmental 

change - he notes a s h i f t i n the Service's o r g a n i s a t i o n from the 

' c o n s u l t a t i v e * t o the 'benevolent a u t h o r i t a t i v e * 

" i n the area o f decision-making and the extent t o which 
subordinates f e e l they I n f l u e n c e goals, methods and a c t i v i t y I n 
the s e r v i c e , and more l o c a l l y , teams" (1988, p. 98). 

At the same time, the f u n c t i o n s o f s u p e r v i s i o n and support by l i n e 

managers, i n the face o f i n c r e a s i n g task s p e c i a l i s a t i o n , has "become 

questionable" (1988, p. 103). 
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These p o i n t s were r e i n f o r c e d d u r i n g f l e l d w o r k . One SPO 

lamented the days of generic work w i t h her a b i l i t y t o ' keep-ln-touch' 

w i t h main-grade Issues by having a case-load o f her own. I n 

d i s c u s s i o n w i t h two Seniors on the the s u b j e c t s o f p r o f e s s i o n a l 

autonomy and decision-making they simply s a i d t h a t " t h e r e I s no 

autonomy and l i t t l e decision-making now". They t o l d me t h e i r j o b s 

were very d i f f e r e n t from when they j o i n e d the Service. This prompted 

another, who overheard our conversation, t o add t h a t they ' t r y t o do' 

court work and SIRs t o "keep I n touch" w i t h f r o n t - l i n e Issues. 

However, I n doing so they got "wrapped over the knuckles" by 

management. During one meeting of Seniors, an SPO s a i d she was 

supposed t o "supervise 13 people w h i l e a t t e n d i n g 6 t o 7 meetings at HQ 

a month". She had a choice given t h i s workload. I t was e i t h e r t o 

"skate over the surface" or "work 8am t o 12pm and drop dead I n 6 

months"! This, as she added, "makes me accountable, but not 

responsible". 

The d i f f e r e n c e s t h a t emerge between SPO's, pr o b a t i o n management 

and o t h e r s I n the o r g a n i s a t i o n - I n c l u d i n g how d i s t a n t they are from 

main-grade Issue - may be e x p l i c a b l e using Gouldner's (1970) a n a l y s i s . 

He r e f e r s t o two l a t e n t o r g a n i s a t i o n a l I d e n t i t i e s : 'cosmopolitan' and 

' l o c a l ' . The former being those who are not very l o y a l t o the 

o r g a n i s a t i o n and have a "high on corrmltment t o s p e c i a l i z e d r o l e 

s k i l l s , and l i k e l y t o use an outer r e f e r e n c e group o r i e n t a t i o n " . 

Locals on the other hand, are l o y a l t o the o r g a n i s a t i o n , "low on 

conmltment t o s p e c i a l i z e d r o l e s k i l l s and l i k e l y t o use an Inner 

reference group o r i e n t a t i o n " (1970, p. 481). While SPO's and 

p r o b a t i o n management, on autonomy and a c c o u n t a b i l i t y dimensions, 
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possessed c h a r a c t e r i s t i c s o f cosmopolitans i n terms o f a degree o f 

pr o f e s s i o n a l corrmltment, t h i s was r e l a t i v e l y weaker when compared t o 

POs. S i m i l a r l y , POs and a n c i l l a r i e s are not e n t i r e l y without l o y a l t y 

t o the o r g a n i s a t i o n . What d i d appear t o emerge when con^aring these 

two groups (SPOs and p r o b a t i o n management) i n the process o f change, 

i s an in c r e a s i n g tendency towards the a d m i n i s t r a t i v e frame o f 

reference, which emerges as a s i g n i f i c a n t d i f f e r e n c e when conpared t o 

other grades. I n respect t o SPO*s, t h i s would appear t o s u b s t a n t i a t e 

the f i n d i n g s o f Kakabadse and Wo r r a l l t h a t : 

"the e x p e c t a t i o n o f bosses are more Irrportant i n determ i n i n g 
the work r e l a t e d behaviour o f s u p e r v i s o r s t h a n t h e e x p e c t a t i o n s 
of subordinates" (1978, p. 66). 

As an SPO t o l d me: "we f e e l we are management s e r v i c i n g up r a t h e r 

than down as i t should be". 

In terms o f the ac t u a l process o f i n c o r p o r a t i o n i n t o t h e 

a d m i n i s t r a t i v e mode, we roist t u r n t o a c o n s i d e r a t i o n of the SPO's 

p o s i t i o n w i t h i n the o r g a n i s a t i o n . Seniors are, as chapter 4 

in d i c a t e d , i n c r e a s i n g l y seen as being p a r t o f the process o f 

f o r m u l a t i n g p o l i c y ' and s e t t i n g o b j e c t i v e s which, as discussed, was 

considered by pr o b a t i o n s t a f f t o be the preserve of p r o b a t i o n 

management under the i n f l u e n c e o f the Home O f f i c e and Government. 

Some SPO's found t h i s a d m i n i s t r a t i v e frame o f reference non-

problematic. However, i n so doing, they became unpopular w i t h t h e i r 

team. Thus, f o r example, one SPO was not popular because h i s s i g h t s 

were f i r m l y focused on upward m o b i l i t y . For others, not so f a v o u r a b l y 

pre-disposed t o a d m i n i s t r a t i o n , i t had become an i n c r e a s i n g p a r t o f 

t h e i r r o l e as t h e i r p o s i t i o n i n the o r g a n i s a t i o n makes them more 

s u s c e p t i b l e t o change. They now f u r n i s h e d the needs of the p o l i c y 
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process: the s e t t i n g of team o b j e c t i v e s , the c o n t r o l of s p e c i f i e d 

budgets and a t t e n d i n g a l a r g e r number of meetings. A l l of these met 

w i t h complaints from Seniors. Therefore, the t r a d i t i o n a l and 

p r o f e s s i o n a l component of t h e i r work - having a caseload and working 

at the f r o n t - l i n e - had diminished. This a f f e c t s t h e i r attempts t o 

c o n t r o l a domain of a c t i v i t y as t h e i r r o l e was i n c r e a s i n g l y p r e s c r i b e d 

by a d m i n i s t r a t i v e ends. 

The above changes a l s o have consequences f o r the r e l a t i o n s h i p 

between a Senior and her or h i s team. Thus, i n one team, because the 

Senior was o f t e n away at meetings, POs and a n c i l l a r i e s sought the 

advice of a l o n g - s e r v i n g PO. Even when he was d i s c u s s i n g these 

changes w i t h me, he was i n t e r r u p t e d by a PO and an a n c i l l a r y seeking 

advice on t h e i r r e s p e c t i v e cases! Seniors are a l s o expected t o be 

'go-betweens' i n the new c l i m a t e - f i l t e r i n g I n f o r m a t i o n from the 

f r o n t - l i n e t o p r o b a t i o n management. This g i v e s them a r o l e i n 

i d e n t i f y i n g w i t h each. Thus they are expected t o be both the 

' s p e c i a l i s t ' , who maintains the teams performance, as w e l l as the 

i n d i v i d u a l who c o l l e c t s i n f o r m a t i o n on t h a t performance. A dilemma i n 

t h e i r r o l e then a r i s e s : 

"the I n d i v i d u a l who helps c o l l e c t and fo r m u l a t e the a r r a y of 
f a c t s used I n a team's v e r b a l show may a l s o be employed i n the 
d i s t i n c t l y d i f f e r e n t task of p r e s e n t i n g or conveying t h i s f r o n t 
i n person t o the audience" (Goffman 1969, p. 157 ( f o o t n o t e ) ) . 

The dilemma i n these r o l e s i s t h a t the audience has changed. I t i s 

not the team, but the Home O f f i c e v i a p r o b a t i o n management. D i v i s i o n s 

may then occur between the teams needs and the o r g a n i s a t i o n s ' 

a d m i n i s t r a t i v e c r i t e r i a represented, i n c r e a s i n g l y , by the SPO. 
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Probation O f f i c e r s 

For t he p r o b a t i o n o f f i c e r , t h e very process o f 

I n d i v i d u a l I s a t l o n , as evinced by the l o g i c o f the SIR process, means 

con s i d e r i n g two e n t i t l e s : t h e c o u r t and the c l i e n t . T h i s I s the 

' l o g i c o f the s i t u a t i o n * I n which members o f the Service r o u t i n e l y 

f i n d themselves. In the very a d m i n i s t r a t i o n o f our c r i m i n a l j u s t i c e 

system, an a d v e r s a r i a l nature gives r i s e t o the e x c l u s i o n o f the 

v i c t i m I n the prosecution/defence equation (Mawby and G U I IV88). A 

s i m i l a r c o n f l i c t may e x i s t between a concern w i t h the needs o f the 

c l i e n t and the c o u r t ' s f u n c t i o n , p a r t i c u l a r l y I n a more r e t r i b u t i v e 

c l i m a t e t h a t o f t e n demands j u s t i c e <in t h i s case punishment). The 

balance between the two. I t I s contended, has i n the past been 

possible. One manual on p r a c t i c e I n the c o u r t s s t a t e d : 

"the c l o s e cormunlcation which grew between them ( t h e J u s t i c e s 
and p r o b a t i o n o f f i c e r s ) , and the evident success of t h e system, 
led t o the c o u r t s p l a c i n g great confidence I n the 
recorrmendatlons o f the p r o b a t i o n o f f i c e r " (Wright 1979, p. 92). 

The scales have now t i l t e d and w i t h I t the c o n f l i c t between the 

c o u r t and c l i e n t . I f members h o l d t o the b i n d i n g ethos, can t h i s 

balance now be thought o f as a f e a s i b l e j u g g l i n g act or "the s k i l l o f 

autonomy management"? (Boswell 1989, p. 73) The ethos which Informs 

autonomy management I s under q u e s t i o n i n t h i s environment. On the one 

hand, the ethos i s a b e l i e f . However, how does t h a t b e l i e f manifest 

i t s e l f I n the environment I n which- i t i s enacted? 

These questions about changing r o l e s , autonomy and 

a c c o u n t a b i l i t y make i t necessary t o observe the r o u t i n e pressures o f 

pro b a t i o n work I n d i f f e r e n t environments. The values which have been 

expressed by p r o b a t i o n s t a f f i n t h i s chapter would not be complete 
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without examining the everyday work which these I n d i v i d u a l ' s 

undertake. These s e t t i n g s may e i t h e r enable or c o n s t r a i n the 

execution o f p r o b a t i o n tasks and the r e a l i s a t i o n o f i t s values. I n 

order t o f u r t h e r understand p r o b a t i o n p r a c t i c e and the issues which 

have been r a i s e d In t h i s and other chapters, I now t u r n t o an 

understanding o f p r o b a t i o n work I n d i f f e r e n t s e t t i n g s . 

NOTES 

1. Of the 11 statements (some of which are adapted fro m F o r s y t h 
and Oanlsiewlcz), 3 were 'reverse-scored' t o check f o r 
'respondent acquiescence' (response-set). This Oppenhelm 
d e f i n e s as the tendency f o r a respondent t o agree, so as t o 
show themselves i n what they b e l i e v e " r e f l e c t s o c i a l l y 
d e s i r a b l e a t t i t u d e s " (1973, p. 117). 

2. There was a s i g n i f i c a n t d i f f e r e n c e between these 3 groups. 
However, th e r e were small numbers I n the c a t e g o r i e s , r e n d e r i n g 
the chi-square t e s t u n r e l i a b l e . 

3. The reader may have n o t i c e d (from the Appendix) t h a t the 
r e s u l t s o f one statement I s missing from the a n a l y s i s o f 
question 2. This r e f e r s t o 2 i on ' t e c h n i c a l decisions'. 46Z 
agreed w i t h the statement, but several people (8) noted the 
phrasing o f the question was not c l e a r . None of the 
p a r t i c i p a n t s I n the p i l o t noted t h i s , but given t h i s p o t e n t i a l 
ambiguity the question i s not f u l l y analysed. 

4. For ease of understanding and given the small numbers i n v o l v e d 
i n t he l a t t e r c a t e g o r i e s o f 'not very accountable* and 'not 
accountable', I w i l l present the r e s u l t s as a dichotomy -
'accountable' and 'not accountable' - expect where the 
i n t e n s i t y of b e l i e f i s such t h a t i t n e c e s s i t a t e s h i g h l i g h t i n g 
f o r the pHjrposes of a n a l y s i s . 
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PART Î_I 

CHARTER <S 



AT THE RROM-r LIME: 

PROBATION IM ACTION 

" A l l occupational groups seek t o reduce u n c e r t a i n t y ; t h a t I s 
they a t t e n ^ t t o Increase c o n t r o l over t h e i r environment. 
U n c e r t a i n t y might l i e I n the obduracy, complexity or v o l a t i l i t y 
o f t h e m a t e r i a l or people being considered. I t might a l s o l i e 
I n the e f f i c a c y o f the techniques a v a i l a b l e t o handle such 
o b j e c t s and people" (Howe 1986, p. 98). 

" I have got more Impatient w i t h the a n a l y s i s o f why people 
cormilt crime. Five years ago we were t o l d I t was the T o r i e s i n 
power and I t was unemployment, now the T o r i e s are I n power and 
i t s a f f l u e n c e t h a t causes crime. A l l these t h i n g s are absurd. 
In the end people coamlt crime because they are bad" (John 
Patten, Interviewed by N i g e l Stone I n the Probation Journal, 
September 1988). 

Chapters 1 and 2 charted the f o r m a t i o n o f the Service and the 

t r a d i t i o n a l b e l i e f t h a t p r o b a t i o n o f f i c e r s e x e r c i s e d a degree o f 

d i s c r e t i o n I n d e c i d i n g the way I n which a pro b a t i o n or conmunlty 

s e r v i c e order was t o be performed by the c l i e n t . However, as chapter 

2 i n d i c a t e d t h i s i s changing. The aim o f t h i s chapter (and t h e 

f o l l o w i n g on p r i s o n s ) I s , t h e r e f o r e , t o examine t h i s 'sphere o f 

d i s c r e t i o n ' I n r e l a t i o n t o the d a l l y demands made upon f r o n t - l i n e 

personnel i n t h e execution o f t h e i r d u t i e s . i n so doing i t a s s i s t s i n 

an understanding o f the Implementation gap discussed I n chapter 4 by 

c o n c e n t r a t i n g on 'everyday work' I n several areas: the c o u r t s , day 

centres, one-to-one I n t e r v i e w s w i t h p r o b a t i o n e r s , d i v o r c e - c o u r t 

w e l f a r e , coimwnlty s e r v i c e and a p r o b a t i o n h o s t e l . 
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ORDER m COURT: VARIATIONS IN THE SETTINGS 

G e t t i n g the 'impact' r i g h t 

The 'Impact' o f the Service - i n terms o f d i v e r t i n g o f f e n d e r s 

from c u s t o d i a l d i s p o s a l s - must begin I n the courts. ! t I s they who 

provide the Service w i t h t h e i r 'customers'. T h i s i n v o l v e s i n f l u e n c i n g 

t h e i r decisions. However, 

"the primary d e c i s i o n o f whether or not an offender i s t o be 
sentenced on the basis o f the t a r i f f should not I n the o r y be 
in f l u e n c e d by the s o c i a l I n q u i r y r e p o r t " (Oavles 1978, p. 203). 

As I n d i c a t e d I n chapters 2 and 4, t h i s process i s undergoing 

considerable change. Indeed, f o l l o w i n g the Home O f f i c e C i r c u l a r 

(1986) on Soci a l I n q u i r y Reports (SIRs), Treen sent out an I n s t r u c t i o n 

on t h e i r p r e p a r a t i o n . In t h i s C i r c u l a r the primary purpose o f an SIR 

was t o a s s i s t : 

"a Court t o decide the most s u i t a b l e way o f d e a l i n g w i t h t h e 
case when a person has been c o n v i c t e d of a p a r t i c u l a r o f f e n c e 
or set o f offences". 

In o r g a n i s a t i o n a l terms t he Impact on cou r t d e c i s i o n s Involves 

i n f l u e n c i n g the way an o f f i c e r c o n s t r u c t s a s o c i a l I n q u i r y r e p o r t . 

The means the o r g a n i s a t i o n uses are s t a f f t r a i n i n g , the use o f ' r i s k 

of custody scales' and t a r g e t i n g offenders. To these c o n s i d e r a t i o n s 

are added those o f cost: the Audit Corrmlssion puts t h e cost o f an SIR 

at an estimated £150 (1989. para. 71). I n p r a c t i c e , however, w h i l s t 

an "understanding of sentencing theory" i s ' v i t a l f o r p r o b a t i o n 

p r a c t i c e ' (Rawson 1982, p. 4-1), so too i s the o f f i c e r ' s r e l a t i o n s w i t h 

the l o c a l c o u r t . I t i s here t h a t o r g a n i s a t i o n a l impact I s determined. 

As such, t he decision-making process i n c o u r t s should be analysed not 

In terms o f 'outcome' - as m o n i t o r i n g i r r p l l e s - but " I n the context o f 

the r e l a t i o n s h i p between each o f f i c e r and c o u r t " (Davles 1978, p. 
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207). My i n t e r e s t , t h e r e f o r e , i s i n the mediation o f SIRs i n terms o f 

the a c t i o n s of members o f the Service and other p a r t i e s i n the 

courtroom s e t t i n g . 

F o l l o w i n g observations i n several d i f f e r e n t c o u r t s , t h e c o u r t s 

themselves are d i v i d e d i n t o two broad categories. This does not so 

much c a r r y connotations regarding the form of j u s t i c e which takes 

place w i t h i n these d i f f e r e n t s e t t i n g s , but provides a means f o r 

i n d i c a t i n g the extent t o which r e p r e s e n t a t i v e s o f the Service may be a 

recognised p a r t o f co u r t proceedings - both f o r m a l l y and i n f o r m a l l y . 

This, i n t u r n , has an e f f e c t on co u r t 'impact*. 

'Open' t o Probation 

The r e l a t i o n s h i p between t he Service and the c o u r t s i s c l e a r l y 

important i n the a l t e r n a t i v e s t o custody i n d u s t r y . The b e t t e r t h e 

l i n k s , the b e t t e r the conmunicat ions and understanding t h a t then 

e x i s t s between the two agencies. 

In t h e town which I c a l l 'Steeple', some o f the o f f i c e r s were 

known t o the magistrates, i n p a r t i c u l a r , those who have been i n the 

d i s t r i c t f o r some years or s e r v i c e small l o c a l c o u r t s . Returning t o 

one o f these c o u r t s one day, a PO t o l d me she met the l o c a l 

magistrates. One o f them asked her o p i n i o n on a 'case' heard d u r i n g 

the morning session. She was, i n her own words, " d e l i b e r a t e l y 

d e f e r e n t i a l " and agreed w i t h t h e i r d e c i s i o n . This was, as she l a t e r 

acknowledged, because "few go down i n the area". Even i n the main 

court i n the team's area magistrates are, noted another team member, 

" r e l u c t a n t t o use p r i s o n " and " r a r e l y go again s t " t h e " d e c i s i o n o f an 

SIR". As a r e s u l t o f these a s s e r t i o n s concerning t h e consensus which 

e x i s t e d between the cour t s ' d e c i s i o n s and the values o f p r o b a t i o n 
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o f f i c e r s , together w i t h s t a t i s t i c a l a n a l y s i s of the c o u r t ' s sentencing 

p a t t e r n s , I decided t o study the nature of the r e l a t i o n s which e x i s t s 

w i t h i n the main court. 

As Carlen notes: 

"A court of law, l i k e the t h e a t r e , i s an arena where the s o c i a l 
values and the devices employed t o choose between them can be 
s t u d i e d " (Carlen 1976, p. 37). 

With t h i s i n mind, the q u a l i t y of the i n t e r a c t i o n s can a l s o be gauged 

when the magistrates r e t i r e . An i n f o r m a l i t y may then emerge where the 

" r i t u a l o r g a n i z a t i o n of s o c i a l encounters" (Goffman 1972, p. 45) i s 

t e m p o r a r i l y suspended; t h e r e i s p o t e n t i a l f o r an acknowledgement of 

the presence of a p r o b a t i o n o f f i c e r by o t h e r s i n the court. * 

On one occasion magistrates had, at the c l e r k s suggestion, 

r e t i r e d f o r 5 minutes. The defence s o l i c i t o r was handed the times o f 

her c l i e n t ' s appearances i n the downstairs court. She threw i t back 

t o the c l e r k and requested t h a t the case be "heard i n t h i s c o u r t " . 

The PO i n t e r j e c t e d : "who I s the Clerk here"?. The s o l i c i t o r 

responded by j o k i n g t h a t she was going t o c a l l a witness on a ' C50 

breach'. The PO r e p l i e d : "you must be j o k i n g , he hasn't turned up on 

several occasions". At t h i s p o i n t one of the o t h e r s o l i c i t o r s i n the 

court took the o p p o r t u n i t y of asking the PO i f t h e r e were any b a i l 

h o s t e l places f o r h i s c l i e n t ? The PO s a i d she would phone the b a l l 

h o s t e l t o ' a s s i s t ' the s o l i c i t o r i n h i s plea (by the time the 

defendant appeared, a l l the b a i l places had been f i l l e d ) . 

T his f a m i l i a r i t y between the groups has advantages. For 

example, i t a s s i s t s defence s o l i c i t o r s . However, i t also has i t s 

problems. One PO " d e l i b e r a t e l y s i t s at the s i d e of the c o u r t " t o 

g i v e her a vantage p o i n t , but t h i s a l s o ensures t h a t she does not 
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become "too Involved" I n the t a l k about " s k i i n g h o l i d a y s and buying 

new cars" and "past defendants" which takes place among s o l i c i t o r s 

when the magistrates have r e t i r e d . This she f e l t was "wrong" f o r 

the c l i e n t when they were " i n t h e dock a w a i t i n g a d e c i s i o n " . 

Therefore, she t r i e d not t o be 'too f a m i l i a r ' w i t h t h e s o l i c i t o r s I n 

her concern f o r t h e c l i e n t s ' w e l f a r e . In a d d i t i o n , s i t t i n g where she 

d i d enabled her t o be ' v i s i b l e ' t o the magistrates. T a c t i c a l l y , space 

I s an Important p a r t o f courtroom procedure and v i s i b i l i t y i n the eyes 

of m a g i strates i s c e n t r a l . 

One case I n t h i s court i n v o l v e d a breech o f a 180 hour CSO 

a f t e r completion o f only 18 hours. The PO l i f t e d h i s hand s l i g h t l y , 

r a i s e d h i s head and looked towards the magistrates. They acknowledged 

h i s gesture and asked f o r h i s ' confuents* on the case. There were 

three ' f a i l u r e s t o attend* and one ' I l l n e s s ' . This, the PO added, was 

" r e a l l y not acceptable w i t h i n the g u i d e l i n e s o f the order". The c l e r k 

then asked t he PO what h i s views were o f the c l i e n t c o n t i n u i n g t h e 

order. W h i l s t he acknowledged the 'poor attendance', I f the c o u r t 

wanted the Service " t o persevere w i t h him", then he would. However, 

"at the end o f the day I t i s up t o the I n d i v i d u a l t o attend". 

The defence then spoke. The defendant was a musician and 

" f r a n k l y s i r ( t o the Chair o f t h e Bench) he hasn't a cat I n h e l l ' s 

chance o f f u l f i l l i n g t h e c o n d i t i o n s o f the order". In m i t i g a t i o n , t h e 

accused had organised a c h a r i t y concert and had a "steady j o b " as a 

musician In the evenings. "You have every r i g h t t o Impose a c u s t o d i a l 

sentence" t h e s o l i c i t o r acknowledged. Nevertheless, he asked f o r a 

de f e r r e d sentence " t o keep h i s employment and organise the concert as 

a r e a l s e r v i c e t o the conmjnlty". To s u b s t a n t i a t e the plea, t h e 
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s o l i c i t o r a l l u d e d t o an 'independent r e p o r t ' . This was w r i t t e n by an 

o f f i c e r "who your worships know has considerable experience". The 

r e s u l t was t h a t the magistrates d e f e r r e d a d e c i s i o n f o r 6 months. 

As we l e f t the c o u r t , the PO s a i d he f e l t g u i l t y about 

breaching people on CS "but i t s got t o be done". He had once breached 

someone whose son was w a i t i n g f o r him o u t s i d e the court and the c l i e n t 

'was sent down*. He then had t o t e l l the c l i e n t ' s w i f e and son of the 

r e s u l t . That evening when p l a y i n g w i t h h i s own son, h i s sense of 

g u i l t was compounded. He then noted how the new 'Nat i o n a l Guidelines' 

f o r CS w i l l mean higher breaches and provide no l a t i t u d e i n d e c i s i o n s 

which can "take account of i n d i v i d u a l ' s circumstances" which the co u r t 

had j u s t done. 

I n t h i s c o u r t and the Crown Court, t h e PO i n attendance was 

given the o p p o r t u n i t y t o speak t o an SIR. This even extended t o 

magistrates r e t i r i n g w h i l e a PO phoned a colleague who had w r i t t e n an 

SIR because the magistrates were c o n s i d e r i n g a d i s p o s a l which h i s 

colleague had not recommended. As the r e p o r t w r i t e r was known t o the 

magistrates, they were concerned enough t o seek h i s o p i n i o n b e f o r e 

making a c o n t r a r y recommendation. They had considered a 4B order, but 

the defence noted that the day ce n t r e was based on groupwork and the 

SIR spoke of the c l i e n t s ' I n a b i l i t y t o r e l a t e t o groups'. While they 

had r e t i r e d a w a i t i n g the r e p l y , the Crown Prosecution Service 

r e p r e s e n t a t i v e turned t o me: "The c l e r k keeps the s m e l l i n g s a l t s f o r 

me i n case they pass a c u s t o d i a l sentence"! The PO returned having 

been t o l d by h i s colleague t h a t groupwork would not n e c e s s a r i l y be a 

problem f o r the c l i e n t . The magistrates then made a 4B day c e n t r e 

order w i t h a 2 year p r o b a t i o n order, p l u s p s y c h i a t r i c treatment 
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c o n d i t i o n s . ' 

'Closed' t o Probation 

Cover f o r the s i x magistrates c o u r t s was being provided by two 

PO*s and an a n c i l l a r y . I t used t o be j u s t one PO, but a p i l o t scheme 

was being Introduced on Thursdays and F r i d a y s each week. 

Nevertheless, I n t h i s court: 

" I t i s a catch 22 s i t u a t i o n . I f you are not here, they say 
p r o b a t i o n doesn't care and i f here. .. n o t h i n g ! " 

In one case, a f t e r a lengthy sumning up, the defence s o l i c i t o r 

f i n i s h e d by saying: "may I r e s p e c t f u l l y remind your worships" and 

noted the ' p r o t e c t i o n o f the p u b l i c c r i t e r i a ' as a p r e c o n d i t i o n o f 

I n c a r c e r a t i o n (C. J. A. 1988, s. 123). He was r e f e r r i n g t o two o f h i s 

c l i e n t s w i t h no previous c o n v i c t i o n s who were charged, along w i t h 

t h r e e others, w i t h ' v e h i c l e t h e f t ' , ' t h e f t o f p r o p e r t y from the car', 

'no insurance' and ' f a i l u r e t o stop'. As the magistrates r e t i r e d , one 

of the POs turned t o me i n hushed tones. I t was, she s a i d , 

' s i g n i f i c a n t ' t h a t the defence s o l i c i t o r had mentioned the ' p r o t e c t i o n 

of the p u b l i c ' c r i t e r i a . 

The m a gistrates returned. The two POs were sat behind the 

c l i e n t s i n t h i s courtroom which, they said, d i d not help t h e i r image 

of being i d e n t i f i e d w i t h c l i e n t s and known as t h e 'enemy' t o c o u r t 

o f f i c i a l s . The Chair o f t h e Bench then announced 42 days i n a 

d e t e n t i o n c e n t r e f o r the v e h i c l e t h e f t and t h e f t o f p r o p e r t y and £140 

f i n e on the other charges t o both the * lads' w i t h no previous 

c o n v i c t i o n s . The atmosphere I n the c o u r t changed as those r e l a t i v e s 

i n the g a l l e r y l e t out a gasp of d i s b e l i e f . As the 'lads' were 

escorted away by p o l i c e , the POs gathered t h e i r papers and t o l d me t o 
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h u r r i e d l y f o l l o w . 

We went down t o the c e l l s and one o f the POs turned t o me, 

r e f e r r i n g t o the decision : " I can't b e l i e v e i t ! " As we entered, f o u r 

p o l i c e o f f i c e r s and the custody sergeant were e s c o r t i n g the lads I n t o 

the temporary c e l l s . "Who do you want t o see f i r s t " ? The sergeant 

asked one o f the POs. He gave him the names o f those he wished t o 

Interview. However, the s o l i c i t o r was allowed t o see them f i r s t 

because " i t s p a r t o f the pecking order". Then, one at a time, t h e 

lads were searched and t o l d they were allowed one phone c a l l . One o f 

them co u l d not remember a phone number, so was t o l d t o 'go back t o the 

c e l l s ' u n t i l he could. 

The s o l i c i t o r came out o f the c e l l and one o f the POs asked I f 

he was going t o appeal against t h e sentence. He s a i d the l a d would 

'only be I n s i d e f o r t h r e e weeks' so t h e r e was 'no po i n t ' . A p o l i c e 

o f f i c e r s a i d t h a t the POs cou l d I n t e r v i e w t h e lads I n the same room. 

In response, one o f the POs stopped at the t h r e s h o l d o f the c e l l : 

"No, I want t o i n t e r v i e w him alone". We then sat i n a small c e l l 3' 

by 5' and the PO asked the ' l a d ' I f he was going t o appeal. He s a i d 

t h a t the s o l i c i t o r t o l d him 'not t o bother'. However, the d i s c u s s i o n 

was c u r t a i l e d by a t h i r d glance from a p o l i c e o f f i c e r through t h e c e l l 

door. The PO stood up and the o f f i c e r unlocked the door and handcuffed 

the lad saying as he d i d so: " Y o u ' l l t h i n k t w i c e about n i c k i n g cars 

again", adding t h a t he would have t o c a l l everybody ' s i r ' i n p r i s o n . 

The PO cou l d c o n t a i n h i m s e l f any longer: "Next time h e ' l l say, ' s i r * 

do you mind i f I s t e a l you car?" Another p o l i c e o f f i c e r s a i d i t would 

'stop him' committing f u r t h e r offences. This was d i s p u t e d by 

reference t o r e c i d i v i s m r a t e s and we l e f t the c e l l s i n s i l e n c e . 
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When we a r r i v e d back at the team o f f i c e , a PO asked how her 

" l a d got on t h i s morning". She was shocked t o l e a r n he got 3 months. 

"But 3 o f them scored 0 on the r i s k o f custody scale"! She had even 

t o l d him t o go t o the motor p r o j e c t t h a t evening as she d i d not 

be l i e v e t h e co u r t was "being l i k e t h a t " ! As a r e s u l t of t h e i r sense 

of I n j u s t i c e , t h r e e members o f the team - who the SPO c a l l e d 'the 

pack' - I n s i s t e d t h a t she r i n g t h e s o l i c i t o r t o appeal against t h e 

sentences. 

When the SPO rang t h e s o l i c i t o r , she was t o l d t h a t t h e p o l i c e 

had overheard the POs di s c u s s i n g w i t h t h e i r c l i e n t s whether they were 

going t o appeal. They had re l a y e d t h i s I n f o r m a t i o n t o the m a g i s t r a t e s 

who, apparently, were 'displeased' w i t h the POs. The s o l i c i t o r added 

t h a t I t was 'not probation's job* t o i n f o r m c l i e n t s o f t h e i r r i g h t t o 

appeal. When the SPO t o l d t h e the 'pack' o f the phone c a l l , they 

r e t o r t e d t h a t they had a ' r i g h t ' t o do so on 'the c l i e n t s b e h a l f . 

For most o f the time i n t h i s c o u r t events were less dramatic. 

For two hours one morning remand a f t e r remand appeared. Despite t h i s 

the PO I was w i t h noted t h a t "you have t o have your w i t s about you". 

He had t r i e d t o get the a t t e n t i o n o f the usher t o ask about c o u r t 

appearances (who, u n l i k e the other c o u r t s I attended, was I n uni f o r m ) . 

The usher was Important t o members o f the Service i n l e t t i n g 

them know where and when a case was t o be heard. However, I n t h i s 

court, ceremony was heightened and the a i r o f f o r m a l i t y maintained by 

the courtworkers. As Carlen has observed: 

"Throughout t h e c o u r t hearing, usher ensures t h a t t h e 
mag i s t r a t e i s granted deference, i n t e r p o s i n g h i m s e l f between 
those who, wit h o u t f u r t h e r intermediary, would t r y t o hand 
documents or l e t t i e r s d i r e c t l y I n t o the magi s t r a t e ' s hands" 
(1976, p. 31). 
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Thus, u n l i k e the more 'open' c o u r t s the usher c o u l d be observed t o 

rush up the s t a i r s t o open the door t o the r e t i r i n g room f o r t h e 

magistrates and intervene when notes or SIR's were passed t o the 

magistrates. 

The maintenance o f t h i s f o r m a l i t y by the courtworkers worked 

against t h e Service. The PO cou l d not get the usher's a t t e n t i o n , 

d e s p i t e t h e f a c t he c l e a r l y t u r n e d round when he heard h i s voice. The 

magistrates r e t i r e d and the usher went over t o the lawyers. The PO 

being at the si d e o f the c o u r t was p a r t l y obscured by the high 

p a r t i t i o n s t h a t separated the rows o f seats from the c l e r k s ' t a b l e and 

the dock. 1 asked him i f he ever got con s u l t e d i n t h i s process. 

"Never", was t h e one word r e p l y . The usher then came over and 

standing o n l y f o u r f e e t away, announced the changes. The PO reacted 

and s t a r t e d t o s o r t through the cases. As he d i d so, he confirmed my 

observations t h a t the o p p o r t u n i t i e s t o 'speak t o a r e p o r t ' were "very 

few" i n the magistrates' c o u r t . "You get stand-downs which I don't 

l i k e . But, i f I go back t o the c o u r t and say I need a f u l l SIR they 

j u s t make the order anayway!"^ 

Surnnary 

When an SIR i s considered by the court, a PO may or may not be 

c a l l e d upon t o ela b o r a t e upon t h e i r recomnendations. The c l e r k may be 

p i v o t a l i n d i r e c t i n g the magistrates, or the magistrates themselves 

w i l l wish t o hear a r e p r e s e n t a t i v e o f the Service. Whoever decides, 

the d e c i s i o n w i l l r e s t on the extent t o which the Service i s 

considered t o be par t o f the r o u t i n e o f the c o u r t and t h i s , i n t u r n , 

r e s t s on the values which m a g i s t r a t e s and c l e r k s bestow on the 

Service. 
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Only when breaching or revoking an order was the PO p r o - a c t i v e 

i n the court. Otherwise the extent o f t h e i r p a r t i c i p a t i o n was 

dependant on other p a r t i c i p a n t s . Even the behaviour o f ushers i n the 

c o u r t s d i f f e r e d . Their u n w i l l i n g n e s s t o given a PO i n f o r m a t i o n on 

appearance times In the more 'closed' c o u r t , must be considered 

alongside a w i l l i n g n e s s t o see p r o b a t i o n as p a r t o f c o u r t procedure i n 

the 'open' court. Thus, a PO c o u l d not e a s i l y g a i n I n f o r m a t i o n on 

c l i e n t appearances on the one hand. On the other hand, an usher 

handed a PO a note they had w r i t t e n concerning i n f o r m a t i o n on a c l i e n t 

because the PO had t e m p o r a r i l y l e f t the court and she thought i t would 

be of use t o him. Such i n f o r m a t i o n can not only be o f importance t o 

the PO i n her or h i s case, but a l s o the w i l l i n g n e s s t o d i s c l o s e i t 

makes work i n the c o u r t s e t t i n g more pleasu r a b l e f o r Service 

representatIves. 

The 'dramaturgical d i s c i p l i n e ' (Carlen 1976) o f the d i f f e r e n t 

types of c o u r t r e q u i r e a c e r t a i n deference on the p a r t of those who 

are p a r t y t o the performance. Here the requirements o f courtroom 

deportment leave any o r g a n i s a t i o n a l requirements on personnel t o p l a y 

second f i d d l e t o the enactment of p r o b a t i o n p r a c t i c e i n t h a t s e t t i n g . 

Here a l s o l i e s the o f f i c e r ' s l a t i t u d e i n the execution of t h e i r tasks. 

However, t h a t l a t i t u d e and the degree of p a r t i c i p a t i o n i s bounded by 

the d i f f e r e n t c o u r t s ' c u l t u r e s . 

A c o u r t which appears more i n - l i n e w i t h o f f i c e r ' s values i n 

terms of i t s decisions, may have r a m i f i c a t i o n s at l e v e l s other than 

the i n t e r a c t i o n a l . As a PO i n Steeple s a i d i n con^aring the area w i t h 

a previous one they had worked i n , ' t h e r e was a p r i c e ' . W h i l s t the 

' c r i m i n a l s ' i n Steeple were ' n i c e r ' , i f she had "had such l o w - t a r i f f 
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o f f e n d e r s on p r o b a t i o n " i n her 'old* area, she would "have been 

reprimanded". Thus, p r o b a t i o n s e r v i c e a c t i v i t i e s and t h e i r members' 

a c t i o n s w i t h i n the courtroom i n pursual o f these, can have unintended 

consequences: u p - t a r i f f i n g o f f e n d e r s and spreading t h e formal net o f 

s o c i a l c o n t r o l even f u r t h e r . ^ 

DAY CENTRES 

Day centres are not wit h o u t controversy, p a r t i c u l a r l y due t o 

one p a r t o f a s e c t i o n (4A) o f the 82 Act. This r e q u i r e d o f f e n d e r s t o 

present themselves at a place and ' p a r t i c i p a t e i n or r e f r a i n from' 

c e r t a i n a c t i v i t i e s . The l a t t e r - negative requirements - have caused 

c o n f l i c t due t o the o v e r t n a t u r e o f the c o n t r o l l i n g f u n c t i o n i n t h e 

order. In J a r v i s ' s Probation Manual, Weston speaks o f the importance 

of being s a t i s f i e d " t h a t compliance i s f e a s i b l e " or " l i k e l y " and i f 

" u n r e a l i s t i c requirements" would lead t o i r r p a i r i n g "the p r o b a t i o n 

o f f i c e r / p r o b a t i o n e r r e l a t i o n s h i p " (1987, p. 40). Therefore, authors 

have spoken o f a 'challenge' t o the Service i n day centres. That i s : 

" t o use the p r o v i s i o n s o f the Act and i t s day ce n t r e resources 
t o continue t o provide a humane and c a r i n g dimension t o the 
penal system and f o r the b e n e f i t o f a wide range o f o f f e n d e r s 
(Wright 1984, p. 31). 

The ' D a i l y ' Demands 

In one day ce n t r e (of t h r e e t h a t I attended) several c l i e n t s 

were ' s i g n i n g i n ' f o r the day (which counted towards t h e i r s i x t y 

days). Two members o f s t a f f were engaged i n t h i s process, one t a l k i n g 

t o a c l i e n t i n the k i t c h e n and the other d i s t r i b u t i n g forms t o t h r e e 

new c l i e n t s t o * f i l l i n ' (these concerned the p r a c t i c a l and s o c i a l 
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s k i l l s which they would l i k e t o improve I n themselves). The s t a f f 

s a i d they were ' s t a r t i n g t he day ' o f f * . . . "by keeping the c l i e n t s 

busy". One c l i e n t was sent o f f t o the h o s p i t a l t o have a 'check up'. 

I t was a t r a u m a t i c time f o r him; i t was n e a r l y one year s i n c e h i s 

w i f e had drowned w h i l s t ' i n j e c t i n g ' i n the bath. 

An a n c i l l a r y was u n l o c k i n g a f i l i n g cabinet which contained 

money so two c l i e n t s c o u l d go and buy the day's lunch. She stopped, 

closed the door and comnented: "we are always on constant demand 

here". 'Something', she continued, " i s always going on". I t v a r i e d 

from c l i e n t s wanting "small t h i n g s " t o d e a l i n g w i t h "personal 

tragedies". 

The problems \ noted were v a r i a b l e . During t h e day, c l i e n t s 

came i n f r u s t r a t e d at the l e v e l o f s o c i a l s e c u r i t y b e n e f i t a l l o c a t e d 

t o them and demanded the immediate a t t e n t i o n o f the s t a f f . Another 

c l i e n t , s u f f e r i n g from symptoms of h e r o i n withdrawal, needed a 

p r e s c r i p t i o n f o r methadone (not helped by an a l l e g a t i o n t h a t the Home 

O f f i c e had contacted (JP's t o s t o p them seeing r e g i s t e r e d a d d i c t s and 

p r e s c r i b i n g methadone). One c l i e n t had bought a s t e r e o on h i r e 

purchase - a t , i t t r a n s p i r e d , an ' e x t o r t i o n a t e ' r a t e o f I n t e r e s t - and 

now owed more t o the h. p. company than when they bought i t a year ago 

and she was understandably upset. From these 'everyday occurrences' 

even a closed o f f i c e door was not always a refuge from these demands. 

C l i e n t s would s t i l l , i n the words o f one a n c i l l a r y , " j u s t come i n " . 

Voluntary 'drop-in* c l i e n t s a l s o attended i n one day centre, i n 

a d d i t i o n t o the s t a t u t o r y c l i e n t s . They would enter the o f f i c e 

wanting p l a y i n g cards and games or, i n one case, t o be shown how t o 

k n i t . To add t o t h i s s t a f f s a i d I t was always Important t o "keep an 
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eye on some of theirf*. This p o i n t was r e i n f o r c e d when a previous 

c l i e n t had ' p u l l e d a k n i f e ' on a member of s t a f f . As s t a f f 

recognised, the c o n t r o l o f t h i s s e t t i n g can sometimes r e s t on a 

tenuous basis. 

During one o f my v i s i t s I was asked i f 1 wanted t o j o i n a 

group. Seven o f us sat i n a c i r c l e w i t h a p r o b a t i o n o f f i c e r . He 

turned t o one o f the group who was s i t i n g o u t s i d e o f the c i r c l e and 

pointed t o a c h a i r : "come on Tony, I put i t t h e r e e s p e c i a l l y f o r 

you". R e l u c t a n t l y , Tony sat down. Having been t o l d t o t e l l the 

person next t o us 'about ourselves' we began; at which p o i n t t he 

o f f i c e r l e f t t o see another c l i e n t . Tony, who I was t a l k i n g t o , l i t 

a fag and o f f e r e d them round. Two minutes l a t e r the o f f i c e r returned. 

"^k) smoking i n here Tony". Tony looked a t h i s c i g a r e t t e and around 

the room at the others who were a l s o smoking. The o f f i c e r , n o t i n g h i s 

r e a c t i o n , p o i n t e d t o one o f the ot h e r s i n the group. He had p a i n t e d 

the room and " d i d n ' t want i t r u i n e d by c i g a r e t t e smoke". The p a i n t e r 

looked away, not answering. Tony then looked down and played w i t h h i s 

f i n g e r n a i l s . "Why not put i t t o the vote"? He asked. The o f f i c e r 

then changed t a c t i c s and s a i d he and the other 'day centre workers' 

found the smoke ' o f f e n s i v e ' . Tony e v e n t u a l l y put h i s c i g a r e t t e out. 

This simple example provides a backdrop against which one can 

see an e x e r c i s e o f power w i t h i n i n t e r a c t i o n s between s t a f f and c l i e n t s 

i n these s e t t i n g s . For example, an o f f i c e r experienced d i f f i c u l t y 

when she t o l d a group i n the day c e n t r e t o stop p l a y i n g cards f o r 

money. I t took a few minutes f o r them t o stop, d u r i n g which time a 

s e r i e s o f r e s i s t a n c e s took place around J u s t i f i c a t i o n s such as 'we're 

not doing any harm'; t h i s being compounded by the c u l p r i t s withdrawal 
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o f standard i n t e r a c t i o n a l devices such as eye contact and p h y s i c a l l y 

t u r n i n g h i s back on t h e PO. I n the end, as w i t h t h e above example, 

s t a f f achieved the d e s i r e d outcome. However, c l i e n t s can a l s o 

e x e r c i s e t h e i r own power i n f r u s t r a t i o n against what was t o many o f 

thenv a demanding regime. 

In one group on road s a f e t y , a member o f s t a f f had a l l u d e d t o 

the ifiportance o f obeying t r a f f i c laws. At t h i s p o i n t her a u t h o r i t y 

was questioned by one o f the group who noted t h a t the o f f i c e r had 

d r i v e n "over t h e speed l i m i t " and t h e r e f o r e a l s o "broke the law*'. 

Others i n the group a l s o agreed. The sub j e c t was then changed by the 

o f f i c e r , f o r t h e c r e d i b i l i t y upon which t h e q u e s t i o n i n g was based -

legal d r i v i n g by the PO - had been c o l l e c t i v e l y undermined by the 

group. 

•Making t he S e t t i n g 'Work' 

Whilst the power t o breach a c l i e n t who i s on an a l t e r n a t i v e t o 

custody order should not be underestimated, t h i s was bounded i n day 

centres by a d e s i r e and need t o take account of I n d i v i d u a l 

circumstances. This, i n t u r n , had a pragmatic * p a y o f f given the 

degree o f s i t u a t i o n a l u n c e r t a i n t y i n these s e t t i n g s - due t o both 

c l i e n t s ' problems and a need f o r the smooth running o f the day c e n t r e 

which n e c e s s i t a t e s the o v e r l o o k i n g o f some transgressions. 

A c l i e n t was l a t e I n t o the day c e n t r e and the s t a f f asked the 

other c l i e n t s where he was. I t t r a n s p i r e d h i s dog had been 'run over' 

and he had taken i t t o the vets. Apparently the dog was a ' r e a l 

f r i e n d ' t o him. I t was t h e r e f o r e decided not t o record h i s lack o f 

attendance u n t i l lunchtime. S t a f f d i d t h i s f o r two reasons. F i r s t , 

because he wasn't u s u a l l y l a t e and second, on compassionate grounds. 
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He turned up l a t e r and the s t a f f decided he could 'make up' h i s hours 

on another occasion given they 'understood' the circumstances. 

S i m i l a r l y , a c l i e n t wished t o v i s i t h i s estranged w i f e and c h i l d . He 

was f e e l i n g 'very upset' given the tenuous s t a t e o f t h e i r 

r e l a t i o n s h i p . He asked s t a f f i f a f r i e n d , a l s o at the day centre, 

could accompany him j u s t t o 'keep an eye* on him i n case he d i d 

anything he 'might r e g r e t ' . The s t a f f were w e l l aware o f the 

s i t u a t i o n and given t h e emotional circumstances surrounding t h e 

r e l a t i o n s h i p , granted him leave o f absence t o be 'made up* on another 

occasion. For the s t a f f i t was important t h a t they should enable him 

t o s o r t these personal problems out. Simply corrmanding h i s attendance 

at the day c e n t r e on t h a t occasion was counter-productive. 

Surrmary 

The r o u t i n e i n the day centres v a r i e d not only w i t h the type o f 

work t h a t members of the Service undertook w i t h c l i e n t s , but a l s o the 

demands t h a t were placed upon both p a r t i e s . As a r e s u l t , t h e r e was a 

high degree of u n c e r t a i n t y i n these s e t t i n g s . They were busy places 

where s t a f f t r i e d t o be p r o - a c t i v e i n t h e i r c o u n s e l l i n g work w i t h 

c l i e n t s , but were mostly r e a c t i v e t o t h e constant problems which 

c l i e n t s exp>erlenced on a day-to-day or longer term basis. A 

' v i s i b i l i t y ' t o c l i e n t s a l s o had i m p l i c a t i o n s f o r the a u t h o r i t y which 

s t a f f c o u l d e x e r t over c l i e n t s : i t i s more d i f f i c u l t t o c o n t r o l 

several d i s s e n t e r s than j u s t one; at the same time, a group can be 

used t o c o n t r o l one d i s s e n t e r . 

Whilst some s t a f f had t h e i r own o f f i c e s - a p o t e n t i a l r e t r e a t 

from the demands of c l i e n t s - o t h e r s found themselves on d i s p l a y and 

c o n s t a n t l y i n demand. C l i e n t s would ask personal questions o f some 
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s t a f f leaving, as I was t o l d , some more ' t r a d i t i o n a l l y ' minded 

o f f i c e r s " f e e l i n g awkward". This can be compounded by working i n a 

r u r a l s e t t i n g and meeting c l i e n t s 'out o f hours'. One o f f i c e r t o l d me 

she experienced t h i s when "doing the Saturday shopping". On the other 

hand, the degree o f c l i e n t d e p r i v a t i o n i n inner c i t i e s a l s o c r e a t e s 

problems: c l i e n t s a d d i c t e d t o alcohol and drugs and those w i t h 

f i n a n c i a l d i f f i c u l t i e s - simply because they have l i t t l e money upon 

which t o l i v e . As an o f f i c e r remarked, changes I n s o c i a l s e c u r i t y 

l e g i s l a t i o n w i l l exacerbate these problems: " I don't know how some of 

them are going t o cope". This a l s o has a 'knock-on* e f f e c t i n the 

co u r t s , surrmed up by a member o f the Crown Prosecution Service who 

t o l d t o l d me t h a t she was " g e t t i n g so many now w i t h these changes i n 

the DSS r e g u l a t i o n s " . 

HOLDING ON TO 'TRADITION': THE 0lvE-TO-0t^ 

The p r e f e r r e d method o f working w i t h c l i e n t s s t i l l seems t o 

remain the 'one-to-one' s i t u a t i o n (Boswell 1985; Davies and Wright 

1989). The use o f t h i s method w i t h i n the p r o b a t i o n order i s based 

upon the p o t e n t i a l f o r the i n d i v i d u a l ' s r e h a b i l i t a t i o n . The c o u r t 

s e l e c t s ' s u i t a b l e ' i n d i v i d u a l s f o r p r o b a t i o n orders and the p r o b a t i o n 

o f f i c e r then has a r e s p o n s i b i l i t y t o 'advise, a s s i s t and b e f r i e n d ' and 

'supervise' them. T r a d i t i o n a l l y , t h i s was achieved by r e g u l a r 

meetings w i t h t h e c l i e n t based upon the casework method. T h i s i s 

d e f i n e d by one author as: "an approach which emphasised some 

understanding o f i n d i v i d u a l psychology and pathology" (Rees 1978, p. 

52). However, w i t h the changes o u t l i n e d i n chapter 2, the nature o f 
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t h i s task has a l t e r e d and as the f o l l o w i n g accounts show, the 

p o t e n t i a l f o r I t s r e a l i s a t i o n I s both v a r i a b l e and dependent on 

envi ronmentaI f a c t o r s . 

The T r a d i t i o n a l Approach 

'George' s a i d he was a co n s e r v a t i v e o f f i c e r - " l a r g e and small 

c" - and f e l t a u t h o r i t y was important " f o r people t o f e e l I t and t e s t 

the b a r r i e r s " , but not f o r him t o represent i t as a " t h r e a t t o them^': 

the 'balance' was important. For those on 'community programmes' he 

wai t e d u n t i l e a r l y evening t o see them. I f c l i e n t s were l a t e t h a t was 

* okay' as long as they t u r n up and l e t him know. He sometimes wanted 

t o see c l i e n t s i n t h e i r home and get t o know " t h e i r home circumstances 

and meet g i r l f r i e n d s and wives", but would not push t h i s i f the c l i e n t 

was r e l u c t a n t . One pro b a t i o n e r he wanted t o see at home, but he was 

h e s i t a n t so George d i d not pursue i t , l a t e r t e l l i n g me he would 'gain' 

the p r o b a t i o n e r ' s confidence f i r s t . Despite t h i s temporary setback, 

at the end o f t h i s twenty minute meeting he had e s t a b l i s h e d the c l i e n t 

brewed h i s own beer, l i k e d d r i n k i n g , but f e l t he had, In h i s own 

words, "no r e a l f r i e n d s " . 

George s a i d he was from the "method o f casework school" and ' i n 

the business' o f o f f e r i n g h e l p on budgeting and s o c i a l s k i l l s . I 

suggested t h i s sounded l i k e p r a c t i c a l help, but he s a i d i t was a l s o 

" d i a g n o s t i c a p p r a i s a l " . However, he stopped s h o r t o f seeing h i s r o l e 

as f i n d i n g "causes f o r behaviour". I f t h i s was necessary he would 

suggest a p s y c h i a t r i c r e p o r t . 

George saw c l i e n t s once a week at f i r s t and f o r t n i g h t l y 

t h e r e a f t e r : "you can do something w i t h people who are p o l i t e , w e l l 

mannered and t h o u g h t f u l " . These q u a l i t i e s u l t i m a t e l y determined 
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whether he would breach them or not, although he r a r e l y breached. He 

a l s o went t o the c o u r t w i t h c l i e n t s ' money and p a i d t h e i r f i n e s . 

P r o f e s s i o n a l i s m f o r George was about ' c o n f i d e n t i a l i t y ' . C l i e n t s "know 

i t ( t h e r e l a t i o n s h i p between a PO and t h e i r c l i e n t ) stops at the 

door". Whilst he recognised a c o n f l i c t between the demands of the 

co u r t and the needs o f the c l i e n t , he worked i n a r u r a l area where he 

knew the m a g i s t r a t e s - whose sentencing p r a c t i c e s r a r e l y i ncluded 

Imprisonment - and c o u l d 'balance' t h e competing demands. George 

acknowledged i t "would be d i f f e r e n t i n other areas". 

Working f o r Change 

The c l i e n t ' s name was Paul. He was a drug a d d i c t who had been 

hooked on h e r o i n f o r over 4- years. In order t o pay f o r h i s expensive 

h a b i t he conmitted crime. That was the o f f i c e r ' s view and she wanted 

t o 'help' him. He had been breached f o r not keeping h i s appointments 

and on the day o f h i s court appearance he turn e d up l a t e a f t e r a 

warrant had been Issued f o r h i s a r r e s t . F o r t u n a t e l y I t was revoked by 

the l o c a l c o u r t (a more 'open* one). The sentence was then r e f e r r e d 

so several other charges c o u l d be heard at the same time. The o f f i c e r 

regarded these as ' p e t t y ' offences - confirmed by an examination o f 

the c o u r t s charge sheet. However, t h i s time she b e l i e v e d Paul "would 

get a p r i s o n sentence". 

The next day Paul turn e d up t o be I n t e r v i e w e d by the o f f i c e r 

and was asked t o check through the l i s t o f offences f o r which he was 

appearing. The PO then asked him "what do you t h i n k you w i l l get"? 

"Well, r i l go down. .. won't 1", Paul r e p l i e d . The o f f i c e r then began 

t o question him about h i s l i f e s t y l e . Paul looked awkward, picked up a 

paper c l i p and began t o bend i t i n between h i s f i n g e r s , l o o k i n g away 
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from the o f f i c e r as he d i d so. He s a i d he ' r e g r e t t e d * what he had 

done and wanted t o 'come o f f drugs. 

Despite Paul's awkwardness he was pressed. The PO spoke o f the 

' f u t i l i t y o f drugs' and t h a t she was not convinced he was 'genuine' 

about h i s wish t o * come o f f . I f he wanted t o do something he must 

"help h i m s e l f " and then she could t e l l t h e magistrates he was 

' w i l l i n g ' t o go t o a drug r e h a b i l i t a t i o n centre. 

Speaking about t h e bounds w i t h i n which t h e PO had t o work i n 

t h i s case she had wanted t o 'help* Paul, but the question o f 

' c r e d i b i l i t y ' had ar i s e n . She could not go i n t o c o u r t and reconmend 

pro b a t i o n a f t e r Paul had been breached f o r i t . Therefore, t h e 

p r o v i s i o n o f he l p t o the c l i e n t which she s a i d 'came f i r s t ' , was 

circumscribed by two f a c t o r s i n p a r t i c u l a r . F i r s t , the a n t i c i p a t e d 

r e a c t i o n o f the co u r t and second, by Paul's a d d i c t i v e h a b i t and 

subsequent c r i m i n a l a c t s t o s u s t a i n t h a t h a b i t . 

Good W i l l and I d e n t i f y i n g With t h e C l i e n t 

This concept o f 'helping' c l i e n t s extended beyond those w i t h 

drug problems. The e x e r c i s e o f 'good w i l l ' - conceived o f as being 

beyond the 'normal' course o f d u t i e s - I n the Service was o f t e n 

unrecognised and was infused, as I have suggested, i n the d a i l y 

r o u t i n e s o f p r o b a t i o n work. As W i l l i s notes: 

"Probation i s p r i m a r i l y concerned w i t h b r i n g i n g r e l i e f and 
s e r v i c e t o c l i e n t s whose circumstances might have otherwise 
appeared t o them i n t o l e r a b l e " (1986, p. 177). 

Thus, one p r o b a t i o n o f f i c e r d e r i v e d her work s a t i s f a c t i o n from h e l p i n g 

c l i e n t s and a m e l i o r a t i n g the worst excesses o f i n j u s t i c e which was a 

frequent occurrence i n the l o c a l court. On occasion and i f 

appr o p r i a t e , the o f f i c e r would go f o r a d r i n k w i t h c l i e n t s , one o f 
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whom phoned a f t e r an argument w i t h h i s g i r l f r i e n d . The o f f i c e r t o l d 

him not " t o get drunk" and would see him i n a couple of days. As she 

put the phone down she turne d t o me saying what a " l o v e l y person" t h e 

c l i e n t was and how, from a ' p r o f e s s i o n a l ' p o i n t o f view, " i t was a 

serio u s case o f over-involvement". 

So too was the case o f one member o f the Service who took a 

c l i e n t home one evening because they "were i n such a s t a t e " . The 

o f f i c e r a d mitted t h i s maybe seen as " u n p r o f e s s i o n a l " , but he d i d not 

see any source f o r r e g r e t i n h i s actions. In f a c t he was d i s p a r a g i n g 

of the concept o f ' p r o f e s s i o n a l distance' from the c l i e n t , t e l l i n g me 

o f one SPO who considered i t 'unprofessional' " t o have c o f f e e w i t h 

t h e i r teami". A s i m i l a r a t t i t u d e was held by those who o f f e r e d c l i e n t s 

l i f t s i n t h e i r cars out-of-hours; arranged s p o r t i n g a c t i v i t i e s ; used 

t h e i r knowledge of l o c a l resources t o gain c l i e n t s o p p o r t u n i t i e s i n 

employment ( a l b e i t i n many cases p a r t - t i m e or p o o r l y paid) and used 

t h e i r knowledge o f l o c a l s o c i a l s e c u r i t y procedures t o a s s i s t c l i e n t s , 

or gain them money from other sources ( p r o b a t i o n funds, c h a r i t i e s 

e t c ) . 

Sunmary 

Those o f f i c e r s observed i n the one-to-one s i t u a t i o n saw the 

c l i e n t s e i t h e r once a week or a f o r t n i g h t . The length o f the 

i n t e r v i e w s v a r i e d and the nature o f the I n t e r a c t i o n mediated by the 

ethos o f the o f f i c e r , together w i t h the circumstances o f the offender. 

Nevertheless, t h e r e are l i m i t s t o t h i s ' n e g o t i a t e d order' 

(Strauss 1978). Consider the type o f r e l a t i o n s h i p entered i n t o by the 

two p a r t i e s . I t i s the r e s u l t o f a co u r t d e c i s i o n . I n t h i s George 

was enabled by h i s close r e l a t i o n s h i p w i t h a l o c a l court who r a r e l y 
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* sent people down' - h i s t r a d i t i o n a l methods o f working were enabled 

by the environment. However, i n the case o f Paul the o f f i c e r not only 

f e l t t h a t he needed s p e c i a l i s e d r e h a b i l i t a t i v e treatment, but t h a t the 

Service's c r e d i b i l i t y was at stake i n the eyes o f the court. I t was 

w i t h t h i s i n mind t h a t she had t o act. I n a d d i t i o n , i n her response 

t o the c o u r t t h e r e was a l s o an o r g a n i s a t i o n a l dimension. By the very 

nature o f t h e task, s u b s t a n t i v e a c c o u n t a b i l i t y r e s t s w i t h t h e o f f i c e r . 

O r g a n i s a t i o n a l a c c o u n t a b i l i t y was exacted by records o f c l i e n t contact 

and other means, already discussed, o f m o n i t o r i n g workloads. This has 

a time component. A d m i n i s t r a t i v e work demanded more o f her t i m e and 

she b e l i e v e d d e t r a c t e d from her 'core' task o f h e l p i n g the c l i e n t . 

T^€ HOSTgL ENVlRO^^E^fT 

Probation cornnittees were empowered t o set up and run p r o b a t i o n 

h o s t e l s under t h e 1772 Powers of C r i m i n a l Courts Act. This arose: 

not o n l y as a response t o the accorrmodat ion problems o f 
offenders, but a l s o out o f r e c o g n i t i o n o f the f a c t t h a t they 
can o f t e n be adequately helped i n small I n s t i t u t i o n s which 
enable them t o remain i n employment, t o have freedom o f 
movement i n the community, and t o a v o i d the dependency and 
i n s t i t u t i o n a l i s a t i o n which can come from frequent imprisonment" 
(Haxby 1778. p. 244). 

The Probation Hostel Environment 

Thursday was 'Giro day'. This c o u l d be a problem f o r s t a f f I f 

the ' lads' go d r i n k i n g . I t was 10. 15 a.m. on a Thursday and t h e r e was 

much a c t i v i t y . One o f the 'lads' came i n and blew the smoke from h i s 

c i g a r e t t e i n t o the o f f i c e ( i n which the s e c r e t a r y o b j e c t e d t o smoking) 

and walked out, g l a n c i n g at the s t a f f I n the room as he d i d so. 

Another ' l a d ' entered. He wanted help f i l l i n g i n h i s j o b a p p l i c a t i o n 
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form, but the s t a f f were busy and he was t o l d t o come back l a t e r . Two 

minutes l a t e r he returned, asking t o use t o phone. Having t r i e d t h e 

number several times i t was s t i l l 'engaged*. He slanmed the phone 

down i n f r u s t r a t i o n . One o f the s t a f f looked up from her desk and 

t o l d him t h a t some c o n s i d e r a t i o n f o r oth e r s would help. He r e p l i e d 

t h a t she "cou l d do w i t h some'* and l e f t t h e room. Another member o f 

s t a f f t u r n e d t o me, t e m p o r a r i l y suspending her w r i t i n g : "make a note 

i n your book t h a t you can't do any work i n here - nowhere i s sacred"! 

Three members o f s t a f f then discussed a lad who was owed some 

money by h i s land l o r d . He wanted them t o pay h i s t r a i n f a r e t o r e t u r n 

home f o r the day and c o l l e c t h i s money. They were unsure about h i s 

' r e a l ' i n t e n t i o n s . He then entered the o f f i c e : "can I make a phone 

c a l l . . . i t must be p r i v a t e " . He was t o l d t o use the phone i n the 

* bedroom' behind the o f f i c e which s t a f f use when 'sleeping i n ' . 

Another member o f s t a f f inrrnediatety r e t o r t e d : "no he can't - s t a f f 

only!" However, he could make h i s phone c a l l i n the 'q u i e t room'. As 

he l e f t the member o f s t a f f who had stopped him using the bedroom 

telephone, t u r n e d t o the other: " t h a t was a b r i g h t idea". She then 

r e p l i e d t h a t using the phone i n the bedroom would have been ' a l r i g h t ' . 

"Rules are r u l e s " she was t o l d . At t h i s p o i n t the l a d returned: " I 

can't get through i t j u s t keeps going 'beep', 'beep'". " I t ' s engaged" 

came the r e p l y and he could use the 'mobile phone'. " I t s okay, I can 

r i n g from here" he s a i d and everybody 'groaned'. I t then t r a n s p i r e d 

t h a t he was w o r r i e d t h a t h i s dole would be stopped i f he d i d n ' t 

contact h i s land l o r d . This confirmed the suspicions o f s t a f f 

r e garding h i s i n i t i a l m o t i v a t i o n t o make t h e c a l l . I t was now 10.45 

a.m. and I have described o n l y a few o f the events. 

- 206 -



That was my f i r s t h a l f - h o u r - except team meetings and sh o r t 

v i s i t s - spent I n systematic o b s e r v a t i o n I n a p r o b a t i o n h o s t e l . I t 

does not end there. The same f r e n e t i c a c t i v i t y c h a r a c t e r i s e d the 

h o s t e l environment. Mostly I t was demands f o r p r a c t i c a l help such as 

f i l l i n g i n DSS c l a i m forms, reading and h e l p i n g . w r i t e l e t t e r s , or 

r e s i d e n t s wanting access t o t h e i r money which was kept i n a locked 

drawer i n the o f f i c e . I n response t o t h i s , one of the s t a f f members 

t o l d me th a t when he f i r s t s t a r t e d working i n the h o s t e l , he coped 

w i t h the demand by saying "no t o e v e r y t h i n g " and then "people had t o 

convince me". Now, he " i n v a r i a b l y say's yes". 

These demands were compounded by p a r t i c u l a r r e s i d e n t s . One 

lad, I noted, took great d e l i g h t i n 'winding up' the other r e s i d e n t s ; 

something he a c t u a l l y admitted on one occasion. T h i s came t o one of 

seve r a l 'peaks' when he was knocking on the door of another r e s i d e n t 

and running away. He was pursued down the s t a i r s and r e t r e a t e d i n t o 

the o f f i c e . The other r e s i d e n t followed, extended h i s arm and po i n t e d 

a f i n g e r at him: " I ' l l g i v e you a smack". "We'll have none of t h a t 

I n here" s a i d a member of s t a f f . The aggrieved r e s i d e n t l e f t and the 

lad stayed i n the o f f i c e , f e a r i n g a r e p r i s a l . He then s t a r t e d t o play 

w i t h t h e papers and pens on an o f f i c e r ' s desk. He was t o l d he was 

being i r r i t a t i n g , which he denied. "Well you're I r r i t a t i n g me" the 

o f f i c e r t o l d him. He took offence: "get on t o Martyn W i l l i a m s ( h i s 

'home PO') and t e l l him you don't want me then". Having been t o l d 

t h i s was not what was meant, he l e f t the o f f i c e . 

This same r e s i d e n t had d r i v e n one member of s t a f f t o the 

thought of h i t t i n g him; something they had not f e l t before. However, 

the r e was another side t o the s t o r y . ' E r i c * had once admitted t o h i s 
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'key worker' - l a t e r t o deny I t - t h a t he had been s e x u a l l y abused as 

a c h i l d . Another member o f s t a f f a l s o b e l i e v e d he had been a male 

p r o s t i t u t e . E r i c ' s problems d i d not end there. A system o f rewards 

had been e s t a b l i s h e d f o r him I f h i s bed was 'dry' i n the morning -

something which had t o be kept from t h e other r e s i d e n t s f o r fea r of 

r i d i c u l e - and he was a l s o f r u s t r a t e d at h i s i n a b i l i t y t o read. E r i c 

needed i n t e n s i v e help, which i n the busy environment o f the h o s t e l i t 

was not always p o s s i b l e t o provide. Therefore, c o n s t a n t l y checking 

him and p r o t e c t i n g him from the other r e s i d e n t s formed more irrmediate 

c o n s i d e r a t i o n s i n the s t a f f s ' minds. 

I t was e a r l y evening and a new a r r i v a l had come i n . He was on 

b a i l w i t h a 6 o'clock curfew; t h e p r o v i s i o n o f which, a member o f 

s t a f f noted, had 'enhanced the c r e d i b i l i t y o f the h o s t e l w i t h l o c a l 

magistrates'. A few of the 'lads' were ' s i g n i n g out' f o r the evening. 

As one i n p a r t i c u l a r l e f t , another r e s i d e n t turned t o the new one and 

commented: "be c a r e f u l what you say t o htm, he's green grass". They 

s t a r t e d t a l k i n g about t h e i r ' e x p l o i t s ' and exchanging i n f o r m a t i o n . I 

l e f t the dining-room f o r the o f f i c e . 

One member of s t a f f was i n the o f f i c e who, l i k e t h e others, 

f r e q u e n t l y found himself doing overtime. I t was not h i s t u r n f o r 

'sleep i n g i n ' , but paperwork needed completing and the r e s i d e n t s ' 

concepts o f n i g h t - t i m e d i d not " n e c e s s a r i l y i n c l u d e sleep". There was 

a l s o t h e p o s s i b i l i t y o f ' t r o u b l e ' - i t was Thursday ( g i r o day) n i g h t . 

I t was now 11.15 p.m. and the f r o n t - d o o r was about t o be 

locked. The r u l e on t h i s , one o f several which a l l the r e s i d e n t s 

s i g n , read: 
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"Residents t o r e t u r n no l a t e r than 11.00 p.m. and remain on t h e 

h o s t e l premises u n t i l 7.00 a.m. the f o l l o w i n g day. Late passes 

may be granted by t h e Duty Warden, but t h i s should be seen as a 

p r i v i l e g e not as a r i g h t " . 

A l a t e a r r i v a l came i n and a f t e r we exchanged g r e e t i n g s the Duty 

Warden asked him: "Do you want a word?". "Yes" he r e p l i e d . Another 

r e s i d e n t was asked t o leave t h e o f f i c e t o a l l o w some privacy. "I'm 

not being funny, but 1 would l i k e a p r i v a t e word". "Okay, w e ' l l go up 

t o t h e q u i e t room". They l e f t t o t a l k I n the only room which was not 

used as a bedroom which, according t o Home O f f i c e c r i t e r i a should be a 

bedroom, but i t was the only place i n the h o s t e l where c l i e n t s c o u l d 

speak t o each ot h e r and s t a f f w i t h them - I n privacy. We sat 

downstairs f o r another hour and they s t i l l had not re-appeared. The 

lad who had wanted a chat had attempted s u i c i d e t h e week before and 

being G i r o n i g h t ' t h i n g s ' d i d not, I n the words o f the remaining 

warden, " f e e l r i g h t " . 

Sunmary 

The very f a c t t h a t up t o twenty 'lads' are accommodated i n the 

h o s t e l c r e a t e d p e c u l i a r pressures on t h e s t a f f as t h e ' r o u t i n e ' o f the 

above suggests. There was a constant dilemna between the smooth 

running o f t h e hos t e l and t h e aims o f r e s i d e n t i a l o r d e r s i n 

r e h a b i l i t a t i n g offenders. T h i s perhaps u n d e r l i e s t h e conment o f a 

member o f s t a f f who r e f l e c t e d : "perhaps p r o b a t i o n I s n o t h i n g more 

than a f l r s t - a l d placebo". However, t h e r e was temporary r e s p i t e f o r 

the s t a f f from t h e demands o f t h i s regime. For Instance, i n seeing 

one o f the lads moving from stage one, which begins t h e process o f 

a s s i s t i n g them I n understanding o f f e n d i n g behaviour and on t o stage 

two - f o l l o w i n g s a t i s f a c t o r y c o n ^ l e t l o n of stage one - which i n v o l v e d 
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greater independence by moving i n t o a d j a c e n t b e d - s i t acccrrYnodation. 

There were a l s o circumstances which m i l i t a t e d against t h i s . 

Home O f f i c e r u l e s s t i p u l a t e d t h e number o f beds which should be ' I n 

use* and hence question occupancy rates. Hostel e f f e c t i v e n e s s was 

t h e r e f o r e measured on a 'head count". As one o f f i c e r remarked: " i t i s 

no good having the r i g h t philosophy w i t h o u t Home O f f i c e back-up". 

Further, these c r i t e r i a d i c t a t e d the number o f s t a f f who can be 

employed. There were 20 beds i n the h o s t e l , I f they had had 23, 

another member o f s t a f f c o u l d have been employed. 

These c r i t e r i a d i r e c t l y a f f e c t the type and amount o f work 

which can be achieved i n t h i s environment. They a l s o do not consider 

the a d d i t i o n a l demands t h a t r e s i d e n t i a l work r e q u i r e s : 

"Such a r a t i o I s confusing, because at any one time a worker on 
duty may be resp o n s i b l e f o r a l l the r e s i d e n t s i n a h o t e l , but 
have c o n t i n u i n g r e s p o n s i b i l i t y f o r a few o f themf* (Glastonbury, 
Bradley and Orme 1987, p. 148). 

They take no account o f the s u i c i d a l r e s i d e n t mentioned above and the 

f a c t t h a t a ' s l e e p - i n ' - d e s p i t e t h a t , o f f i c i a l l y , t h e r e i s no 24-hour 

cover - o f t e n becomes a ' n i g h t duty'. Also, the need t o l i a i s e w i t h 

l o c a l r e s i d e n t s who f e e l uneasy about the l o c a t i o n o f the h o s t e l - an 

Important p u b l i c r e l a t i o n s e x e r c i s e - and o f f e r an 'open-door' p o l i c y 

t o them. In a d d i t i o n , those r e s i d e n t s who l i k e E r i c have been 

severely a f f e c t e d by t h e i r e a r l i e r experiences and r e q u i r e d help w i t h 

t h e i r l i v e s and not j u s t the simple containment which a ' q u a n t i t a t i v e 

count* i n e v i t a b l y Implies. 

To add t o these r e s t r a i n t s , the l o c a l m a g i strates were, 

according t o the warden, i n c r e a s i n g l y seeing the hos t e l "as an 

a l t e r n a t i v e t o custody". This placed a d d i t i o n a l r e s p o n s i b i l i t i e s on 
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the s t a f f t o 'keep an eye on' reside n t s . With t h i s background o f 

expectations made o f the h o s t e l , the balance o f help and c o n t r o l can 

so e a s i l y t i l t . Fisher and Wilson found t h i s t o be t h e case i n t h e i r 

study o f one h o s t e l i n which the s t a f f attempted t o act i n a 'more 

l i b e r a l ' manner: 

" I r o n i c a l l y , t h e s t a f f were o b l i g e d t o take on t h e burden o f 
p a t e n t l y e x e r c i s i n g a u t h o r i t y , sometimes i n an a u t h o r i t a r i a n 
manner" (1982, p. 197). 

In c o n t r a s t , the other h o s t e l i n t h e i r study which pursued a more 

a u t h o r i t a r i a n regime had, they declared, a 'high r a t e o f absconding'. 

A l l these c r i t e r i a and the at t e r r p t s t o balance one against another, 

circumscribe the type o f work which can be undertaken In the h o s t e l 

environment. 

DIVQRCE-CQURT WELFARE 

This study has concentrated on the Service's work w i t h a d u l t 

offenders. However, t h e r e remains an area o f work the p u b l i c may not 

always assoc i a t e w i t h probation: d i v o r c e - c o u r t welfare. The tasks o f 

prob a t i o n o f f i c e r s as di v o r c e c o u r t w e l f a r e o f f i c e r s (DCWOs), i n c l u d e 

'adoption', 'custody', ' r e c o n c i l i a t i o n ' , 'consent t o marriage' and 

a c t i n g as guardian ad litems. The o f f i c e r s ' primary concern i s w i t h 

the w e l f a r e o f c h i l d r e n and they act as ' c o n c i I l a t o r s ' between p a r t i e s 

who are i n d i s p u t e over access or custody o f t h e i r c h i l d r e n . They 

al s o prepare w e l f a r e r e p o r t s f o r the cou r t i n the case o f p a r t i e s 

f a i l i n g t o agree and i n some circumstances undertake the s u p e r v i s i o n 

of a ward o f cou r t . However, I n t h i s s e c t i o n , f o r the purpose o f 

comparison w i t h other areas o f work, I w i l l c o n centrate on ' i n - c o u r t ' 

- 2 n -



c o n c i l i a t i o n o n l y . * 

Divorce-Court Welfare O f f i c e r s i n A c t i o n 

A DCWO was working w i t h two c l i e n t s i n a p a r t i c u l a r l y 

'acrimonious* d i v o r c e w i t h a l l e g a t i o n s o f c h i l d abuse being made 

against the f a t h e r . The f a t h e r v i s i t e d the DCWO w i t h a r t i c l e s about 

how t h e e f f e c t o f f a l s e a l l e g a t i o n s can r u i n someone*s l i f e . These 

pressures o f the work remarked a OCWO: "worry me, i t r e a l l y does". 

On the othe r hand, another o f f i c e r f e l t d i v o r c e - c o u r t work was a 

" c a t h a r t i c experience". She considered work w i t h o f f e n d e r s was 

'd e s e n s i t i z i n g ' . Continuing t o see of f e n d e r s who were g u i l t y o f 

various crimes meant she was no longer shocked by what she saw. For 

exan^le, she would s i t i n her o f f i c e and a c l i e n t would enter and she 

would t h i n k t o h e r s e l f "Oh! Another r a p i s t . Come I n and s i t down". 

The Job then became "too a d m i n i s t r a t i v e " . Working as a OCWO was 

"p s y c h o l o g i c a l l y demanding. .. 11's a f a s c i n a t i n g j o b , I t r e a l l y I s 

f a s c i n a t i n g . No two cases are the same". 

On Monday the cases are a l l o c a t e d and I j o i n e d three o f f i c e r s 

who were going t o discuss them w i t h the Re g i s t r a r . He, u n l i k e another 

Re g i s t r a r , t e s t e d the o f f i c e r s less because he d i d not read a l l the 

re p o r t s thoroughly, but d e f e r r e d t o them on s p e c i f i c cases. Later, a 

DCWO made contact w i t h two p a r t i e s o u t s i d e o f the courtroom t o attempt 

a c o n c i l i a t i o n at the R e g i s t r a r ' s request. However, f o l l o w i n g an 

unsuccesful c o n c i l i a t i o n she r e t u r n e d t o the R e g i s t r a r r e q u e s t i n g a 

report. 

I n a l l t h e c o n c i l i a t i o n s attended t h e o f f i c e r s were at pains t o 

s t r e s s t h e i r Independence: a p o i n t which was r e i n f o r c e d by the 

e x p l i c i t mention o f t h e i r p o s i t i o n t o both p a r t i e s by the R e g i s t r a r 
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and t h e i r s o l i c i t o r s . In p r a c t i c e , o f f i c e r s used va r i o u s methods t o 

focus the parents on t h e i r c h i l d r e n ' s welfare. In one case, a f a t h e r 

was speaking t o h i s ex-partner through the o f f i c e r . The o f f i c e r leant 

forward on her seat, looked a t him and gestured t o h i s partner: 

"they* r e your c h i l d r e n " and t o l d him t o speak d i r e c t l y t o h i s ex-

partner. Therefore, the p r o f e s s i o n a l r h e t o r i c o f I m p a r t i a l i t y was 

sustained by DCWO's and t h e i r c l i e n t s which. I n t u r n , was empowered by 

the courts. This was a very d i f f e r e n t p o s i t i o n from t h e i r 

c o u n t e r p a r t s i n the r e s t o f the Service. 

These powers, w h i l s t enabling, a l s o have a p r i c e . The 

pre p a r a t i o n o f a w e l f a r e r e p o r t - f o l l o w i n g the a t t e n p t at 

c o n c i l i a t i o n p r i o r t o a courts' order - means a l l avenues concerning' 

the p a r t i e s ' circumstances and a l l e g a t i o n s rrust be explored ( u s u a l l y 

by an o f f i c e r other than the one who conducted the c o n c i l i a t i o n ) . This 

places i n v e s t i g a t i v e powers i n the hands o f the o f f i c e r , p a r t i c u l a r l y 

In cases o f contested custody where both p>artles attempt t o present 

themselves i n the best p o s s i b l e l i g h t . I n court, the p r e s e n t a t i o n o f 

the w e l f a r e r e p o r t may open DCWOs up t o cross-examination by the 

p a r t i e s ' b a r r i s t e r s . During one case the judge spoke t o the o f f i c e r 

about the r e p o r t : " I t ' s not your j o b t o make deci s i o n s Mr X, i t ' s 

mine. But now I'm going t o throw you t o t h e l i o n s " . Whereupon, he 

was cross-examined by the two b a r r i s t e r s i n a case where he had 

reconrnended the s p l i t t i n g o f two c h i l d r e n (something which o f f i c e r s 

are r e l u c t a n t t o recommend and r a r e l y do). For t h i s , as the o f f i c e r 

noted, t h e r e i s no t r a i n i n g f o r d i v o r c e work or f o r f a c i n g b a r r i s t e r s 

i n c o u r t . 
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I n respect t o the a c t u a l e x e r c i s e of i n v e s t i g a t i v e powers, I 

Joined an o f f i c e r who was v i s i t i n g the house of a woman whose ex-

husband was seeking custody of t h e c h i l d r e n . He had a l l e g e d she never 

d i d any housework and the house was always inessy. The o f f i c e r , w h i l s t 

a p o l o g e t i c , t o l d the woman th a t he had t o i n v e s t i g a t e these claims 

because i f he was "put up i n f r o n t of the b a r r i s t e r s i t was important 

t o know a l l the facts**. The woman showed him round the house, l a t e r 

f e e l i n g i t necessary t o show us her c u l t i v a t e d garden, new f u r n i t u r e 

and 'clean' k i t c h e n . I n circumstances such as these, the discourses 

which surrounds the n o t i o n of an ' i d e a l ' f a m i l y and I t s d i v i s i o n of 

labour, a l i g n themselves I n the per s p e c t i v e s of the o f f i c e r s and 

assumptions and p r a c t i c e s of the court. ̂  Again, t h i s was a very 

d i f f e r e n t s t o r y from c r i m i n a l court-based o f f i c e r s . 

Summary 

The o f f i c e r s I observed and in t e r v i e w e d b e l i e v e d d i v o r c e - c o u r t 

w e l f a r e work t o be a two-sided a f f a i r : demanding and yet enjoyable. 

This can be a t t r i b u t e d t o two f a c t o r s i n comparison w i t h work w i t h 

offenders. F i r s t , the r o l e of DCWOs i s c l e a r l y circumscribed i n law 

and they work w i t h the I n t e r e s t s of the c h i l d paramount i n t h e i r task. 

Second, t h i s o f f e r s an alignment; 

" t h e c l e a r e s t p o s s i b l e statement of p r e c i s e l y those moral and 
humanitarian motives t h a t underpin h i s ( s i c ) career, and 
r e f l e c t s backwards i n time t o the e a r l y concerns of the p o l i c e 
court missionary" (Cooper 1987, p. 38), 

The ' b i n d i n g ethos' t h e r e f o r e f i n d s i t s o u t l e t i n t h i s work and 

i s a l s o enabled, i n comparison w i t h p r o b a t i o n work, by the s t r u c t u r e 

of the environment i n which i t I s enacted. I n t h i s respect DCWOs a l s o 

b e l i e v e d they had the autonomy t o work towards t h i s end: f o r example, 
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the SPO a l l o c a t e d the cases and "by and lar g e " the OCWOs could "do 

what we l i k e " . S u b s t a n t i v e l y , t h e o f f i c e r was accountable f o r the 

I n t e r e s t s o f the c h i l d and o p e r a t i o n a l l y : "! am onl y accountable t o 

the judge, not the p r o b a t i o n s e r v i c e as such". As a r e s u l t o f these 

f a c t o r s , i d e o l o g i c a l c o n f l i c t s , say between c o u r t s and the o f f i c e r s ' 

perspectives, tend t o a r i s e much less. However, t h i s may be a 

d i f f e r e n t case w i t h p r a c t i t i o n e r s , say, o f a f e m i n i s t persuasion. 

1 am not suggesting c o n f l i c t s d i d not a r i s e i n t h i s task. 

Problems d i d e x i s t I n g e t t i n g the magistrates' c o u r t s t o l i m i t 

s u p e r v i s i o n orders and i n the tendency f o r the c l e r k s t o favour 

a d v e r s a r i a l approaches as against the team's attempts t o see 

c o n c i l i a t i o n as the 'norm'. These c o n s i d e r a t i o n s t h e r e f o r e l i m i t e d 

the extent t o which o b j e c t i v e s and t a r g e t s could be met. However, I 

am suggesting t h a t when c o n f l i c t s d i d a r i s e , they were not so in t e n s e 

on an i d e o l o g i c a l and o p e r a t i o n a l basis as those I n c r i m i n a l work. 

However, on an o r g a n i s a t i o n a l b a s i s t h e s t o r y changes. Competition 

f o r resources, d e s p i t e the commitment o f the Service, I n e v i t a b l y 

r e s u l t e d i n OCWOs exp e r i e n c i n g a s h o r t f a l l . T h i s had the e f f e c t o f 

leavin g personnel p o t e n t i a l l y confused about the d i r e c t i o n o f p o l i c y 

towards t h i s area o f work as managers attempted t o m a i n t a i n i t , w h i l s t 

economic c o n s i d e r a t i o n s f u r t h e r negated the p o s s i b i l i t y o f I t s 

development. This adds t o the debate where, 

"Opinions vary about the p r o p r i e t y o f a l l o w i n g a Service which 
has become I n c r e a s i n g l y i d e n t i f i e d , i n the eyes of many, w i t h 
the p>enal system, t o have t o t a l r e s p o n s i b i l i t y f o r the 
p r o v i s i o n o f the Divorce Court Welfare Service" (Cooper 1979, 
p. 95). 
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COMMUNITY SERVICE 

With i t s mixture of penalty, r e p a r a t i o n , r e h a b i l i t a t i o n and the 

offender agreeing t o undertake unpaid work f o r the community, 

community s e r v i c e " i s o f t e n regarded as the most i m a g i n a t i v e and 

valuable penal s a n c t i o n introduced t h i s c entury" (Eadie and W i l l i s 

1989, p. 412). Despite t h i s and w h i l s t accepted by the Service: 

" i t s day-to-day p r a c t i c a l tasks, o r g a n i s a t i o n , process of 
a d m i n i s t r a t i o n and i t s i d e o l o g i c a l parameters, as w e l l as 
operation, f e l l o u t s i d e the t r a d i t i o n a l boundaries or 
exp e c t a t i o n s of q u a l i f i e d p r o b a t i o n o f f i c e r s " (Vass 1988, p. 
49). 

O r g a n i s a t i o n a l l y , the e f f e c t of t h i s was t o ma r g i n a l i s e i t s 

a d m i n i s t r a t i o n from t h e mainstream of s e r v i c e p r o v i s i o n . 

Nevertheless, i t was a pragmatic c o n s i d e r a t i o n t o make the Service 

a d m i n i s t r a t i v e l y r e s p o n s i b l e f o r CS due t o i t s geographical spread. 

Therefore, i t was: ^ l i t t l e more than an o r g a n i s a t i o n t o put work-

p r o v i d i n g agencies and of f e n d e r s i n contact w i t h each oth e r " (Pease 

1981, p. 11). Even so, the very Implementation of CS was mediated by 

the values of pr o b a t i o n o f f i c e r s . This gave r i s e t o a d i s t i n c t i o n 

between a 'tough' and ' s o f t ' approach t o o f f e n d e r s (Vass 1984). This 

appears t o have been resolved by o f f i c i a l p o l i c y i n the shape of the 

Home O f f i c e 'National Standards f o r Community Service' which came i n t o 

f o r c e on A p r i l 1st 1989. L i s t e d are the "only acceptable reasons f o r 

a f a i l u r e t o a t t e n d " (para 3.2.3) and i n s t r u c t i o n s f o r when breach 

proceedings "must be s t a r t e d " (para 3.4). I n t h i s s e c t i o n , I i n t e n d 

t o concentrate on the e f f e c t s of these changes. 

The ' R e a l i t y ' of Na t i o n a l Standards 

The N a t i o n a l Standards (NS) were r e f e r r e d t o by one o f f i c e r as 
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' u n r e a l i s t i c ' t o Implement: "An idea In the Home O f f i c e takes o f f and 

they don't t h i n k of the i m p l i c a t i o n s , I t ' s a l l j u s t impression 

management". Another CS o f f i c e r a l s o regarded the g u i d e l i n e s as 

"unworkable". I n r e f l e c t i n g on t h r e e months experience w i t h them he 

said: "I'm not t r a i n e d as a prosecutor". He estimated t h a t breach 

r a t e s had increased by 'ne a r l y o n e - t h i r d ' . CS was "demanding enough". 

As a r e s u l t , o f f e n d e r s were now " j u s t s t i c k i n g two f i n g e r s up". The 

new standards had ' t i l t e d the balance' towards c o n t r o l : o f f e n d e r s 

"should be given a chance. ., t o make de c i s i o n s and not be sub j e c t t o 

mechanical enforcement o f t h e i r behaviour". 

The changes had not on l y a l t e r e d r e l a t i o n s w i t h c l i e n t s , but 

als o w i t h the courts. Those whom the Government had attempted t o 

appease w i t h these changes were now asking why i t was not working 

because o f an increase i n the breach r a t e . As a high t a r i f f 

a l t e r n a t i v e t o custody, f a i l u r e was l i k e l y t o r e s u l t i n imprisonment 

which adds t o a ' s e l f - f u l f i l l i n g prophecy' t h a t cormunity s e r v i c e was 

I n e f f e c t i v e . As a CS o f f i c e r had experienced, t h i s had f u r t h e r 

conpounded t h e Service's and o f f e n d e r ' s problems. 

Treen g u i d e l i n e s r e f e r r e d t o CS as being ' i n a p p r o p r i a t e ' f o r 

those w i t h personal problems, but i t was c l e a r t h a t t h i s c o u l d not be 

f u l l y a n t i c i p a t e d . There was an i n e v i t a b i l i t y o f e i t h e r a l l o w i n g some 

offen d e r s through the screening process or o f problems•emerging f o r 

the c l i e n t when on the order. For example, an offender d i d not t u r n 

up on a Saturday work p a r t y and the d i s c u s s i o n among CS s t a f f came 

round t o the 'domestic dispute' which the c l i e n t gave as the reason he 

could not attend. His w i f e had Just 'gone out' and ap p a r e n t l y 

'dumped' the baby on him. 
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The g u i d e l i n e s r e f e r t o "tough demands" which are a l s o 

• c o n s t r u c t i v e and r e p a r a t i v e " (1989, para. 1) and t h a t "community 

s e r v i c e orders should not be performed at the convenience of the 

o f f e n d e r " (para. 2). To these ends, o r a l warnings should be issued i f 

l e s s than h a l f an hour l a t e (para 3.1.2) and a ' f a i l u r e t o a t t e n d ' i f 

more than h a l f - a n hour l a t e (para. 3.2). Explanations of a f a i l u r e t o 

a t t e n d must be recorded and open t o i n s p e c t i o n by a senior manager 

(para. 3.2.2). According t o two CS sessional s u p e r v i s o r s they could 

then take account of i n d i v i d u a l circumstances which was then 

' c o n s t r u c t i v e ' i n terms of the aims of CS. However, the above example 

(and o t h e r s ) are intended t o be a l t e r e d by two f a c t o r s . F i r s t , a more 

"mechanical a p p l i c a t i o n of a r i g i d breach p o l i c y " (Eadie and W i l l i s 

19S9, p. 4-16) w i t h the issue of CS ' c r e d i b i l i t y ' being at the 

f o r e f r o n t of p r o b a t i o n p r a c t i c e . Second, w h i l s t some l a t i t u d e d i d 

e x i s t the t h r e a t of breach was intended t o be invoked at an e a r l i e r 

stage than c u r r e n t p r a c t i c e allowed f o r . 

The "two f i n g e r s " the o f f i c e r mentioned was a c l i e n t ' s r e a c t i o n 

t o an i n f l e x i b i l i t y i n the a d m i n i s t r a t i o n of the Order which r e s u l t e d 

from the new standards. I t i s o f t e n f o r g o t t e n , as a PO noted, t h a t 

the demands of a community d i s p o s a l r e q u i r e a s e l f - d i s c i p l i n e which i s 

removed from an offender by an i n s t i t u t i o n a l i s e d regime. Thus, i f 

offenders: 

" f e e l the burden of community s e r v i c e approaches the pains of 
imprisonment, they may w e l l p r e f e r the mindless anaesthetic of 
i n c a r c e r a t i o n t o the s o c i a l l y u s e f u l e f f o r t s of community 
s e r v i c e " (Eadie and W i l l i s 1989, p. 417). 

Summary 

The method of overcoming the simply ' p u n i t i v e ' towards the 
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offender, w i t h o u t any apparent c o n s t r u c t i v e r a t i o n a l e , was a 

conpromise which, i n p a r t , takes account o f the " t r a d e - o f f between 

d i s c i p l i n e and conpliance" (Eadie and W i l l i s 1989, p. 417). This i s 

part o f the s k i l l o f autonomy management which permits a balance 

between an account o f i n d i v i d u a l circumstances and the a d m i n i s t r a t i o n 

of a p u n i t i v e coimwnity d i s p o s a l . This then a l l o w s some form o f 

r e p a r a t i o n and perhaps the by-product o f r e h a b i l i t a t i o n . 

O p e r a t i o n a l l y , i t n e c e s s i t a t e s a sphere o f d i s c r e t i o n . However, the 

g u i d e l i n e s l i m i t t h i s i n t h e i r move towards contemporary discourses on 

punishment. The i n t e n t i o n o f the document was to r a i s e the 

c r e d i b i l i t y o f t h i s d i s p o s a l . However, i t s consequence was t o l i m i t 

the d i s c r e t i o n a r y d e c i s i o n s o f i t s a d m i n i s t r a t o r s - as noted above -

and render ' v i s i b l e ' work demeaning. Further, i t w i l l widen t h e 

formal net o f s o c i a l c o n t r o l even f u r t h e r . S t a f f are also beginning 

t o react t o the circumstances which have r e s u l t e d i n f u r t h e r 

d i s c r e t i o n a r y l i m i t a t i o n s and Vass' p r e d i c t i o n may emerge more 

f o r c e f u l l y : 

"Agents o f a d m i n i s t r a t i o n and enforcement would be more 
concerned In covering up t h e i r a c t i v i t i e s than showing any r e a l 
regard f o r a proper and j u s t a p p l i c a t i o n o f j u s t i c e " (1984, p. 
180). 

DISCUSSION 

The areas of work examined i n t h i s chapter appear t o form 

spheres o f o r g a n i s a t i o n a l d i s c r e t i o n which are informed by the 

'binding ethos' o f p r o b a t i o n work. Therefore, w i t h i n these 'spheres 

of d i s c r e t i o n ' choices are being made by f r o n t - l i n e personnel whose 
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'outcomes* w i l l be " a t t r i b u t e d t o the o r g a n i s a t i o n " (Manning 1979, p. 

52). However, t h i s i s one assumption of the p o l i c y process. There i s 

an assumed connection between the perspectives of pro b a t i o n personnel 

and t h e i r p r a c t i c e . For two reasons i n p a r t i c u l a r t h i s i s an 

inadequate a n a l y s i s . F i r s t , the h i s t o r i c a l c o n d i t i o n of the 

o r g a n i s a t i o n a l l y autonomous f r o n t - l i n e worker has changed. As one PO 

commented: " t h e problem i s t h a t a d m i n i s t r a t i v e d i r e c t i v e s become 

p o l i t i c a l e d i c t s " . Thus, Home O f f i c e c r i t e r i a governed the number of 

s t a f f who could be employed i n the h o s t e l and the community s e r v i c e 

'National Standards' f u r t h e r l l t n i t e d spheres of d i s c r e t i o n i n 

dec i s i o n s t o breach. I n t h i s way, the q u a n t i t a t i v e count of occupancy 

and numbers on scheoies d i r e c t l y a f f e c t the q u a l i t a t i v e dimension of 

work w i t h c l i e n t s . The r e s u l t i s a s i g n i f i c a n t t ension between 

q u a n t i t y and q u a l i t y . Further, t h e r e i s an i n d i r e c t e f f e c t of time: 

o f f i c e r s found themselves s e r v i c i n g a d m i n i s t r a t i v e requirements t o the 

detriment of time they could spend w i t h c l i e n t s . Second, the 

environment i n which p r o b a t i o n s t a f f work v a r i e s and e i t h e r enables or 

c o n s t r a i n s t h e r e a l i s a t i o n of the b i n d i n g ethos and p r o b a t i o n tasks. 

W i t h i n day centres, h o s t e l s and community s e r v i c e work, a concern w i t h 

c o n t r o l of the s e t t i n g r o u t i n e l y impinges on d a i l y i n t e r a c t i o n s w i t h 

c l i e n t s . I n examining t h i s question, t h e r e f o r e , we come round t o the 

conceptual maze of the c a r e / c o n t r o l issue on which much w r i t i n g has 

centred i t s e l f . ^ 

Some authors have spoken of a 'collapsed dichotomy' whereby 

"Caring becomes t he o f f i c e r s o v e r a l l stance, c o n t r o l a technique 

forming an element i n i t " ( F i e l d i n g 1984, p. 109). Others have spoken 

of the p r o b a t i o n o f f i c e r being a: 

- 220 -



" T r a n s l a t o r , n e g o t i a t o r , supervisor, educator, c o n t r o l l e r - a l l 
these r o l e s e x i s t w i t h i n the domain o f the s o c i a l , a l l o f them 
are at some time and t o v a r y i n g degrees played by the ex p e r t s " 
( H a r r i s and Webb 1987, p. 86). 

Nevertheless, Rodger's comment I s p e r t i n e n t t o the debate. He speaks 

of a ' crudeness o f understanding' i n many approaches i n t h e i r f a i l u r e 

t o deal w i t h " m u l t i f a r i o u s phenomena Involved i n s o c i a l c o n t r o l " and 

t o analyse " n e g o t i a t i o n s between superordinates and subordinates" 

(1988, p. 566). In p a r t , these n e g o t i a t i o n s have been the su b j e c t o f 

t h i s chapter, but a more exhaustive examination o f t h i s issue i s a 

study i n i t s e l f . That said, I t I s c l e a r t h a t as environmental 

expectations change - f o r Instance, o f the c o u r t s and as a r e s u l t the 

c l i e n t s - the nature o f the task can a l s o change w i t h i t . Therefore, 

the above accounts uncover an ' a n t i c i p a t o r y a c t i o n ' on the p a r t o f 

s t a f f . In the process, they e i t h e r become concerned w i t h t h e 

Service's c r e d i b i l i t y i n t h e c o u r t , or they know t h a t a * stand-down' 

r e p o r t w i l l have t o s u f f i c e otherwise the co u r t w i l l make the sentence 

anyway. 

I t may s t i l l be p o s s i b l e t o speak o f a c o l l a p s e d dichotomy, but 

t h i s becomes i n c r e a s i n g l y tenuous when the d a l l y r o u t i n e s i n h o s t e l s , 

community s e r v i c e and the s u p e r v i s i o n o f s e r i o u s o f f e n d e r s and 

parolees Involves c o n t r o l l i n g a s e t t i n g I n order t o make i t 

manageable. For instance, t h e changes i n corrmunity s e r v i c e w h i l s t 

r e t a i n i n g a degree o f d i s c r e t i o n , i n p r a c t i c e c r e a t e a form o f c o n t r o l 

which appears t o serve no obvious end, apart from quenching the t h i r s t 

of r e t r i b u t i v e c o u r t s and the Government. Comnunity s e r v i c e I s s t i l l 

argued t o represent a c o n s t r u c t i v e a l t e r n a t i v e t o custody. 

Nevertheless, by the very nature o f I t s h i s t o r y and operation, i t i s 
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p e c u l i a r l y v u l n e r a b l e t o change. At a p o l i c y l e v e l , o f f i c e r s attempt 

t o o f f e r t h i s disposal as an a l t e r n a t i v e t o custody and when not 

successful. I n terms of t a r g e t i n g h i g h - t a r i f f offenders, are h e l d t o 

account f o r the c o u r t s ' d e c i s i o n by the o r g a n i s a t i o n . The r e s u l t i n g 

c o n t r o l which may then be imposed on c l i e n t s could prove counter

productive: 

"We take i t as axiomatic t h a t human beings w i l l t o l e r a t e a 
c u l t u r a l l y unusual degree of s o c i a l c o n t r o l only I f they 
acquiesce i n or support the declared end of excessive 
a u t h o r i t y , or because they have no other course open t o themf' 
(Fisher and Wilson 1982, p. 197). 

Raynor (1988) has, w i t h r e s e r v a t i o n s , concluded t h a t the 

' a l t e r n a t i v e s t o custody i n d u s t r y ' can be successful i n i t s aims. 

However, the new c l i m a t e o f l i m i t i n g those d i s c r e t i o n a r y elements i n 

such programmes which make them e f f e c t i v e , may conspire t o prevent 

t h i s . For example, a PO from an area other than Treen r e p o r t e d t h a t 

she had I n v i t e d magistrates t o t h e i r Service's day centres t n order t o 

' s e l l ' t h e concept as an a l t e r n a t i v e t o custody. The p o t e n t i a l 

'purchasers' o f the s e r v i c e were so Impressed, they promptly f l o o d e d 

them w i t h a v a r i e t y o f customers - from f i r s t o f f e n d e r s t o those w i t h 

8 or more previous offences! Disparate i n d i v i d u a l s w i t h a v a r i e t y o f 

expectations and problems. With sentencing v a r i a t i o n s of t h i s s o r t -

and no s i g n o f d i r e c t l y l i m i t i n g i t s d i s c r e t i o n a r y components - no 

amount of a d m i n i s t r a t i v e r a t i o n a l e can c r e a t e a p r e d i c t a b l e and 

manageable environment. 

I t i s not s u r p r i s i n g , t h e r e f o r e , t h a t the idea o f d i v e r t i n g 

people from custody by s o c i a l work means i s questioned by 

p r a c t i t i o n e r s , given both the contemporary c l i m a t e i n sentencing 

trends and t h e i r r a t i o n a l e . To consider t h i s t e n s i o n r e s o l v e a b l e I n 
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a 1960s and 70s s t y l e o f p r a c t i c e management - s t i l l cormxsn among 

pr o b a t i o n o f f i c e r s - ignores these changes and those which have taken 

place i n the o r g a n i s a t i o n . The ' n e g o t i a t e d order' a n a l y s i s i m p l i e d by 

t h i s p e r s p e c t i v e - which draws on the b i n d i n g ethos w i t h o u t 

c o n s i d e r i n g the environment i n which i t i s enacted - has t o be 

considered alongside o r g a n i s a t i o n a l and environmental c o n d i t i o n s . 

Indeed, a s p l i t may be t a k i n g place w i t h i n the Service around f r o n t 

l i n e s t a f f s ' a t t i t u d e s t o f u r t h e r c o n t r o l . I n the survey. Just under 

h a l f (48%) b e l i e v e d the i m p o s i t i o n o f more c o n t r o l on o f f e n d e r s would 

not I n v o l v e an unacceptable change I n the p r i n c i p l e s and ethos of 

p r o b a t i o n work. However, a s i z a b l e m i n o r i t y (3&X) f e l t I t would. 

Other i m p l i c a t i o n s can a l s o be considered i n r e l a t i o n t o the 

above areas of work. Day centres, p r o b a t i o n h o s t e l s and corrmunlty 

s e r v i c e , by v i r t u e o f the tasks and constant demands w i t h i n these 

s e t t i n g s , n e c e s s i t a t e the use o f s k i l l s which are not the s o l e 

province o f the p r o b a t i o n o f f i c e r . In these environments a n c l l l a r i e s 

c o n t r i b u t e d as nuch t o the day-to-day running as p r o b a t i o n o f f i c e r s -

who can h o l d so d e a r l y t o t h e i r p r o f e s s i o n a l s e l f - c o n c e p t i o n . As 

H a r r i s has w r i t t e n : 

" i have argued i n t h i s paper t h a t p r o b a t i o n o f f i c e r s spend a 
considerable p r o p o r t i o n o f t h e i r time doing tasks which do not 
n e c e s s i t a t e the use o f s o c i a l work s k i l l s " (1977, p. 440). 

Whilst he advocated the s e p a r a t i o n o f treatment and punishment as a 

s o l u t i o n t o t h i s problerr^ 1 have argued t h a t the environment has 

changed. Punishment i s now being seen as the Service's province i n 

the Green Paper and the s i m i l a r i t i e s o f t h i s and H a r r i s ' suggestions 

are not l o s t on the author i n r e f l e c t i n g upon the contemporary 

relevance o f h i s a r t i c l e ( H a r r i s 1989). 
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To add t o these changes - Increased use o f a n c i l l a r i e s , the 

demands f o r punishment - comes another component t o the equation: the 

everyday contingencies o f c l i e n t s l i v e s , the m a j o r i t y o f whom face 

considerable p r a c t i c a l d i f f i c u l t i e s I n monetary terms. Witness g i r o 

day at the h o s t e l , requests of help w i t h DS5 forms I n a l l s e t t i n g s and 

the e f f e c t s o f changes i n s o c i a l s e c u r i t y l e g i s l a t i o n . O f f i c i a l l y , as 

one o f the opening quotes o f t h i s chapter i n d i c a t e s , t h i s i s as an 

I r r e l e v a n c e t o the causation o f crime. However, the d a l l y p r o b a t i o n 

r o u t i n e was one o f responding t o c l i e n t s ' Irrmedlate needs. As the 

c o u r t s continue t o process those who are s o c i a l l y deprived, t h i s 

problem can only be compounded. An unemployment survey o f Treen's 

caseloads I n 1987 revealed 30% were r e g i s t e r e d unemployed w i t h o n l y 

13X In paid work. Help w i t h such everyday problems h i g h l i g h t e d In 

these d i f f e r e n t areas takes up most o f the time o f p r o b a t i o n s t a f f . 

In these s e t t i n g s t h e r e i s an understandable response t o c l i e n t s ' 

needs which has a pragmatic payoff o f making the s e t t i n g s more 

manageable. Here, t h e r e I s s t a f f l a t i t u d e which i s mediated through a 

b i n d i n g ethos t o a s s i s t c l i e n t s . The I m p l i c a t i o n I s t h a t the "demands 

f o r casework and o v e r t forms o f s o c i a l c o n t r o l have been ousted by the 

dynamics of need" ( W i l l i s 1986, p. 177). 

To meet the 'dynamics of need I s , I n t u r n , e i t h e r enabled or 

c o n s t r a i n e d by the o r g a n i s a t i o n and environment. In comparing the 

types of work I have discussed, I t I s c l e a r t h a t George who 'held on' 

t o t r a d i t i o n was enabled by h i s r u r a l s e t t i n g and the p r a c t i c e s o f the 

court. In other words, he was enpowered by these c o n d i t i o n s . This 

does not suggest t h a t v i s - a - v i s the c l i e n t he does not possess power, 

but t h a t the nature o f t h i s power changes as a r e s u l t of the context 
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o f the i n t e r a c t i o n and the expectations t h a t each p a r t y b r i n g s t o I t . 

In t h i s sense, no i n t e r n a l p o l i c y can s p e c i f y u n i f o r m a c t i o n s i n 

v a r i a b l e environments. 

I n d i v o r c e c o u r t w e l f a r e work, I have argued t h a t t h e ethos was 

enabled t o f i n d an o u t l e t by the environmental c o n d i t i o n s i n which i t 

was enacted. However, o r g a n i s a t i o n a l l y t h i s was problematic i n terms 

of Service resources. Indeed, t h i s may be f u r t h e r compounded by 

l e g i s l a t i v e changes. Looking t o the f u t u r e and the proposed 

Children's B i l l t h e r e are I m p l i c a t i o n s f o r the Service. With a 

proposed increased workload f o r guardian ad litem's w i l l t h i s be 

matched by increased resources? Further, w i t h the p o s s i b i l i t y " t h a t 

a number of f a c t o r s . . . may reduce the request f o r r e p o r t s from w e l f a r e 

o f f i c e r s " (Wells 1989, p. 235) w i l l , under resource pressure, the 

managers of the Service permit ao increase i n DCWO's guardian work? 

As Monro notes: 

" i t I s conceded t h a t e x t r a l e g a l s t a f f and guardians ad litem 
w i l l be r e q u i r e d , but nowhere i n the memorandum I s d e t a i l e d 
c o n s i d e r a t i o n given t o the l i k e l y number o f a d d i t i o n a l c o u r t 
hours which w i l l be r e q u i r e d as a r e s u l t o f these changes" 
(1989, p. 28). 

Divorce-court work i n the Service may then f i n d I t s e l f s u b s t a n t i a l l y 

reduced. This may then add t o the debate about c o n t i n u i n g c i v i l work 

i n the Service. 

In the day c e n t r e and h o s t e l , n e g o t i a t i o n s took place around an 

allowance made f o r i n d i v i d u a l circumstances, but t h i s was a l s o 

dependent. Take the case o f E r i c . He r e q u i r e d help, but because of 

the pragmatic reason o f running a h o s t e l w i t h 17 'lads' i n (who he 

'wound up'), the s t a f f could not always provide t h i s . Thus, on one 

occasion the s t a f f considered t h a t he was being so i r r i t a t i n g t h a t h i s 
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i n a b i l i t y t o read was used as a means t o provide a 'very broad* 

i n t e r p r e t a t i o n of h o s t e l r u l e s . He i n s i s t e d on seeing the r u l e s * but 

was i n no p o s i t i o n t o d i s p u t e t h a t which he couldn* t read! Whilst the 

s t a f r f e l t g u i l t y about using such means t o g a i n h i s compliance, given 

the demands made of them by the s e t t i n g i n general and E r i c ' s 

behaviour i n p a r t i c u l a r , i t may be understood, i f not condoned. 

W i t h i n these s e t t i n g s a l s o emerge a pragmatic c r i t e r i o n which 

acts as a ' t r a d e - o f f . That i s , an allowance of c l i e n t s ' 

t r a n s g r e s s i o n s f o r the purpose of e l i c i t i n g more general co-operation 

t o make the s e t t i n g 'work'. Without t h i s p o s s i b i l i t y , not only w i l l 

community-based d i s p o s a l s appear too a u t h o r i t a r i a n t o the c l i e n t s t o 

be c o n s t r u c t i v e , but t o the s t a f f impossible t o run. A f t e r a l l , a 

h o s t e l i s not a p r i s o n ! Therefore, when new windows w i t h l o c k s were 

i n s t a l l e d i n the h o s t e l , the r e s i d e n t s obtained keys f o r them on the 

grounds t h a t i f they were locked i n and t h e r e was a f i r e , they could 

not escape. This would appear t o be a v a l i d reason. However, t h e i r 

possession of the window keys c o n s t i t u t e d a ' s e c u r i t y problem'. This 

i s not i r r e l e v a n t , i t c o n s t i t u t e s a major q u e s t i o n when s e c u r i t y and 

c o n t r o l become d a i l y c o n s i d e r a t i o n s i n community-based disposals. 

At the same time, t h e r e are o f f e n d e r s who the Service deals 

w i t h where the issues may be l e s s o p e r a t i o n a l l y problematic. I n t h i s 

instance, b a i l h o s t e l s may deal w i t h 'heavy-end* c l i e n t s and take 

r e s p o n s i b i l i t y f o r t h e i r behaviour - caught as they are i n the 

' c r e d i b i l i t y stakes'. Further, t h e r e are parolees who may reach 

'headline news' i f found g u i l t y of a s e r i o u s crime when on parole. 

I n respect t o s e r i o u s offenders, i t i s c l e a r the Service r e a c t s t o 

what may be a moral panic: the a b i l i t y of the p u b l i c antennae t o 
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a m p l i f y an i s o l a t e d case. Even so, i n p r a c t i c e terms w h i l s t these 

c o n s t i t u t e a m i n o r i t y of cases, o r g a n i s a t i o n s and i n d i v i d u a l s 

a n t i c i p a t e a r e a c t i o n and p r o t e c t themselves from p o s s i b l e charges of 

neglect and i r r e s p o n s i b i l i t y . There are a l s o those whom the Service 

can only r e f e r when a l l e l s e - had been t r i e d ; Paul being a case i n 

point. A l l t h i s appears manageable t o the t r a d i t i o n a l l y minded, 

i g n o r i n g the f a c t t h a t t h e i r work i s bounded i n the ways discussed. 

The environment and the o r g a n i s a t i o n t h e r e f o r e a f f e c t work at 

the p r a c t i c e l e v e l which simply cannot be seen i n i s o l a t i o n . I n times 

of such r a p i d changes and when provided w i t h the o p p o r t u n i t y f o r 

r e f l e c t i o n , these c o n f l i c t s manifest themselves i n the utterances and 

w r i t i n g s of f r o n t - l i n e personnel - sometimes w i t h great i n t e n s i t y . On 

the back of the q u e s t i o n n a i r e one person spoke of o r g a n i s a t i o n a l 

change and added: 

'*This e x e r c i s e has been c a t h a r t i c I n h e l p i n g me express many 
pent up f e e l i n g s , and I * m g r a t e f u l f o r the opportunity'*. 

Another person, w h i l s t n o t i n g i t was hard t o f i n d the time t o complete 

the q u e s t i o n n a i r e , said: 

"The d e s i r e t o discuss and debate w i t h colleagues was almost 
overpowering, but I guess t h a t can wait u n t i l your f i n d i n g s are 
published". 

One person simply said: " n i c e l y thought provoking!**. 

The demands and constant problems of these s e t t i n g s may a l s o 

manifest themselves i n another way. The phenomenon of 'burnout' i s 

now a more commonly discussed t o p i c i n the Service. Three aspects t o 

t h i s have been i d e n t i f i e d . F i r s t , a f e e l i n g of "emotional 

exhaustion". Second, a " d e p e r s o n a l i z a t i o n of c l i e n t s " and t h i r d , a 

"negative self-image" (Brown 1987, p. 17). The d e p e r s o n a l i z a t i o n of 

- 227 -



the c l i e n t has already been mentioned by one o f f i c e r and I have 

discussed the c r i t i c i s m s s t a f f had o f the increase i n a d m i n i s t r a t i o n 

and the e f f e c t o f t h i s on t h e i r r e l a t i o n s h i p w i t h t he c l i e n t s . T h i s 

negative self-image d e r i v e s from the f i r s t - a i d n ature o f p r o b a t i o n : 

the b e l i e f t h a t one I s doing the best one can I n adverse c o n d i t i o n s . 

There s t i l l remains another area o f p r o b a t i o n work which I have 

not examined I n d e t a i l : prisons. Therefore, before d i s c u s s i n g the 

o v e r a l l f i n d i n g s o f t h i s study, the f o l l o w i n g chapter I s devoted t o an 

understanding o f the d a l l y pressures o f p r o b a t i o n work In prisons. 
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NOTES 

1. As an aside, t h e r e were two p s y c h i a t r i c r e p o r t s . One was based 
on one I n t e r v i e w which found n o t h i n g wrong w i t h the c l i e n t 
' p s y c h i a t r i c a l l y ' speaking, but ' p s y c h o l o g i c a l l y ' wrong and i n 
the l a s t paragraph, recommended a secure u n i t at a mental 
i n s t i t u t i o n . The second r e p o r t , requested by the defence, 
found n o t h i n g wrong w i t h the c l i e n t . 

2. As Weston notes, a 'stand-down r e p o r t ' should only be used t o 
form ' i n i t i a l impressions' and not as a s u b s t i t u t e f o r a ' f u l l 
i n q u i r y ' (1987, p. 99). 

3. T h i s use of unintended consequences does not assume some 
f u n c t i o n a l need of the s o c i a l system f o r the purposes of s o c i a l 
order. This would not e x p l a i n why these a c t i v i t i e s e x i s t : 
" o nly an i n t e p r e t a t i o n o f i n t e n t i o n a l a c t i v i t y does t h a t " 
(Giddens 1984, p. 295). For an e x p o s i t i o n o f t h i s p o s i t i o n see 
Giddens 1984, pp. 293-297). 

4. For a d i s c u s s i o n o f the issues which surround divorce-work i n 
the p r o b a t i o n s e r v i c e see Ahier (1986). 

5. The dominant conceptions o f f a m i l y l i f e are discussed i n Abbott 
and Wallace (1990), chp 4. 
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PART I I 

CHARTER "7 



•THE CHESHIRE CAT S VfSlDROMF • 

RROBAT ION WORK IM RR I SONS 

"The w e l f a r e r o l e I s f i r m l y d e f i n e d and c o n s t r a i n e d by the 
d i s c i p l i n e and c o n t r o l f u n c t i o n o f the p r i s o n " (Walker and 
Beaumont 1981, p. 46). 

" I t ' s l i k e a m i l i t a r y machine; I f you get I n the way y o u ' l l go 
under the wheels" (Probation O f f i c e r ) . 

During the l?60s the I n c o r p o r a t i o n o f a conmunlty-based s e r v i c e 

i n t o the sharpest end o f the penal ladder was not wit h o u t I t s c r i t i c s . 

The i n t r o d u c t i o n o f pa r o l e i n 1967 added t o the 'prison-based' 

f u n c t i o n s o f the Service and has always Invoked r e a c t i o n s from those 

of luke-warm t o the u n e q u i v o c a l l y h o s t i l e . In the 1980s, the C a r l i s l e 

Report on parole was greeted as 'An Oppor t u n i t y Missed' (NAPO News 

February 1989) f o l l o w i n g i t s recommendations o f a 'mlnlmim term' 

sentence f o r parole, as opposed t o the c u r r e n t 'minimum q u a l i f y i n g ' 

period. NAPO, i t seems, was the only o r g a n i s a t i o n t o submit evidence 

t o the Review who were " r e s o l u t e l y a b o l i t i o n i s t " (Stone 1988) i n t h e i r 

stance. In a d d i t i o n , the media r o u t i n e l y r e f e r t o the ' c r i s i s o f 

overcrowding' I n our p r i s o n systen\ w h i l s t a growing body o f 

l i t e r a t u r e adds t o i t s condenr^at ion (see St e r n 1987; Blom-Cooper 

1988). 

This chapter analyses t h e work o f p r o b a t i o n o f f i c e r s i n 

prisons, t a k i n g as i t s s t a r t i n g p o i n t the day-to-day issues o f working 

i n t h i s s e t t i n g . * I t aims i n the process t o consider the f r o n t - l i n e 

c o ntingencies o f implementing a welfare-based s e r v i c e w i t h i n an 
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environment which may serve t o e i t h e r enable or c o n s t r a i n i t s 

execution. Thus, i n l i n e w i t h t h i s p a r t o f the study, the degree o f 

coherence between t h e d a i l y r e a l i t i e s o f p r o b a t i o n work and the 

r h e t o r i c o f o f f i c i a l p o l i c y are a l s o examined. 

The o b s e r v a t i o n a l p e r i o d upon which t h i s chapter i s based was 

spent i n t h r e e prisons. One o f these I took t o be a ' c r i t i c a l case' 

due t o i t s s i z e , p o p u l a t i o n and r e p u t a t i o n . I w i l l argue, as w i t h 

t h i s study i n general, t h a t t o neglect the environment i n which 

pr o b a t i o n work takes place i s t o neglect a f e a t u r e which i s v a r i a b l e 

and e i t h e r enables or c o n s t r a i n s the execution o f pr o b a t i o n p o l i c y . 

As such, t h e e x t e n t t o which t h e c u r r e n t n a t u r e o f o f f i c i a l p o l i c y can 

e f f e c t change i s l i m i t e d . 

•Shared Working' 

In 1967 a Home O f f i c e C i r c u l a r on the 'Role and Function o f 

Seconded Probation O f f i c e r s ' i d e n t i f i e d f o u r aspects t o t h e i r r o l e : 

"as s o c i a l caseworker; as the f o c a l p o i n t o f s o c i a l work; as 
the normal channel o f cormunication on s o c i a l problems w i t h t h e 
o u t s i d e world; and as the planner o f a f t e r - c a r e " (Weston 1987, 
p. 184). 

There then f o l l o w e d the 1974 'Social Work i n Prisons' i n i t i a t i v e and a 

l a t e r Home O f f i c e study by Jepson and E l l i o t t (1985), which focused on 

'shared working* - between p r o b a t i o n and p r i s o n s t a f f - i n prisons. 

Governors and Chief Probation O f f i c e r s were 'encouraged' t o see 

through-care o f p r i s o n e r s i n terms o f a ' j o i n t r e s p o n s i b i l i t y ' . The 

focus was on a s e r i e s of o b j e c t i v e s towards the general aim o f 

enhancing prisoners' welfare. As Jepson and E l l i o t t note, t h e 

o b j e c t i v e i n r e l a t i o n t o p r i s o n s t a f f was t o enable them: 

" . . . t o p a r t i c i p a t e more f u l l y I n work w i t h i n the establishment 
i n the f i e l d o f inmate care" (1985, p. 66). 
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This was, i n t u r n , t o a s s i s t seconded p r o b a t i o n o f f i c e r s : 

" . . . t o concentrate on arrangements f o r release and other 
aspects o f s o c i a l work, f o r which t h e Probation Service has 
p a r t i c u l a r r e s p o n s i b i l i t y " (1785, p. 68). 

In theory, p r o b a t i o n s t a f f wMsuld be able t o perform t h e i r tasks f r e e 

from t h e 'day-to-day' w e l f a r e issues which a r i s e i n the p r i s o n 

s e t t Ing. 

In r e l a t i o n t o t h i s general aim and the work o f the Service, 

SNOP d i d not s p e c i f i c a l l y mention the work o f seconded o f f i c e r s 

(mainly because t h e i r s a l a r i e s are p a i d by t h e p r i s o n s e r v i c e ) . 

However, the Home O f f i c e 'Report o f the Working Group on the Review o f 

the Role o f the Probation Service i n Adult Penal Establishments' 

(1985) d i d suggest both s e r v i c e s should: 

"develop e f f e c t i v e p a r t n e r s h i p s f o r the p r o v i s i o n o f through-
care as an I n t e g r a l p a r t o f the t o t a l regime and I n f l u e n c i n g 
the n a t u r e o f the regime, i n a l l establishments" (Weston 1987, 
p. 182). 

Therefore, w e l f a r e f u n c t i o n s should become a j o i n t endeavour between 

the two s e r v i c e s w i t h i n t h e i n s t i t u t i o n a l s e t t i n g . 

Jepson and E l l i o t t ' s research on 'shared working' I n p r i s o n s 

r e l i e d h e a v i l y on survey m a t e r i a l . This, as they recognised, ignores 

a p o l i t i c a l dimension which can profoundly a l t e r the success o f shared 

work ing: 

"There are c l e a r l y many f a c t o r s r e l a t e d t o the 
i n t r o d u c t i o n / s u r v i v a l o f S.W. LP, ( s o c i a l work I n p r i s o n ) t h a t 
should have received g r e a t e r a t t e n t i o n . There are the 
p o l i t i c a l f a c t o r s associated w i t h t h e I n f l u e n c e which key 
i n d i v i d u a l s and 'power* groups can e x e r c i s e " (1985, p. 33). 

Indeed, they uncovered a c l e a r v a r i a b i l i t y i n i t s Inplementation. 

This chapter examines some o f these ' p o l i t i c a l dimensions' from t h e 

po i n t o f view o f the p r o b a t i o n o f f i c e r who I s charged w i t h a 
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r e h a b i l i t a t i v e f u n c t i o n w i t h i n an i n s t i t u t i o n a l environment. I t 

examines those aspects o f t h e environment which may e i t h e r i n h i b i t or 

c o n f l i c t w i t h the implementation o f shared working and a l t e r n a t i v e 

methods t o those o f simple containment and c o n t r o l o f prisoners. 

AN irWQSPITABLE ENV1 ROrvt^hfT 

' V l c t o r l a n a ' 

V l c t o r l a n a I t s e l f was o r i g i n a l l y b u i l t I n a g e o g r a p h i c a l l y 

I s o l a t e d p o s i t i o n , but i n the days o f h e l i c o p t e r s and high-speed cars 

I t s l o c a t i o n i s no longer the d e t e r r e n t t o p o t e n t i a l escapees I t was 

once thought t o be. However, c o n t r a r y t o t h e r e p u t a t i o n i t s t i l l 

seems t o have, i t I s not a maximum s e c u r i t y establishment and houses, 

approximately, 630 category ' B' and ' C pri s o n e r s . 

The p r o b a t i o n team at V i c t o r l a n a c o n s i s t s o f a Senior and 5 

prob a t i o n o f f i c e r s (normally 6, but p a r t o f one wing was closed f o r 

refurb i s h m e n t ) . Each o f f i c e r I s attached t o a wing and l i k e t h e 

Senior i s accountable t o the Governor who I s res p o n s i b l e f o r w e l f a r e 

s e r v i c e s i n the pris o n . Seconded o f f i c e r s a l s o have a ' p r o f e s s i o n a l 

a c c o u n t a b i l i t y * , through p r o b a t i o n line-management, t o the Chief 

Probation O f f i c e r . 

Control and Welfare: A Source o f Tension 

The p r o b a t i o n o f f i c e i n V i c t o r i a n a i s s i t u a t e d w i t h i n the outer 

gates, but o u t s i d e o f the two inner gates. The o f f i c e i s small, 

housing the SPO, w i t h another o f f i c e f o r the s e c r e t a r i e s . I f a l l the 

o f f i c e r s are i n at the same time, I t can be cramped. 

One day d u r i n g my v i s i t , the SPO had t h r e e v i s i t o r s - one from 

the l o c a l i t y and an o f f i c e r from another area w i t h t h e mother o f an 
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inmate. The SPO o f f e r e d t o escort them t o the wings. The ' log' o f 

t h e i r a r r i v a l was checked w i t h s e c u r i t y and we went through the inner 

gate which was unlocked by a member o f s t a f f who was c o n s t a n t l y on 

duty. The SPO then unlocked a small gate w i t h i n a la r g e w i r e one, 

through which I t was p o s s i b l e t o see an open area o f f l o w e r beds, 

grass and pathways leading between t he wings. 

Having escorted t h e v i s i t o r s , we r e t u r n e d t o the p r o b a t i o n 

o f f i c e . S h o r t l y afterwards a p r i s o n o f f i c e r entered. Apparently, the 

mother I n the v i s i t i n g p a r t y had not been searched. The SPO 

apologised even though the v i s i t had been checked w i t h t h e o f f i c e . 

The p r i s o n o f f i c e r s miled and noted how t h i s episode would be used by 

some members o f s e c u r i t y as a 'scapegoat*, even though i t was t h e i r 

duty t o perform s e c u r i t y tasks. The SPO thanked the p r i s o n o f f i c e r 

and t u r n e d t o me n o t i n g how t h i s o f f i c e r had "helped the p r o b a t i o n 

s e r v i c e on many occasions". 

This aspect o f compatabi I I t y and ir u t u a l accorrmodat ion between 

the w e l f a r e and c o n t r o l f u n c t i o n s o f the p r i s o n I s c l e a r l y Important 

i n r e l a t i o n t o p o l i c y Implementation. With l a r g e r numbers I n the 

pr i s o n system and the arguments o f the Government t h a t a s u b s t a n t i a l 

expansion o f p r i s o n places I s merely designed t o a l l e v i a t e 

overcrowding. I n c r e a s i n g questions are posed concerning the d i f f i c u l t y 

o f having w e l f a r e and c o n t r o l f u n c t i o n s w i t h i n t h e same i n s t i t u t i o n . 

The f o l l o w i n g accounts i l l u s t r a t e t h e d a i l y r e a l i t i e s o f t h i s tension. 

A h o s t e l near the p r i s o n i s s p e c i f i c a l l y designed f o r p r i s o n 

v i s i t o r s . Although i t i s not p a r t o f the p r o b a t i o n s e r v i c e , the SPO 

acts as a super v i s o r t o the P r o j e c t Manager who, I n t u r n , attends team 

meetings at the pr i s o n . One week-end a group of v i s i t o r s from 
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Northern I r e l a n d had come t o the Hostel t o v i s i t a member o f t h e i r 

f a m i l y . On the Saturday morning they went t o the prison, but were 

refused entry. Upon r e t u r n i n g t o the h o s t e l they decided t o 'gi v e up' 

and r e t u r n home t h a t day. However, the next morning the p r i s o n phoned 

the h o s t e l saying t h e f a m i l y c o u l d v i s i t . According t o the Manager 

and SPO t h i s i n c i d e n t r e f l e c t e d t h e lack o f c r e d i b i l i t y the h o s t e l has 

i n the b e l i e f s o f p r i s o n s t a f f ( t h e C o n s t i t u t i o n prevents the presence 

of p r i s o n s t a f f i n the hos t e l f o r reasons, 1 was t o l d , which 'were 

h i s t o r i c a l ' ) . Yet, the esteem o f t h i s w e l f a r e p r o v i s i o n c o u l d be 

r a i s e d when the p r i s o n s t a f f considered i t t o have performed a 

' s e c u r i t y ' f u n c t i o n . A member o f s t a f f saw a woman p u t t i n g ' w h i t e 

powder' i n c l i n g f i l m and re p o r t e d t h i s t o a p r o b a t i o n o f f i c e r who, i n 

t u r n , contacted s e c u r i t y . This enhanced the the c r e d i b i l i t y o f the 

hostel w i t h p r i s o n s t a f f . As i n c r e a s i n g l y w i t h o t h e r areas o f t h e 

Service's work, t h e i r c r e d i b i l i t y i s measured according t o the ( o f t e n 

incompatible) c r i t e r i a o f others. 

In p r a c t i c e the r e l a t i o n s h i p between w e l f a r e and c o n t r o l i s 

o f t e n a f r a g i l e one. At times t h e w e l f a r e f u n c t i o n does not support 

but challenge t h e s e c u r i t y f u n c t i o n : a f u n c t i o n which i s i n t e r p r e t e d 

and mediated, as F i n k e l s t e i n (1989) suggests, by the ph i l o s o p h i e s o f 

the p r i s o n s t a f f . In t h i s process, he suggests, p r i s o n r u l e s are 

o f t e n subverted by a higher l o y a l t y t o colleagues: 

" I was warned t h a t some members o f s t a f f would attempt t o 
sabotage our e f f o r t s and/or a c t i v e l y seek ways t o d i s c r e d i t us. 
Although these o f f i c e r s c o n s t i t u t e d a small m i n o r i t y o f the 
s t a f f they nonetheless were considered i n f l u e n t i a l " 
( F l n k e l s t e i n 1989, p. 5 ) . 

These ten s i o n s r e l a t e t o the d i f f e r e n t c r i t e r i a which the two 

groups o f s t a f f apply t o inmates. On the one hand, the p r o b a t i o n 
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s e r v i c e I s l o o k i n g towards the successful r e h a b i l i t a t i o n o f the 

prisoner. On the other, p r i s o n o f f i c e r s may consider t h e i r a b i l i t y t o 

'keep a low p r o f i l e ' , 'do t h e i r time ' q u i e t l y ' and 'obey the r u l e s ' as 

c r i t e r i a o f success. For Instance, on one occasion a p r o b a t i o n 

o f f i c e r asked t o see an inmate (he was I n f o r armed robbery and had 

served 6 years o f a 12 year sentence). He entered the o f f i c e and j u s t 

as he was s i t t i n g down, t h e o f f i c e r s t a t e d he was e l i g i b l e f o r parole. 

He Imnedlately stood up t o leave the room, o n l y stopping t o t u r n and 

say "don't bother luv". A f t e r he had l e f t , t h e p r o b a t i o n o f f i c e r 

turned t o me t o e x p l a i n t he s i t u a t i o n . Being pa r t o f a 'London gang', 

he b e l i e v e d they would see him ' a l r i g h t ' when he got out. W h i l s t 

given t he nat u r e o f the offence, h i s a t t i t u d e may have been 

' r e a l i s t i c ' , he was doing h i s time by the book and the p r i s o n o f f i c e r s 

l i k e d inmates who 'toed t he line'.» Nevertheless, the PO f e l t t h a t 

he "would be v u l n e r a b l e " when he was e v e n t u a l l y discharged. The p o i n t 

being t h a t the c o n s i d e r a t i o n s o f p r o b a t i o n were o r i e n t a t e d t o h i s 

f u t u r e ; t h e p r i s o n s t a f f were concerned w i t h t h e present. 

Despite these d i f f e r e n c e s , p r o b a t i o n o f f i c e r s may s t i l l f i n d 

themselves u n w i t t i n g l y co-operating w i t h the p r i s o n a u t h o r i t i e s . 

During one v i s i t t o h i s o f f i c e , an o f f i c e r refused t o a l l o w an Inmate 

(a drug d e a l e r ) t o phone h i s wif e . The o f f i c e r was subsequently t o l d 

by t h e p r i s o n a u t h o r i t i e s t o a l l o w him t o use t h e phone. Then s h o r t l y 

afterwards, he was t o l d t o st o p the p r i s o n e r using i t . I t t r a n s p i r e d . 

t h a t t h e c a l l s were being monitored by the p o l i c e - w i t h o u t the 

o f f i c e r ' s knowledge - and a number of a r r e s t s had then been made. 

Whilst some cases may be more c l e a r than others, t h i s 

i n e v i t a b l e c o l l u s i o n o f o f f i c e r s w i t h t h e c o n t r o l and containment 
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f u n c t i o n s o f the p r i s o n has c l e a r i m p l i c a t i o n s f o r the t r u s t which i s 

necessary i n b u i l d i n g a r e l a t i o n s h i p w i t h and thereby h e l p i n g a 

prisoner overcome any personal or p r a c t i c a l d i f f i c u l t i e s . T h i s a r i s e s 

from the corrpetlng demands of the I n s t i t u t i o n which e t h i c a l dllerrmas 

can f u r t h e r exacerbate. 

Having been t o l d I n confidence by a p r i s o n e r t h a t a ' c o n t r a c t * 

was out on him i n the p r i s o n , an o f f i c e r then discussed t he matter 

w i t h a colleague. They both b e l i e v e d the wing s t a f f would recomrond 

Rule 43 ('vulnerable p r i s o n e r ' ) . At the same time, i t was 

acknowledged i t may be a * dodge' on the p r i s o n e r ' s p a r t t o get h i m s e l f 

back t o a London prison. Even so, t h e r e were obvious s e c u r i t y r i s k s 

Involved: an I n c i d e n t might have occurred I n which s t a f f and other 

inmates were i n j u r e d and I f i t had been repo r t e d , i t c o u l d have been 

prevented. However, by r e p o r t i n g the i n c i d e n t i t would s i g n i f y a 

breach o f the p r i s o n e r ' s confidence - an e s s e n t i a l i n g r e d i e n t i n the 

'welfare' r e l a t i o n s h i p . The u l t i m a t e d e c i s i o n attempted t o b r i d g e 

these demands. The o f f i c e r saw the p r i s o n e r and refused him he l p 

unless he agreed t o t e l l a member o f the uniformed p r i s o n s t a f f about 

the ' c o n t r a c t ' . 

Whatever the m e r i t s o f the above, these issues r e q u i r e c a r e f u l 

c o n s i d e r a t i o n i f p r o b a t i o n o f f i c e r s are t o perform t h e i r d u t i e s 

e f f e c t i v e l y . Constant dllemnas arose d u r i n g research between a 

concern f o r the c l i e n t and the 'smooth running' o f the prison. These 

were by no means always compatible. I n a t t e m p t i n g t o 'do' s o c i a l work 

In p risons, p r o b a t i o n o f f i c e r s develop techniques o f s u r v i v a l and 

methods f o r i t s achievement w i t h , more or less, v a r y i n g degrees o f 

success. 
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TWO DIMENSIONS: THE llsFLUENCES ON PRISON PROBATION WORK 

One morning I entered a wing w i t h an o f f i c e r . I was Introduced 

t o one o f the p r i s o n o f f i c e r s who was described as a " f r i e n d o f the 

prob a t i o n s e r v i c e " . I n a somewhat exaggerated f a s h i o n he frowned, 

apparently not e n t i r e l y happy w i t h the d e s c r i p t i o n . We went i n t o the 

pro b a t i o n o f f i c e : a converted c e l l , approximately 6' by 10' w i t h a 

two-storey f i l i n g cabinet, a desk and t h r e e c h a i r s . There was a small 

s l i d i n g barred window about 6' o f f the ground and ' p i n boards' on each 

side w a l l . I t was 11.15 am and the f i r s t p r i s o n e r f o r a 'w e l f a r e 

appointment' was due t o come i n . He was i n p r o b a t i o n terms a 

•moaner' or, as one o f f i c e r said: "he goes on a l o t t o no a v a i l " . 

The L i b r a r i a n had c a l l e d at h i s c e l l a few days before t o hel p 

him w r i t e a l e t t e r (he had some reading glasses which were not 

s a t i s f a c t o r y ) , but he had been out e x e r c i s i n g at the time. Given h i s 

r e s u l t i n g f r u s t r a t i o n , he wished t o by-pass the Medical O f f i c e r (MO) 

and see the Senior Medical O f f i c e r (SMO) about the glasses and then he 

would be able t o w r i t e h i s own l e t t e r s . Despite the p r i s o n e r ' s 

i n s i s t e n c e the o f f i c e r s a i d t h a t such a request was not w i t h i n t h e 

•welfare's province' and he should see the Wing Manager. At t h i s 

p o i n t , he s t a r t e d t o speak about another t o p i c . The o f f i c e r ceased 

eye-contact and began t o f o l d a piece o f paper w i t h the CPO's address 

on (which the pri s o n e r had e a r l i e r requested). A f u r t h e r 'non-verbal' 

gesture o f beginning t o r i s e out o f the seat and hand him the piece o f 

paper served as an e f f e c t i v e i n t e r v i e w t e r m i n a t i o n device and he l e f t . 

The agenda o f such i n t e r v i e w s i s not j u s t based upon t he 

s i t u a t i o n a l methods people use I n everyday I n t e r a c t i o n . P r o b a t i o n 
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i n t e r v i e w s are a f f e c t e d by the wider environment of the p r i s o n and 

t h e r e f o r e so i s the r e h a b i l i t a t i v e r o l e p r o b a t i o n o f f i c e r s are 

intended t o perfrom. For instance, i n the above case the inmate had 

brought t o the p r o b a t i o n o f f i c e r a set of problems about which he was 

aggrieved. However, i t t r a n s p i r e d t h a t the person was 'locked-up' 23 

hours a day because he was deemed 'not w e l l ' by the medical services. 

The o f f i c e r thought the L i b r a r i a n had c a l l e d w h i l e he was about t o 

have h i s d a i l y one-hour e x e r c i s e period. Understandably, the p r i s o n e r 

had asked the L i b r a r i a n t o c a l l back - something which they had not 

done - hence h i s f r u s t r a t i o n . Thus, p r o b a t i o n i n t e r v i e w s must be a l s o 

understood as a r e a c t i o n by both p a r t i e s t o the wider context of t h e 

p r i s o n s e t t i n g and i t s o p e r a t i o n a l p r i o r i t i e s . 

The d e c i s i o n s of other s t a f f t h e r e f o r e a f f e c t s p r o b a t i o n work. 

I n a d d i t i o n , p r o b a t i o n tasks are f r e q u e n t l y subordinate t o o t h e r 

c o n s i d e r a t i o n s . An o f f i c e r had asked the p r i s o n o f f i c e r s t o ' h o l d 

back* a p r i s o n e r from a f t e r n o o n working so she c o u l d i n t e r v i e w himu 

She could not f i n d the p r i s o n e r t h a t a f t e r n o o n and turned t o me i n 

f r u s t r a t i o n : 

"You have t o put y o u r s e l f forward. A f t e r a l l , you are only 
doing these t h i n g s because the p r i s o n wants them done". 

As a r e s u l t of t h i s s i t u a t i o n , p r o b a t i o n o f f i c e r s use a set of 

s t r a t e g i e s i n the execution of t h e i r tasks which may draw upon v a r i o u s 

resources w i t h i n the i n s t i t u t i o n . These can i n c l u d e p r e r o g a t i v e s 

u n d e r w r i t t e n by the formal and i n f o r m a l r u l e s of the prison. For 

instance, the power t o determine the end of an i n t e r v i e w due t o the 

demands of seeing other p r i s o n e r s . A r i n g i n g phone, answered d u r i n g 

an i n t e r v i e w , can e i t h e r be used t o t e r m i n a t e the i n t e r v i e w - ' t h i s i s 
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an Important phone c a l l , please c o u l d I see you l a t e r ' - or the c a l l e r 

can be asked t o phone back. These choices depend on o f f i c e r ' s 

i n t e n t i o n s or the circumstances i n which they f i n d themselves. As 

such a modus vivendi emerges w i t h i n the i n t e r v i e w s e t t i n g , the outcome 

of which becomes a: 

" d e f i n i t i o n o f the s i t u a t i o n which Involves not so much a r e a l 
agreement as t o what e x i s t s but r a t h e r a r e a l agreement as t o 
whose claims concerning what Issues w i l l be t e m p o r a r i l y 
honoured" (Goffrran 1969, p. 21). 

Two Issues become Important I n t h i s process. F i r s t , the 

' o p e r a t i o n a l * mode by which p r i s o n p r o b a t i o n o f f i c e r s t r y t o perform 

t h e i r tasks. Second, the extent t o which the nature o f the 

i n s t i t u t i o n does or does not permit i t s r e a l i s a t i o n . These c r i t e r i a 

may o f course vary between p r i s o n s on a occupational 

p r a c t i c e / I n s t i t u t i o n a l continuum. The g r e a t e r power base of the 

l a t t e r w i l l o v e r r i d e the former - as i s the case i n V i c t o r l a n a . I n 

a d d i t i o n , I n r e l a t i o n t o occupational p r a c t i c e day-to-day w e l f a r e 

issues and the w i l l i n g n e s s o f Inmates t o co-operate c o n s t a n t l y 

m i l i t a t e against p r o - a c t i v e work. This i s confounded by t h e 

I n s t i t u t i o n a l n e c e s s i t y t o c o n t a i n I n d i v i d u a l s . 

The remainder of t h i s chapter i s devoted t o the f u r t h e r 

examination, along these dimensions, of the work o f p r o b a t i o n o f f i c e r s 

i n V i c t o r i a n a and f i n i s h e s w i t h comparative m a t e r i a l from the o t h e r 

two prisons. 
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ON THE WINGS: 'VISIBLE AM) IN DEMAM)' 

The Prison S t a f f 

The a c t i o n s o f p r i s o n s t a f f can, q u i t e simply, prevent t h e 

execution o f the pr o b a t i o n o f f i c e r ' s task. W h i l s t the p r i s o n had a 

set r o u t i n e f o r e a t i n g times, Working times and ' p a t r o l s t a t e ' , t h e 

enforcement o f t h i s r o u t i n e has a d i s c r e t i o n a r y element t o i t which 

provides f o r what Giddens c a l l s a ' d i a l e c t i c o f c o n t r o l ' (1984, p. 

16). 

Each p r o b a t i o n o f f i c e on the wings has a blackboard outside. 

On t h i s the o f f i c e r can w r i t e the name o f an inmate i f e i t h e r they 

want t o see then^ or the inmate has made a request f o r an i n t e r v i e w . 

In t h i s way t h e i r names are v i s i b l e when they come i n from work d u t i e s 

at 11.30. am. and 4.00. pm. r e s p e c t i v e l y . I t would be p o s s i b l e t o leave 

the names w i t h t h e p r i s o n o f f i c e r s , but t h e r e i s a rel u c t a n c e t o do 

th a t i n case " t h e message does not get through". Further, p r o b a t i o n 

o f f i c e r s argue t h a t w h i l s t each wing has a through-care o f f i c e r , 

"some do not take t o the task, but the Wing Manager t e l l s them they 

have t o do i t " . This f a i l u r e o f messages t o reach p r i s o n e r s may 

arguably s i g n i f y a lapse o f memory. However, i t may a l s o be a 

conscious e f f o r t on the p a r t o f some p r i s o n o f f i c e r s t o undermine the 

work o f the Service as the f o l l o w i n g examples suggests. 

Four inmates were w a i t i n g o u t s i d e o f the p r o b a t i o n o f f i c e a f t e r 

t h e i r names had been put on the blackboard. I n s i d e the o f f i c e , an 

i n t e r v i e w was t a k i n g place. According t o the pr i s o n e r who saw the 

in c i d e n t , a p r i s o n o f f i c e r came over, rubbed two names o f f the board 

and t o l d them t o c o l l e c t t h e i r Lunch and r e t u r n t o t h e i r c e l l s . 

Having been t o l d about t h i s the p r o b a t i o n o f f i c e r decided t o c o n f r o n t 
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the p r i s o n o f f i c e r who denied t h e accusation. As the o f f i c e r s a i d t o 

me, what more cou l d be done apart from accusing t h e p r i s o n o f f i c e r o f 

lyi n g ? 

On another occasion, an o f f i c e r was covering f o r two absent 

members o f s t a f f so was i n e f f e c t d e a l i n g w i t h a p p l i c a t i o n s from t h r e e 

wings. We spent the Fr i d a y morning moving between each one, t o see i f 

ther e were any 'urgent* requests. She d i d t h i s on the basis o f what 

appeared as problems r e q u i r i n g 'immediate a t t e n t i o n ' : those f e a t u r i n g 

emotional d i f f i c u l t i e s which c o u l d not w a i t u n t i l the f o l l o w i n g 

Monday. These requests are f i l t e r e d through the p r i s o n s t a f f who may, 

on beh a l f o f the inmate, w r i t e down t h e reason f o r the requested 

i n t e r v i e w . On one o f the wings a form simply read ' f a m i l y problems'. 

Not knowing t he inmate, so a judgement co u l d be made about t h e 

'seriousness' o f the request, the o f f i c e r decided t o r e t u r n i t t o the 

wing p r i s o n o f f i c e r s r e q u e s t i n g f u r t h e r i n f o r m a t i o n . We then w a i t e d 

t o see other Inmates when they came i n from work. 

The f i r s t inmate wanted an a p p l i c a t i o n f o r ' pre-parole leave'. 

The o f f i c e r t o l d him t o get a form from a p r i s o n o f f i c e r who should 

then help him t o T i l l i t i n . He r e t u r n e d a few minutes l a t e r saying 

t h a t t h e p r i s o n o f f i c e r t o l d him I t was not h i s job. A f t e r he l e f t 

and having helped him t o f i l l i n the a p p l i c a t i o n , the o f f i c e r t u r n e d 

t o me: 

"There's an example o f p r i s o n s t a f f t h r o w i n g i t back at us; 
i t ' s n o t h i n g t o do w i t h us at a l l " ! 

I n V i c t o r l a n a shared working i s not always I n p r a c t i c e what I t 

appears i n p r i n c i p l e . In t h i s environment p r o b a t i o n o f f i c e r s can 

experience ' r o l e s t r a i n * when they attempt t o balance the demands o f 
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inmates and those o f the I n s t i t u t i o n . As a r e s u l t , even the smallest 

conment can cause f r u s t r a t i o n . One o f f i c e r who wanted t o see a 

prisoner, asked a p r i s o n o f f i c e r i f the person was working. "No 

inmates work" came the short and g r u f f r e p l y . In j e s t , but a l s o t o 

i n d i c a t e h i s f r u s t r a t i o n , the o f f i c e r s t a r t e d t o bang h i s head on the 

desk, shaking I t at the same time! 

'Giving them S t i c k ' 

A sense o f humour I s important i n the p r i s o n s e t t i n g . I t I s 

not j u s t Inmates, I n the words o f Cohen and Taylor (1972), who ' f i g h t 

back'. 

One evening several o f us were l e a v i n g and some p r i s o n o f f i c e r s 

were assembled at the gate. "20 hours a week and on f l e x i t i m e as 

w e l l . . . c a l l yourselves ' w e l f a r e ' " a p r i s o n o f f i c e r said, much t o the 

amusement o f h i s assembled company. One o f the p r o b a t i o n team t u r n e d 

t o us, d e l i b e r a t e l y l o o k i n g away from the p r i s o n o f f i c e r s : " l o v e l y 

place t o work t h i s i s n ' t i t " ? A f t e r t h i s i n c i d e n t , one o f the team 

gave me a piece o f advice as a t a c t i c o f s u r v i v a l : 

" I t ' s a l l down t o the Cheshire-Cat syndrome; lose e v e r y t h i n g , 
but don't lose your smile". 

Other o f f i c e r s a l s o f o l l o w e d t h i s advice. 

One p r o b a t i o n o f f i c e r , the ot h e r s noted, would be the 'tobacco 

man' i n the p r i s o n c u l t u r e . He was able t o get cups o f t e a and 

chocolate b i s c u i t s (as I discovered) on the wing w i t h o u t any problem. 

Whilst by h i s own admission something o f a 'lon e r ' , he. s t i l l used 

humour t o 'get by'. We entered a wing one day and two p r i s o n o f f i c e r s 

were walking towards the gate 'arm-in-arm'. " T h e y ' l l t a l k about you 

two" the o f f i c e r said. They d i d not r e p l y and he smiled and turne d t o 
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me: "you've got t o g i v e them s t i c k Tim"! Even so, the i n s t i t u t i o n 

can wear t h i s humour t h i n . T a c t i c s such as s m i l i n g at the p r i s o n 

o f f i c e r s and t h i n k i n g , i n the words of one o f f i c e r , "good morning you 

bastard" are a way o f f i g h t i n g back, but d i s a f f e c t i o n s t i l l occurs. 

I was r e t u r n i n g from a wing w i t h one o f f i c e r . Another o f f i c e r , 

who normally enjoyed 'a laugh*, was i n the o f f i c e . The o f f i c e r I was 

w i t h t u r n e d t o me: "wasn't i t awful what t h a t p r i s o n o f f i c e r s a i d 

about hirrf'. I agreed, m a i n t a i n i n g the joke, but I t f e l l f l a t . Later, 

over a cup o f tea, the s u b j e c t o f the j o k e t o l d me why. He does h i s 

parole a p p l i c a t i o n s on Tuesdays and Thursdays, but today a p r i s o n 

o f f i c e r came up t o him and " s t a r t e d having a go" about g e t t i n g the 

inmates locked up f o r ' p a t r o l s t a t e ' . Being " p i s s e d o f f " about t h i s 

he t o l d t he p r i s o n o f f i c e r t h a t t h i s was h i s normal r o u t i n e . At t h i s 

p o i n t the exchange apparently became more heated. Eventually, the 

p r i s o n o f f i c e r , i n the p r o b a t i o n o f f i c e r ' s own words, 'stormed o f f 

saying "we* I I f u c k i n g see about t h i s " . As a r e s u l t , he had decided t o 

come t o t h e upper o f f i c e t o l e t him "cool o f f " and t o give h i m s e l f a 

'breather' from the demands o f the wing. 

This I n c i d e n t had an h i s t o r i c a l element t o i t . The o f f i c e r ' s 

wing i s the l a r g e s t and a l s o the r e c e p t i o n wing f o r Inmates. Together 

w i t h the h o s t e l manager he i n t e r v i e w s two people at a time. T h i s 

causes problems i f a person i s i n f o r a sex o f f e n c e and another inmate 

i s present. In these cases he t r i e s t o i n t e r v i e w them alone. 

However, i t I s not always p o s s i b l e t o check on t h i s before the 

i n t e r v i e w . Therefore, any a n t i c i p a t i o n o f forthcoming d i f f i c u l t i e s 

( p r o - a c t i v e work) I s hampered by the p r i s o n r o u t i n e , which Includes 

new inmates being taken o f f f o r baths and other i n s t i t u t i o n a l - b a s e d 
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demands even when the 'receptions' are not completed. 

Two p r a c t i c a l s o l u t i o n s t o the above problem were suggested by 

the team. F i r s t , the SPO would help w i t h t h e backlog o f p a r o l e 

a p p l i c a t i o n s , even though t h i s might r a i s e other d i f f i c u l t i e s i n 

respect t o t h e i r normal d u t i e s . Second, the SPO suggested t o the 

o f f i c e r he cou l d come i n on Saturday's. However, as the o f f i c e r s a i d 

t o me i n r e f e r r i n g t o the p r i s o n s t a f f : "imagine how t h a t would go 

down"! As such, a d i f f e r e n c e i n experiences o f p r i s o n o f f i c e r s 

between the SPO and the wing p r o b a t i o n o f f i c e r s was apparent. 

Further, i t c o u l d be argued t h a t t h i s s o l u t i o n would have exacerbated 

among p r i s o n o f f i c e r s : " t h e r e s e n t f u l fantasy t h a t only p r o b a t i o n 

o f f i c e r s are capable o f h e l p i n g p r i s o n e r s " (Smith 197V, p. 43). 

A f u r t h e r s o l u t i o n was suggested t o me by an e x - V i c t o r i a n a 

o f f i c e r who had experience o f working i n t h i s wing. She suggested 

p r o b a t i o n o f f i c e r s should be based o u t s i d e of the p r i s o n and go i n on 

a d a i l y basis, thus a l l e v i a t i n g t h e problems o f 

' I n s t i t u t i o n a l i s a t i o n ' . I f the p r i s o n o f f i c e r s took over small 'day-

to-day matters' - I n c l u d i n g phone-calls f o r and by Inmates - i t would 

be p o s s i b l e t o see. I n t h e i r words, "5 people a day". " A l l o w i n g f o r 

those who d i d not want t o see you, I cou l d do a l l those In the wing 

i n 4 t o 5 weeks". W h i l s t a c o n s t r u c t i v e suggestion, i t opens up a 

heated debate w i t h i n t h e Service and i s a r a d i c a l departure from 

c u r r e n t p r a c t i c e . I t may also, as Smith <1979} notes, lead t o a loss 

of p r o b a t i o n c r e d i b i l i t y i n both the pr i s o n e r s ' and p r i s o n s t a f f s ' 

eyes; t o say n o t h i n g o f the problem o f reducing o f f i c e r s ' knowledge o f 

the r o u t i n e o f the p r i s o n and thereby extending the p r i s o n o f f i c e r ' s 

d i s c r e t ion. 
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The d i f f e r e n t r o u t i n e s and d u t i e s o f the r e s p e c t i v e s e r v i c e s 

are then a cause of everyday problems. As Foucault has suggested, 

i n s t i t u t i o n s such as V i c t o r i a n a are subject t o : 

"a whole m i c r o - p e n a l i t y o f time (lateness, absences, 
i n t e r r u p t i o n o f t a s k s ) , o f a c t i v i t y ( i n a t t e n t i o n , negligence, 
lack o f z e a l ) , o f behaviour ( i n p o l i t e n e s s , disobedience), o f 
speech ( i d l e c h a t t e r , insolence), o f the body ( i n c o r r e c t 
a t t i t u d e s , i r r e g u l a r gestures, lack o f c l e a n l i n e s s ) , o f 
s e x u a l i t y ( i m p u r i t y , indecency)" (1977, p. 178 ). 

W i t h i n such a system Inmates are r i d i c u l e d and experience I n j u s t i c e s . 

I witnessed a ment>er of s t a f f , c l e a r l y e n j o y i n g t h e power, swearing a t 

an Inmate. The p r o b a t i o n o f f i c e r w i t h me found i t ' d i s g r a c e f u l ' t h a t 

t h i s r o u t i n e l y took place and p r i s o n e r s would be punished were they t o 

r e t a l i a t e . W r i t i n g about a 'young man' who was found hanging i n h i s 

c e l l at V i c t o r i a n a , another inmate has w r i t t e n : 

"For 16 weeks now I have been locked i n t h i s c e l l 23 hours a 
day. The depressingly r e p e t i t i v e regime goes on day a f t e r 
day, week a f t e r week. I n theory, the confinement can o n l y l a s t 
f o r one month at a time; but l i k e the South A f r i c a n banning 
order i t can be renewed f r o m month t o month ad 
i n f i n i t u m . .. Despite the o f f i c i a l r e a l i s a t i o n o f the damage 
caused by s o l i t a r y confinement. .. s i x months* segregation i s 
frequent, and i n excess o f a year not unknown" (M. Leech 
' L e t t e r s ' , Guardian Weekly 28/5/89). 

The regime i t s e l f becomes a cause of inmates' problems and i n 

r e a c t i n g t o the symptoms o f these problems, p r o b a t i o n o f f i c e r s were 

subject t o i t s forms. Their r o l e then becomes one o f a m e l i o r a t i n g 

adeverse r e a c t i o n s o f inmates t o t h e i r environment as opposed t o 

performing r e h a b i l i t a t i v e f u n c t i o n s . Goffman has termed t h i s process 

' looping' whereby: 

"an agency t h a t c r eates a defensive response on the p a r t o f an 
inmate takes t h i s very response as the t a r g e t o f i t s next 
a t t a c k " (1968, p. 41). 

Thus, even i f long-term r e l a t i o n s h i p s between p r o b a t i o n o f f i c e r s and 
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Inmates are possible, the i n s t i t u t i o n never ceases t o i n ^ i n g e i n 

s i g n i f i c a n t respects and cir c u m s c r i b e s t h e type o f work which can then 

be performed. 

O c c u p a t i o n a l l y speaking, p r o b a t i o n o f f i c e r s a re al s o p e r s o n a l l y 

subjected t o t h i s * m i c r o - p e n a l i t y ' . I l e f t a team meeting and walked 

w i t h an o f f i c e r down t o a wing. When we entered, the assembled p r i s o n 

o f f i c e r s looked at t h e i r watches. "Did you see them"? The o f f i c e r 

asked, showing evident f r u s t r a t i o n at the p r i s o n o f f i c e r s ' r e a c t i o n s . 

Therefore, the t i m i n g o f the r o u t i n e s o f the two se r v i c e s i s the 

subject o f c o n f l i c t . Probation o f f i c e r s may work i n the morning from 

8.15am and not a r r i v e on the wings u n t i l 9.30am. The p r i s o n o f f i c e r s 

b e l i e v e t h a t they do not do any work up t o t h a t p o i n t because they are 

not ' v i s i b l e * on the wings. Even week-end work on r e p o r t s (not 

in f r e q u e n t ) goes unnoticed. 

The upper o f f i c e provided a forum f o r p r o b a t i o n o f f i c e r s t o 

escape from t h e gaze o f t h i s regime. Here, the mood changed f o r 

o f f i c e r s were no longer v i s i b l e t o the p r i s o n s t a f f and jokes were 

made o f the day's events. The p o s i t i o n o f t h i s o f f i c e , as w i t h space 

i n general w i t h i n an i n s t i t u t i o n , I s s i g n i f i c a n t . Fouceult's (1977) 

' a n a l y t i c space' i s tendered by the lack o f p r i s o n o f f i c e r s t o 'look 

at t h e i r watches' and make 'remarks' about p r o b a t i o n p r a c t i c e . I n 

t h i s 'back region' ((Boffman 1969) an impression of f a m i l i a r i t y i s 

maintained which I s " I n c o n s i s t e n t w i t h t h e impression o f s e l f and 

team-mate one wants t o s u s t a i n before the audience" (Goffman 1969, 

p. 129). On the wings, behaviour changed and p r o b a t i o n o f f i c e r s were 

v i s i b l e t o the p r i s o n s t a f f and Inmates; they were then judged by the 

c r i t e r i a o f ot h e r s and subject t o t h e i r decisions. For instance, even 
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when the wing meetings took place, p r o b a t i o n o f f i c e r s only tended t o 

f i n d out about them the day before and then, I f p r o b a t i o n was on the 

agenda, i t was " l a s t , when everyone has had enough". This 'machine' 

of r o u t i n e and d i s c i p l i n e i s not t o be downplayed, nor i s i t t o be 

exaggerated. I n response t o t h i s s i t u a t i o n . Ideas from p r o b a t i o n 

o f f i c e r s have emerged: 

"We should seek t o counteract the deformation of i n d i v i d u a l s 
and assert the d i g n i t y , worth and r e s p o n s i b i l i t y o f p r i s o n e r s , 
w i t h o u t seeking t o s u s t a i n the l e g i t i m a c y o f imprisonment" 
(Nigel Stone 1985, p. 65). 

Occasionally, p r o b a t i o n o f f i c e r s a s s i s t inmates w i t h the help 

o f p r i s o n s t a f f i n V i c t o r i a n a . The t a c t i c i s t o 'win over' p r i s o n 

o f f i c e r s . I n d i v i d u a l l y , some p r i s o n o f f i c e r s are pro-welfare, but 

tend c o l l e c t i v e l y t o be ' a n t i - w e l f a r e ' . For instance, a p r o b a t i o n 

o f f i c e r received a phone c a l l from an inmate's w i f e . His mother, t o 

whom he was 'very close', was gravely i l l a f t e r a heart a t t a c k . 

However, h i s w i f e d i d not want him t o l d unless he c o u l d get 'home 

leave*. The o f f i c e r knew the p r i s o n e r w e l l - he made tea on the wing 

and might have "cracked w i t h the news". A f t e r checking w i t h the 

h o s p i t a l , i n case the p r i s o n e r was p u l l i n g a ' f l a n k e r * , the Wing 

Manager was contacted t o see what the chances of a v i s i t would be (the 

o f f i c e r was using h i s knowledge of "the p a r t y l i n e on the wing"). The 

next day the inmate was i n a car w i t h two p r i s o n o f f i c e r s - 'uncuffed' 

- and o f f t o v i s i t h i s mother. He r e t u r n e d a t 2am the next morning. 

That same day he came I n t o the wing o f f i c e t o thank the p r o b a t i o n 

o f f i c e r . I t was approaching ' lock-up* time and he wanted t o know 'how 

h i s Mum was*. She was, the o f f i c e r ascertained, 'comfortable' and a 

temporary v i c t o r y had been gained over the 'machine' by 'the w e l f a r e ' . 
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One p r o b a t i o n o f f i c e r commented t h a t "you don't do any s o c i a l 

work here". However, the above i n c i d e n t - the p r o v i s i o n of p r a c t i c a l 

help - i s not t o be underestimated. The " d r i p , d r i p , d r i p " of 

everyday complaints - such as the inmate who dropped h i s dentures on 

an o f f i c e r ' s desk and s a i d "look at t h a t " ! - c l e a r l y means. i n the 

words of one o f f i c e r , t h a t "ongoing work i s sadly a v i c t i m of some of 

these pressures". Another o f f i c e r wanted t o undertake groupwork on 

alcoholism, but could not because he d i d not "have the time". 

The i n s t i t u t i o n impinges on what some,may term ' r e a l * s o c i a l 

work i n prisons. T h i s extends t o 'everyday a d m i n i s t r a t i o n ' which 

includes easy access t o f i l e s , making telephone c a l l s and r e c o r d i n g 

i n f o r m a t i o n about c l i e n t s . A l l of these are rendered d i f f i c u l t i n 

i n s t i t u t i o n a l s e t t i n g s . F i l e s on inmates cannot be kept i n wing 

o f f i c e s due t o the r i s k of unwanted readings and o n l y one wing o f f i c e 

had a d i r e c t o u t s i d e telephone l i n e , making i t d i f f i c u l t t o contact 

people on the 'outside'. The p r i s o n s t a f f even objected t o keeping 

telephone books i n wing o f f i c e s - which were always locked - i n case 

inmates found t h e i r addresses. A l o t o f i n f o r m a t i o n , f o r i n s t a n c e 

summaries of p a r o l e i n t e r v i e w s , were t h e r e f o r e recorded on 

'dictaphones* ( f o r ' w r i t i n g up' i n the upper o f f i c e or at home). 

However, the tapes have short r e c o r d i n g times and on more than one 

occasion t h i s i n f o r m a t i o n was recorded over by accident. 

'Going I n t o V i c t o r i a n a ' 

The above working c o n d i t i o n s a f f e c t the way p r o b a t i o n o f f i c e r s 

view the prospect of secondment t o V i c t o r i a n a . I asked an o f f i c e r 

about her f e e l i n g s of being seconded ( u s u a l l y f o r a minimum two years) 

t o the pr i s o n : "We spend most of our careers t r y i n g t o a v o i d i t " ! 
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Another o f f i c e r , r e c o g n i s i n g t h a t he would e v e n t u a l l y be seconded, 

decided t o v o l u n t e e r t o enter the p r i s o n s e t t i n g because he f e l t 

" p s y c h o l o g i c a l l y prepared". His a p p l i c a t i o n was r e j e c t e d , but he was 

seconded a few months l a t e r and found the experience "the most 

traumatic happening" of h i s career. Despite t h i s , he thought he had 

'adjusted q u i c k l y * t o the p r i s o n r o u t i n e . However, he was s u r p r i s e d 

when a few months l a t e r he was s i t t i n g w i t h f r i e n d s at home and 

someone asked h i s w i f e i f he was depressed and she r e p l i e d 'yes'! 

U n t i l t h a t p o i n t he had not been aware o f the change I n h i s mental 

s t a t e brought about by t h i s career move. This o f f i c e r ' s f e e l i n g s have 

now changed. Yet the s t o r y demonstrates t h a t . I n terms o f career 

moves, secondment t o a p r i s o n I s not t o be taken l i g h t l y . Even so, I t 

i s s t i l l w i d e l y b e l i e v e d t h a t t o 'serve one's time', i s a necessary 

f e a t u r e o f a move up the p r o b a t i o n career ladder. 

'TOWN' A t ^ 'fsEW' PRISOJS 

In the case of V i c t o r i a n a , p r i s o n s t a f f tend t o be c o l l e c t i v e l y 

a n t i - w e l f a r e which i n h i b i t s work on both occupational and 

i n s t i t u t i o n a l dimensions. This occurs e i t h e r by a c t i v e non-

cooperation, or a s e l e c t i v e I n t e r p r e t a t i o n o f r u l e s . I wish now t o 

examine the work of p r o b a t i o n o f f i c e r s I n two other prisons. These I 

have c a l l e d 'Town' and 'New' prisons. 

'New' P r i s o n 

This I s a modern pris o n . The b u i l d i n g s are recent, open-

planned and w i d e l y spaced, being o f no more than two s t o r e y s w i t h the 

paths between them running through w e l l - k e p t f l o w e r beds and grass. 
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There are no w a l l s on the outer perimeter, but a large w i r e fence. 

The p r i s o n houses approximately 112 category ' C inmates on f o u r wings 

and a l s o has a 'Vulnerable Prisoner Unit (Rule 43) w i t h 56 inmates 

( e v e n t u a l l y i n c r e a s i n g t o 100). Each wing and the Unit has a 

p r o b a t i o n o f f i c e r a t t a c h e d t o i t . 

The f i r s t t h i n g I n o t i c e d i n approaching t h e p r i s o n - aside 

from t h e c o n t r a s t w i t h V i c t o r i a n a i n a r c h i t e c t u r e - was an inmate, 

unsupervised, tending the gardens outside. In a d d i t i o n , the o f f i c e s 

on the wings were l a r g e r and b r i g h t e r than those at V i c t o r i a n a which 

helps t o temper Hugman's c r i t i c i s m s t h a t : 

" I n s t i t u t i o n a l i z e d , o f f i c e - b l o c k warrens have n o t h i n g t o do 
w i t h services, they s t i f l e , cramp, depersonalize, l i m i t and 
debase human encounters" (1980, p. 136). 

The SPC s o f f i c e i s i n the ' a d m i n i s t r a t i v e block' which a l s o houses 

c l e r i c a l s t a f f ( o f which the Service was sh o r t here) and Governors. 

I a r r i v e d on a wing - a f t e r the p r o b a t i o n o f f i c e r had unlocked 

only two doors, one o f which was t h e i r o f f i c e - and was taken t o see 

the Wing Manager. Inmediately he greeted the o f f i c e r and w i t h o u t a 

second glance at me, nodded t o the door t o i n d i c a t e I should shut i t . 

He began t o r e l a t e the s t o r y o f the n i g h t ' s events and was b r i e f l y 

i n t e r r u p t e d so I could be introduced. I was t o l d t h a t i f t h e r e was 

anything I wished t o ask, he would 'only too w i l l i n g ' t o speak t o me. 

My 'en t r y ' i n t o t h i s p r i s o n was c l e a r l y d i f f e r e n t from t h a t o f 

V i c t o r i a n a . 

The c o r r i d o r s o f the wings had formica f l o o r s and low c e i l i n g s 

which prevent voice echo and as 1 was t o l d 'makes f o r a good 

atmosphere*. Inmates come i n from lunch at 11.30am and e i t h e r eat i n 

t h e i r c e l l or the canteen, whichever they p r e f e r . I spoke t o two 
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p r i s o n e r s I n one o f t h e i r c e l l s - the door of which was open - about 

the p r i s o n . One had served 17 years i n v a r i o u s p r i s o n s , e x p e r i e n c i n g 

racism wherever he went. 'New' was the best p r i s o n he had been i n : 

at l e a s t t h e r e was "no s h i t on t h e w a l l s " . When 1 l e f t h i s c e l l , 1 

walked past one o f the wing o f f i c e s . A p r i s o n o f f i c e r was w r i t i n g 

c a p i t a l l e t t e r s on the bottom o f a p r i s o n e r ' s l e t t e r so they c o u l d 

read I t . 'Fresh s t a r t ' , i t seemed, had found an o u t l e t i n t h i s 

p r I son. 

The r e l a t i o n s between the two s e r v i c e s were g e n i a l . One or two 

o f f i c e r s would not be 'won over', but as a groups they were 

sympathetic t o p r o b a t i o n work. A p r o b a t i o n o f f i c e r was a l s o 

c o n t r a s t i n g New w i t h another p r i s o n , remembering w i t h s u r p r i s e how 

a f t e r only being i n New f o r a week, a p r i s o n o f f i c e r asked I f he 

wanted t o j o i n them f o r a week-end f i s h i n g t r i p . Another p r i s o n 

o f f i c e r asked me how I was g e t t i n g along and s a i d q u i e t l y about t h e 

o f f i c e r I was w i t h : "they come t o see me about e v e r y t h i n g " . He then 

laughed: " t h e t r u t h i s I go t o see them"! A communal canteen adds t o 

these good r e l a t i o n s between the two groups and i s s i t u a t e d o u t s i d e o f 

the p r i s o n gates. During one lunch, a p r o b a t i o n o f f i c e r and the SPO 

were s i t t i n g w i t h the Governor who then i n s i s t e d on p l a y i n g a game o f 

pool. We then walked back t o the p r i s o n gates and the Governor 

stopped t o t a l k t o an inmate te n d i n g the gardens. 

The ambience o f New p r i s o n t h e r e f o r e c o n t r a s t s s h a r p l y w i t h 

V i c t o r i a n a . The a r c h i t e c t u r e i s p a r t o f the explanation, but so too 

I s t h e s e c u r i t y category and b e l i e f s o f s t a f f . 1 was t o l d t h a t the 

p r i s o n was cheaper t o run than V i c t o r i a n a and p r i s o n e r s are o f f e r e d 

choices about the a c t i v i t i e s they wish t o undertake. This, i n the 
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words of one governor, was "more l i k e the r e a l world". 

S e c u r i t y i s important, but not to the same e x t e n t a s 

V i c t o r i a n a . Telephones a r e unlocked from f i l i n g c a b i n e t s i n the 

o f f i c e s , but the number of doors to unlock does not match the emphasis 

on containment. However, being c a t e g o r y ' C does c r e a t e i t s problems. 

The inmates may have been i n the system f o r a long time and a r e 

w a i t i n g to 'get out'. As a r e s u l t , they could a l s o get 'knocked back* 

to c a t e g o r y ' B'. 

I j o i n e d . a ' l i f e r s group' attended by l o c a l m a g i s t r a t e s . The 

d i s c u s s i o n c e n t r e d on the con s t a n t s c r u t i n y they a l l found themselves 

under and the d i f f i c u l t i e s of mixing with s h o r t - t e r m inmates who may 

cause t r o u b l e - thereby having an e f f e c t on t h e i r chances of ' g e t t i n g 

out'. A r e p r e s e n t a t i v e of Home O f f i c e P2 d i v i s i o n , i n charge of 

l i f e r s , had r e c e n t l y v i s i t e d . The inmates had asked him that i f they 

'kept out of t r o u b l e ' how long would i t be before some of them got 

out? Apparently he J u s t s m i l e d and d i d not answer. To them i t 

i n d i c a t e d they wouldn't! They r e l a t e d s t o r i e s of 'knock-backs', 

p a r t i c u l a r l y i n V i c t o r i a n a . C l e a r l y t h e s e g r i e v a n c e s c r e a t e work f o r 

the S e r v i c e a s they had an e f f e c t on the p s y c h o l o g i c a l s t a t e s of long -

term inmates. 

Women Probation O f f i c e r s 

The team i n 'New' was d e s c r i b e d to me as an 'older* one which 

possessed * c e r t a i n a t t i t u d e s ' . W h i l s t i t c o n s i s t e d of both female and 

male o f f i c e r s , i t i s important t o remember women probation o f f i c e r s 

f a c e p e c u l i a r d i f f i c u l t i e s i n an * a l l male' s e t t i n g . As one female 

o f f i c e r s a i d : "they t h i n k because you're a woman you're not 

i n t e l l i g e n t " . I n t h e i r p r i s o n , one p r i s o n o f f i c e r i n p a r t i c u l a r 
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a l l e g e d l y "hated women p r o b a t i o n o f f i c e r s " . T h i s r o u t i n e downgrading 

of women's s k i l l s and experiences t r a n s p i r e d i n sev e r a l ways, d e s p i t e 

the ' l i b e r a l r h e t o r i c ' of many of i t s p e r p e t r a t o r s . As H i l a r y Walker 

has w r i t t e n : 

" i t i s important f o r p r o b a t i o n o f f i c e r s t o examine the 
assumptions they are making about women i n t h e i r work and t o 
carry any conclusions into practice" (1985, p. 80. O r i g i n a l 
I t a l i c s ) . 

T h i s does not j u s t occur i n the p r i s o n s e r v i c e , some p r i s o n p r o b a t i o n 

o f f i c e r s t o l d me they would not want t o work w i t h women and ov e r t 

s e x i s t comments were not i n f r e q u e n t . •* 

I n V i c t o r i a n a , p r i s o n o f f i c e r s i n s i s t t h a t a woman p r o b a t i o n 

o f f i c e r has an o f f i c e whose door has a window, which they gather round 

when i n t e r v i e w s take place. T h e i r m o t i v a t i o n f o r t h i s i s 

questionable. T h e i r j u s t i f i c a t i o n being t h a t i t i s f o r s e c u r i t y 

purposes. Such gender issues c l e a r l y i n f l u e n c e the extent t o which a 

pr o b a t i o n o f f i c e r can perform her d u t i e s f r e e from harassment. 

A p r o b a t i o n student t o l d me the p r i s o n o f f i c e r s i n V i c t o r i a n a 

had s a i d t o her i t was not * the work* f o r a woman. T h e i r advice was 

to 'get h e r s e l f a man* and ' s e t t l e down*. Another p r o b a t i o n o f f i c e r 

worked w i t h a sex-offender w i t h whom she f e l t p a r t i c u l a r l y uneasy. 

She d i d not know e x a c t l y what her unease was due to; i t was *'just a 

feeling**. Another o f f i c e r , a male, was a l s o i n the room when she was 

r e l a t i n g the s t o r y t o me. He f e l t she should not deny her f e e l i n g s 

otherwise "you get too d i s t a n t and p r o f e s s i o n a l " . Indeed, some argue 

that the concept of p r o f e s s i o n a l i s m depends not j u s t on spurious 

i d e o l o g i e s of o b j e c t i v i t y ( W i l d i n g 1982), but the extent t o which the 

pro f e s s i o n i s dominated by men (Hearn 1982). I n an a l l - m a l e 
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I n s t i t u t i o n , these ' f e e l i n g s ' , w h i l s t b r i n g i n g a common humanity t o 

the work, are f r e q u e n t l y degraded as signs o f personal 'weakness' 

which c r e a t e a d d i t i o n a l pressures i n the execution o f tasks. 

'Town' Prison 

• T y p i c a l i t y ' i s u s u a l l y the j u s t i f i c a t i o n invoked f o r the 

e x t e r n a l v a l i d i t y o f s e l e c t e d o b s e r v a t i o n a l s e t t i n g s . In t h i s sense 

New p r i s o n may not be ' t y p i c a l ' : a new p r i s o n w i t h good s a n i t a t i o n ; 

not overcrowded; reasonably spacious and w i t h p r i s o n s t a f f who tend t o 

be syrrpathetic and have the time f o r w e l f a r e c o n s i d e r a t i o n s . 'Town' 

on the other hand I s , l i k e V i c t o r i a n a , an o l d p r i s o n . However, i t i s 

also a Local p r i s o n and t h e r e f o r e , i n our c u r r e n t c l i m a t e , s u f f e r s 

from overcrowding. As such, ex p e c t a t i o n s about what can be achieved 

In Local p r i s o n s change. In these s e t t i n g s , day-to-day w e l f a r e Issues 

tend t o take p r i o r i t y over longer term s o c i a l work i n prisons. These 

issues were a l l u d e d t o , a l b e i t i n a v e i l e d manner, by an I n t e r n a l 

Treen C i r c u l a r a d v e r t i s i n g Town's SPG post: 

"Colleagues w i l l know t h a t H. M. P r i s o n 'Town' i s a somewhat 
over-crowded l o c a l p r i s o n o f V i c t o r i a n c o n s t r u c t i o n w i t h a high 
throughput o f remand and sentenced pr i s o n e r s . I t i s the r o l e 
o f the Probation Department t o keep r e h a b i l i t a t i o n high on the 
l i s t o f p r i o r i t i e s and a l s o t o p r ovide a s o c i a l work s e r v i c e t o 
p r i s o n e r s " . 

Under the t i t l e 'Probation s e r v i c e not happy w i t h i t s l o t ' . The 

Independent (13/6/88) r e p o r t e d on p r o b a t i o n work i n Wormwood Scrubs. 

On one wing, over 50,000 remand p r i s o n e r s pass through every year. 

Nearly 55Z are estimated t o stay f o r less than 24 hours: " p r o b a t i o n 

o f f i c e r s only have time t o respond t o p r a c t i c a l requests f o r help". 

Whilst Town does not have problems on the same scale, they are s i m i l a r 

In form. 
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The team c o n s i s t s o f f o u r p r o b a t i o n o f f i c e r s and an SPO. The 

Senior has an o f f i c e o u t s i d e the wings and adjacent t o the 

a d m i n i s t r a t i v e s t a f f (a source o f some tension, given t h e d i s t a n c e 

from the r e s t o f the team). One o f f i c e r has a separate o f f i c e and the 

others are loca t e d i n one la r g e o f f i c e on a wing i n which " I t i s 

impossible t o w r i t e " , so tape recorders are used. 'Association' times 

f o r inmates Includes p l a y i n g d a r t s , t a b l e t e n n i s and watching f i l m s , 

a l l o f which takes place j u s t o u t s i d e o f the o f f i c e . Therefore, these 

o f f i c e r s are more ' v i s i b l e and i n demand* than t h e i r c o u n t e r p a r t s i n 

the other prisons. Shaw's comparative study o f s o c i a l work I n two 

prisons, found an advantage o f such v i s i b i l i t y was the increased 

a c c e s s i b i l i t y o f o f f i c e r s . Yet, at the same time, " the w e l f a r e 

o f f i c e r was a l s o more v u l n e r a b l e " (1974, p. 97). 

The o f f i c e , w h i l s t p r o v i d i n g some 'back r e g i o n s a n c t i t y ' , s t i l l 

had p r i s o n e r s , d e s p i t e a suggested p o l i c y t o prevent t h i s w i t h o u t a 

'request', knocking on the door w i t h constant demands. P r a c t i c a l l y , 

t h i s I s not easy t o prevent. They concern small everyday matters or 

what Shaw (1974) c a l l s * f l r s t - a l d ' on demand*. These problems are as 

one o f f i c e r said, " t r i v i a l t h i n g s , but Important t o them w h i l e they 

are I n here". Most o f the work i s about " o f f e r i n g p r a c t i c a l h e l p w i t h 

a smile on your face". This s i t u a t i o n I s compounded by so many 

Inmates who are r e c e n t l y sentenced or await t r i a l . Such d i s r u p t i o n t o 

a person's normal "economy o f a c t i o n " (Goffman 1968, p. 45) means 

these requests f o r everyday Items or needs, which'outside' were taken-

f o r - g r a n t e d , have t o be made through t h e p r i s o n r o u t i n e . T h i s 

understandable d i s r u p t i o n t o n o r m a l i t y places an e x t r a burden on the 

Service which i s d i f f e r e n t I n form t o those o f long-term Inmates. 
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The n a t u r e o f prisoners* ' a p p l i c a t i o n s ' v a r i e s : g e t t i n g i n 

contact w i t h v i s i t o r s ; asking 'the probation' t o contact f r i e n d s and 

r e l a t i v e s t o t e l l them o f co u r t appearance times, or a r r a n g i n g 

discharge grants. One p r i s o n e r a l s o asked an o f f i c e r what i t was l i k e 

t o have a baby when h i s w i f e was pregnant. However, work pressures 

and the turnover o f inmates c o n s t a n t l y m i l i t a t e s against a s s i s t i n g 

w i t h a n y t h i n g but t h i s ' d r i p , d r i p , d r i p ' o f everyday request. 

O f f i c e r s b e l i e v e d these tasks were important, but as one o f f i c e r said, 

they do not n e c e s s a r i l y r e q u i r e a t r a i n e d ' p r o f e s s i o n a l ' . She added: 

"but who e l s e would do I t f o r the money"? The Chaplain a l s o t o l d me 

t h a t he got "asked f o r e v e r y t h i n g i n here". This ranged from men 

wanting "a b i t o f baccy" t o those who wanted t o t a l k about t h e i r "dead 

Grandad". 

These constant pressures have a profound e f f e c t on the 

prob a t i o n s t a f f . An o f f i c e r walked I n t o the o f f i c e , shut the door and 

leant against i t and exclaimed: " i t ' s a b i t much out there " ! Just by 

walking t o see an inmate, she found h e r s e l f approached by several 

others and w h i l s t I witnessed n o t h i n g but a sympathetic ear and the 

promise o f help, t h e r e i s a l i m i t t o what can be achieved. During one 

team meeting t he o f f i c e r s noted how those ' i n the f i e l d ' had ' c e r t a i n 

b u f f e r s ' from t h e i r c l i e n t s . The o n l y r e l i e f from these pressures, i n 

the p r i s o n , i s through the cooperation o f the other p r i s o n s t a f f . 

However, t h e ex t e n t t o which they are able t o h e l p i s rendered 

problematic by the p e c u l i a r pressures o f Local prisons. For example, 

aggrieved remand p r i s o n e r s who are e n t i t l e d t o refuse work; 

overcrowding (no c e l l I v i s i t e d had less than two beds); high t u r n o v e r 

o f p r i s o n e r s and many now s e r v i n g f u l l , not sh o r t term sentences i n 
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the I n s t i t u t i o n . O f f i c e r s i n the f i e l d , who used t o supervise 

parolees from Town several years ago, noted how few there used t o be. 

Now, t o add t o the above problems, p r o b a t i o n o f f i c e r s i n Town w r i t e 

several p a r o l e r e p o r t s a month. 

DISCUSSION 

Pris o n r o u t i n e i s the c r i t e r i o n by which probation's task i s 

de f i n e d and circumscribed. I t i s the environment i n which t h e i r 

d u t i e s have t o be executed. However, I t I s not t h e i r task and 

phil o s o p h i e s which predominate, but those o f c o n t r o l and containment. 

Thus, one p r o b a t i o n o f f i c e r who t a l k e d about t h e ' m i l i t a r y machine' 

echoed the words o f Foucault t h a t power "becomes a machine t h a t no one 

owns" <1980, p. 156). However, the mediation o f these forms by groups 

w i t h i n the p r i s o n s e t t i n g , tempers t h i s s t r u c t u r a l i s t a n a l y s i s . By 

becoming i n t r a n s i g e n t (Goffman 1968), ' f i g h t i n g back' (Cohen and 

Taylor 1972) and being ' o p p o r t u n i s t i c ' (King and E l l i o t t 1976), t h e 

regimented machine I s transformed by p r i s o n e r s and a l s o the p r o b a t i o n 

s t a f f : 

"The p o i n t i s not j u s t t h a t human beings r e s i s t being t r e a t e d 
as automata, something which Foucault accepts; the p r i s o n i s a 
s i t e o f s t r u g g l e and resi s t a n c e . Rather, i t i s t h a t Foucault's 
'bodies' are not agents* (Glddens 198+. p. 154. Emphasis 
added). 

The black p r i s o n e r s In V l c t o r l a n a had walked around w i t h w h i t e 

handkerchiefs dangling out o f t h e i r back pockets and the p r i s o n 

o f f i c e r s became a g i t a t e d ( I was warned t o "look out f o r the racism" on 

my f i r s t day); the p r i s o n e r s p e r s i s t e d . This r e a c t i o n was obtained by 

the power o f syrribolism: every t i m e t h e black p r i s o n e r s sat down they 
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were ' p u t t i n g t h e i r arses on the whites'. Therefore^ one p r o b a t i o n 

o f f i c e r went 'out o f h i s way' t o help t h e black p r i s o n e r s because 

"everybody e l s e i s such a bastard t o them". He t o l d a p r i s o n o f f i c e r 

t h a t he d i d n ' t l i k e a black inmate " f i r s t l y , because he's c l e v e r e r 

than you and I and secondly because he's black". However, w h i l s t h i s 

'corner was being fought' by the p r o b a t i o n o f f i c e r , t h i s same inmate 

showed me the p s o r i a s i s he s u f f e r e d from on h i s chest and scalp. He 

had a s a t i s f a c t o r y herbal cure f o r t h i s , but the p r i s o n medical 

a u t h o r i t i e s d i d not approve o f ' a l t e r n a t i v e ' medicines. 

For the p r o b a t i o n o f f i c e r s the r u l e s o f the p r i s o n system can 

als o provide a resource. One p r o b a t i o n o f f i c e r s a i d i f a p r i s o n e r 

makes a request a l l " I have t o do i s say the p r i s o n doesn't a l l o w i t " . 

I n t h i s sense, G a r f i n k e l ' s (1967) enphasis on ac t o r s ' accomplishments 

i n s o c i a l s e t t i n g s i s worthy o f c o n s i d e r a t i o n . Indeed, c a l l i n g a 

pris o n e r a * moaner' i s an example o f what Sacks (1974) has c a l l e d a 

'Membership C a t e g o r i z a t i o n Device'. That I s , c e r t a i n a c t i v i t i e s are 

taken by p r o b a t i o n o f f i c e r s t o be t y p i c a l o f c e r t a i n c l i e n t s , i n t h i s 

case, those who c o n s t a n t l y wish t o complain. To t h i s extent p r o b a t i o n 

o f f i c e r s i n p r i s o n s exercise d i s c r e t i o n a r y judgement. However, at the 

same time r e s t r a i n t s e x i s t on working p r a c t i c e s v i a the dominant 

issues o f c o n t r o l and s e c u r i t y , as i n t e r p r e t e d and enforced by 

uniformed p r i s o n s t a f f . Indeed, i n the Home O f f i c e C i r c u l a r <No 

130/1967) already mentioned, 9 o f the 21 f u n c t i o n s l i s t e d have t o do 

w i t h p r i s o n management and not h e l p i n g o f f e n d e r s as such; a p o i n t not 

l o s t on w r i t e r s on the sub j e c t (Smith 1979; Glastonbury, Bradley and 

Orme 1967). These i n s t i t u t i o n a l c o n s t r a i n t s , together w i t h t h e 

inmates r e a c t i o n t o a ' t o t a l i n s t i t u t i o n ' (Goffman 1968), act t o 
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a f f e c t t he agenda o f probation/inmate i n t e r a c t i o n s i n the occupational 

dimension o f t h e i r work. As a r e s u l t , t h e s o c i a l work f u n c t i o n i n 

prisons, as p o p u l a r l y conceived i n casework, can be rendered both 

inadequate and i n e f f e c t i v e . 

This s i t u a t i o n , as w i t h the Home O f f i c e and Service's r e a c t i o n s 

i n general, leads t o what I w i l l c a l l a * q u a n t i t a t i v e p o l i t i c s * . 

Instead o f f a c i n g these d i f f i c u l t i e s , t h e r e e x i s t s t h e a b i l i t y t o 

subsume p o l i t i c a l and value questions surrounding work i n the 

pr o b a t i o n s e r v i c e (and c r i m i n a l j u s t i c e system as a whole), under a 

number o f q u a n t i t a t i v e i n d i c e s t o measure workloads and performance. 

In t h i s way t e c h n i c a l s o l u t i o n s , such as more c l i e n t s and g r e a t e r 

throughput, are o f f e r e d t o value questions - what are we doing t h i s 

f o r and what purpose i s i t s e r v i n g . Thus, i n t h e f a c e o f t h e constant 

' d r i p , d r i p , d r i p ' o f the d a i l y demands o f p r i s o n e r s i n one o f the 

pr i s o n s - where 'ongoing' t h e r a p e u t i c work became a v i c t i m - an SPO 

urged t h e o f f i c e r s t o "put something i n your p a r t C*s" ( t h e r e c o r d o f 

c l i e n t c o n t a c t s ) j u s t i n case a Home O f f i c e i n s p e c t i o n took place. 

Then, at l e a s t a recor d o f c l i e n t contact would e x i s t . This was 

r e q u i r e d o f o f f i c e r s , d e s p i t e t h e r e c o g n i t i o n t h a t they had busy, 

demanding and f u l l days, coping w i t h the problems imprisonment c r e a t e s 

f o r inmates and the environment f o r the execution o f t h e i r d u t i e s on 

an everyday basis. 
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SUMMARY 

I n macro p o l i c y terms, SNOP accorded a low p r i o r i t y t o through-
care on the part of the inmates 'home' p r o b a t i o n o f f i c e r . I n 
re a c t i o n , NAPO wrote: 

"the Home O f f i c e ' s a t t i t u d e t o through-care i s dangerously 
s h o r t - s i g h t e d and dominated by misplaced n o t i o n s of cost and 
e f f e c t i v e n e s s " (1987, para 20). 

On sev e r a l occasions I heard seconded p r o b a t i o n o f f i c e r s phone f i e l d 

o f f i c e r s , u r g i n g them t o 'keep i n touch' w i t h the inmate. They 

u s u a l l y r e p l i e d they would do as much as possible, but t h e i r areas d i d 

not p r i o r i t i s e such work. C e r t a i n l y many p r o b a t i o n o f f i c e r s do not 

appre c i a t e the d i f f i c u l t i e s t h e i r p r i s o n c o u n t e r p a r t s have t o endure. 

One o f f i c e r t o l d me her behaviour would change now t h a t she r e a l i s e d 

what i t was l i k e ' i n s i d e * . However, t h i s area of work s u f f e r s I n 

r e l a t i o n t o both shared working between the seconded and home 

prob a t i o n o f f i c e r and w i t h i n the i n s t i t u t i o n (see McDermott and King, 

1989). I n p o l i c y terms, ambivalence r u l e s over the e x p e c t a t i o n s and 

purposes of pr i s o n s and t h i s r e f l e c t s i t s e l f i n probation p r a c t i c e 

w h i l e the ' o f f i c i a l ' r h e t o r i c of 'shared working' i s not i n l i n e w i t h 

o p e r a t i o n a l p r a c t i c e . These tensions are being exacerbated by ever 

I n c r e a s i n g numbers of p e t t y n o n - v i o l e n t o f f e n d e r s being given 

c u s t o d i a l sentences, w i t h l i t t l e l i k e l i h o o d of a change i n t h i s trend. 

Despite t h i s , c r i t i c i s m s of our p r i s o n system seems t o f a l l on deaf 

ears. When i t reaches i t s mark, the p o i n t of the argument i s missed. 

I t i s w e l l put by Louis Blom-Cooper: 

"The argument here i s not th a t no one i s ever d e t e r r e d by the 
prospect of punishment, nor that p r i s o n s do not c o n t a i n some 
people who would otherwise be o u t s i d e committing crimes; i t i s 
t h a t , except i n the most s e r i o u s cases, any such e f f e c t s are 

- 2 6 1 -



l i k e l y t o be h e a v i l y outweighed by the damaging e f f e c t s of 
imprisonment" <1988, p. 34). 

At the end of the day i n an i n s t i t u t i o n a l world where w e l f a r e 

plays second f i d d l e t o the containment f u n c t i o n s of imprisonment what 

can 'the welfare* r e a l i s t i c a l l y be expected t o achieve? U l t i m a t e l y , 

changes i n these s e t t i n g s depend not j u s t on the a c t i v e cooperation of 

the p r i s o n a u t h o r i t i e s , but on something even g r e a t e r : the general 

question of the nature and purpose of our penal system as a whole. 

U n t i l t h a t occurs, a m e l i o r a t i o n , c u r r e n t l y worthy i n i t s e l f , seems t o 

be the only e f f e c t i v e and general goal the Service can implement. I n 

the meantime, i n p r i s o n p r o b a t i o n work, the 'normalising' and 

' c o r r e c t i v e ' s e c t o r s of the penal system, continue t o b l u r w i t h the 

'segregative* (Garland 1985) and thus confuse purpose. 
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NOTES 

I . While s t u d i e s e x i s t on the experiences o f inmates i n 
i n s t i t u t i o n s (see (Soffman 1968; Cohen and Taylor 1972), 
r e l a t i v e l y few, w i t h t h e exception o f Davles (1974), Shaw 
(1974) and Jepson and E l l i o t t (1985), have s y s t e m a t i c a l l y 
examined the work o f pr o b a t i o n o f f i c e r s i n p r i s o n 
establIshments. 

During t h e Tory p a r t y conference i n 1983 the then Home 
Secretary, Leon B r l t t a n , s a i d p r i s o n e r s who were c o n v i c t e d f o r 
terms o f over 5 years f o r offences I n v o l v i n g e i t h e r drugs or 
violence, were only l i k e l y t o get par o l e i n 'excep t i o n a l 
circumstances'. 

3. The p r i s o n where I spent most o f my time, draws o f f i c e r s from 
i t s own sub-area. Therefore, the p o s s i b i l i t y o f working i n the 
i n s t i t u t i o n remains, as I discovered d u r i n g the research, on 
the minds o f many o f f i c e r s . 

Feminist a n a l y s i s i s i n c r e a s i n g l y f i n d i n g i t s way i n t o s o c i a l 
work p r a c t i c e . For example, see Hanmer and Statham (1988). 
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L O O K I N G B A C K : 
c o i s n = L i c n r s IN MODES OR WORKIISICS 

" p r o f e s s i o n a l s , w h i l s t a t t e n d i n g t o t e c h n o l o g i c a l aspects o f 
t h e i r work, t y p i c a l l y ignore the wider s o c i a l issues. I n 
t h i s respect they are v u l n e r a b l e t o d e s k i l l i n g and e r o s i o n 
of c o n t r o l over t h e i r work" (Shaw 1987, p. 775). 

"To be e f f e c t i v e i n i n t e r v e n t i o n , s o c i a l workers need a 
knowledge o f the p o l i t i c a l economy of the s o c i e t y I n which 
they work. The crux o f the matter i s t h a t s o c i a l workers 
are I n business t o challenge I n s o c i a l terms the d o c t r i n e o f 
the s u r v i v a l o f the f i t t e s t , t o do more than ensure t h a t 
those at the end o f the queue get support, care and some 
p r i o r i t y " (Cooper 1987, p. 68). 

For h e u r i s t i c purposes, t h i s study has separated the issues 

of ' p r a c t i c e ' , ' o r g a n i s a t i o n ' and 'environment' i n i t s aim t o 

understand how each i n t e r r e l a t e s . Chapter 4, which examined the 

I n t e r p r e t a t i o n o f p o l i c y and the r e a c t i o n t o t h i s process from the 

s t a f f of the Treen Service, found t h a t an ' Implementation gap' 

e x i s t e d between management and the f r o n t - t i n e o f the Service. 

Further, when examining p e r s p e c t i v e s on autonomy and a c c o u n t a b i l i t y 

and the f r o n t - l i n e working environment, s t a f f b e l i e v e d i n the need 

f o r o r g a n i s a t i o n a l autonomy f o r p r o b a t i o n work t o be e f f e c t i v e , 

w h i l s t t he n a t u r e o f the working environment n e c e s s i t a t e d a degree 

of occupational d i s c r e t i o n I n order t o render I t manageable. These 

d i f f e r e n c e s t h e r e f o r e place p o l i c y change i n d i r e c t c o n f l i c t w i t h 

f r o n t - l i n e s t a f f and t h e i r working environment. 

This study has possessed a c e n t r a l theme: i n t r a -

o r g a n l s a t i o n a l Issues cannot be f u l l y d i v o r c e d from environmental 
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ones. Therefore, i n summary I wish t o draw together the areas of 

p r a c t i c e , p o l i c y , p o l i t i c s and h i s t o r y of the Service. T h i s 

n e c e s s i t a t e s a ' b l u r r i n g * of t h e i r boundaries. However, before 

embarking on t h i s , t h e r e i s a caveat I wish t o add. That i s , as 

long as the p e r t i n e n t issues I have i d e n t i f i e d remain, so too w i l l 

the 'type' of c o n f l i c t s . This c o n t e n t i o n i s p a r t i c u l a r l y Important 

when r e f l e c t i n g on the i m p l i c a t i o n s of the Government's r e c e n t l y 

published White Paper 'Crime, J u s t i c e and P r o t e c t i n g the Public', 

The form of p o l i c y i s s i m i l a r t o those issues already discussed i n 

chapter 2: " j u s t desserts" ( s i c ) (1990, para 1.6) i s high on the 

agenda. Also, i n order t o implement the ' J u s t i c e model' of 

c o r r e c t i o n s t h e r e has been an increase i n c e n t r a l c o n t r o l of the 

Service. Therefore, i t comes as no s u r p r i s e t h a t the Government 

then published a Green Paper one week a f t e r the White Paper. 

•Supervision and Punishment i n the Community: A C o n s u l t a t i v e 

Document' (1990), aims t o remove the 20% l o c a l government fu n d i n g 

and f u l l y fund l o c a l s e r v i c e ' s from c e n t r a l government; amalgamate 

smaller areas f o r s t r o n g e r management; p r i v a t i s e c e r t a i n aspects of 

s e r v i c e p r o v i s i o n ; c r e a t e a 'fund' f o r v o l u n t a r y work w i t h 

o f f e n d e r s and move t o a 'new model' p r o b a t i o n o f f i c e r - w i t h l e s s 

emphasis on s o c i a l work. My c o n t e n t i o n i s t h a t the net r e s u l t s of 

t h e i r implementation w i l l be t o exacerbate the problems I have 

raised. I n t h i s process, these problems may become re-defined, but 

w i l l , nevertheless, remain. 
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LOOKING BACK 

The P o l i c y Dimension 

The management of change I s smoother i n a ' r a t i o n a l - c h o i c e 

model* of an a l y s i n g o r g a n i s a t i o n s (Simon 1947; March and Simon 

1970). The u n d e r l y i n g assumption i s t h a t o r g a n i s a t i o n a l members 

pursue a c o l l e c t i v e goal. P o l i c y change then r e l a t e s t o questions 

of means, not ends. However, t h i s does not c h a r a c t e r i s e t h e 

pro b a t i o n s e r v i c e where di s p u t e s over means and ends predominate. 

This has profound i m p l i c a t i o n s f o r the implementation of p o l i c y 

given t h a t "Any e v a l u a t i o n of ' e f f i c i e n c y * has t o begin by t a k i n g 

ends as giv e n " (Beetham 1987, p. 53). 

I t was p r o b a t i o n management who s t a f f b e l i e v e d had the most 

i n f l u e n c e over the f o r m a t i o n of p o l i c y i n an environment shaped by 

the Government and Home O f f i c e . Nevertheless, i t s implementation 

was then rendered problematic by the * gap' between p r o b a t i o n 

management and the f r o n t - l i n e : i n Young's (1977; 1981) 

fo r m u l a t i o n , p o l i c y makers' and o f f i c i a l s ' d e f i n i t i o n s of the 

s i t u a t i o n d i d not i n h a b i t common ground and i n managing change 

the r e could be no assumption about consensus w i t h i n t h e 

or g a n i s a t i o n . Also, management were not be l i e v e d t o c o n t r o l t h e 

a c t u a l content of pr o b a t i o n work. These d i f f e r e n c e s then i n f u s e 

p o l i c y w i t h p o l i t i c a l p o t e n t i a l which, i n t u r n , i s compounded by 

the p o l i t i c a l component of t h a t p o l i c y I t s e l f . As the White Paper 

st a t e s : "Preventing r e - o f f e n d i n g and p r o t e c t i n g the p u b l i c from 

s e r i o u s harm should be the o b j e c t i v e s of the p r o b a t i o n s e r v i c e " 

(1990, para. 1.9). T h i s penal philosophy stands i n c o n t r a s t t o t h e 

humanitarian t r a d i t i o n of the Service, 
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These environmental changes have c l e a r i m p l i c a t i o n s f o r t h e 

management o f change i n the Service: 

"once p o l i t i c s are introduced i n t o a s i t u a t i o n , i t i s very 
d i f f i c u l t t o r e s t o r e r a t i o n a l i t y . i t I s very hard t o 
r e s t o r e the k i n d o f shared p e r s p e c t i v e and s o l i d a r i t y which 
i s necessary t o operate under the r a t i o n a l model" ( P f e f f e r 
1981, p. 32). 

The process o f o r g a n i s a t i o n a l decision-making then a l t e r s i n form 

and i n c r e a s i n g l y i n v o l v e s an ' a n t i c i p a t o r y component'. i n Treen, 

managers attempted t o a n t i c i p a t e i n t e r n a l c o n f l i c t i n t h e 

implementation o f p o l i c y , as w e l l as the e x t e r n a l i n t e n t i o n s o f 

Home O f f i c e p o l i c y . The agenda and discussions w i t h i n p r o b a t i o n 

management meetings, the SCG and sut>-area management meetings 

r e f l e c t e d t h i s . W h i lst t h i s p o t e n t i a l was acknowledged by 

management, implementation f e l l on the shoulders o f SPOs who were 

inc o r p o r a t e d i n t o the 'new c u l t u r e ' o f p o l i c y changes w i t h i t s 

emphasis on t a r g e t i n g , m o n i t o r i n g and budgets. As a r e s u l t , w h i l s t 

management i s " i t s e l f a p o l i t i c a l a c t i v i t y " ( P f e f f e r 1981, p. x i ) . 

I t now deals w i t h a more v o l a t i l e c l i m a t e . Thus, although c a u t i o n 

should be used i n employing what Morgan (1986) c a l l s a ' p o l i t i c a l 

metaphor' o f o r g a n i s a t i o n s - i f you look hard enough you can always 

f i n d ' p o l i t i c a l a c t i v i t y ' - the combinations o f t h e e x t e r n a l and 

I n t e r n a l p o l i t i c s o f change has cr e a t e d p e c u l i a r pressures on the 

management o f the Service. 

The p o l i c y process a l s o a l t e r s t he t r a d i t i o n a l components o f 

pro b a t i o n work. I n the Implementation o f p o l i c y , management now 

attempt t o I n f l u e n c e what was t r a d i t i o n a l l y thought t o be an 

o r g a n i s a t i o n a l l y autonomous p r o b a t i o n o f f i c e r . T h i s i n v o l v e d 

accommodating t o such changes by subsuming t h e i r p o l i t i c a l 
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components under a ' t e c h n i c a l - r a t i o n a l ' mode o f a d m i n i s t r a t i v e 

behaviour. Measurement, budgets, o b j e c t i v e s and the p u r s u i t o f 

e f f e c t i v e n e s s - a l l o f which form p a r t o f Home O f f i c e p o l i c y - can 

so e a s i l y become ends themselves. The questions which Seniors 

asked I n the p o l i c y process - 'why are we doing t h i s ' - were then 

transformed I n t o 'can I t be measured'? I f the l o g i c o f t h i s 

process was then questioned d u r i n g t h e SCG, the r e s o r t was t o 

fatallsmc ' t h i s i s the way the Home O f f i c e want I t and t h i s i s t h e 

way I t has t o be'. 

On occasion, a t h e o r e t i c a l a n a l y s i s entered the process. 

Nevertheless, I t was not as a transcendental j u s t i f i c a t i o n f o r 

p o l i c y p r e s c r i p t i o n s , but r e l a t e d t o attempts t o reduce the a n x i e t y 

o f s t a f f I n times o f r a p i d o r g a n i s a t i o n a l change. Thus, by 

d e f a u l t , I t d i d not address t h e reasons f o r t h e i r anxiety. The 

consequence o f t h i s was t o become another a d m i n i s t r a t i v e means o f 

'bracketing' the p o l i t i c a l dimension. This was t o e f f e c t employee 

morale which, i t should be remembered, I s not achieved: 

"when t h e o r g a n i s a t i o n meets the requirements of machine-
l o g i c . As a matter o f f a c t , what may appear t o be l o g i c a l 
from a pu r e l y t e c h n i c a l standpoint may run d i r e c t l y counter 
t o t h e personal and s o c i a l demands o f employees" (Worthy 
1967, p. 39). 

T e c h n i c a l - a d m i n i s t r a t i v e c o n s i d e r a t i o n s i n the p o l i c y 

process, are b o l s t e r e d by Home O f f i c e and Government I n i t i a t i v e s . 

Yet i t c o u l d be argued t h a t t h e r e s o r t t o ' e f f e c t i v e n e s s 

management' a c t u a l l y reduces the u n c e r t a i n t y o f management I n a 

human s e r v i c e o r g a n i s a t i o n . I t I s a gradual process o f change I n 

managerial focus and I f accepted u n c r i t i c a l l y , i t can be seen t o 

possess I t s own set o f j u s t i f i c a t i o n s . Indeed, the method appeared 
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t o o f f e r several t h i n g s a t once: a means o f checking on f r o n t - l i n e 

performance; o f p l a c a t i n g t h e Service's p o l i t i c a l masters and 

p o t e n t i a l l y g a i n i n g a d d i t i o n a l s t a f f i f p l a y i n g by Home O f f i c e 

r u l e s . I t then becomes: 

" d i f f i c u l t t o f a u l t t h e system as f a r as i t goes. But i t 
reve a l s a touching f a i t h i n the c a p a c i t y o f systems o f 
accountable management t o cope w i t h t h e p a t h o l o g i c a l 
u n c e r t a i n t y and d i s o r d e r o f p u b l i c a d m i n i s t r a t i o n " (Gray and 
Jenkins quoted i n Humphrey 1987, p. 27>. 

'E f f e c t i v e n e s s management', as pursued by the Home O f f i c e 

and Government, has an u n d e r l y i n g r a t i o n a l e which cannot be Ignored 

when c o n s i d e r i n g the changes o u t l i n e d I n t h i s study. 

The Logic o f E f f e c t i v e n e s s Management 

Increased e f f e c t i v e n e s s and e f f i c i e n t use o f resources are 

the u n d e r l y i n g j u s t i f i c a t i o n s f o r most o f the p o l i c y changes 

discussed I n t h i s study. W h i l s t a l i m i t e d amount o f research has 

been conducted i n t o t h e area o f o r g a n i s a t i o n a l e f f e c t i v e n e s s , o f 

those s t u d i e s completed Humphrey (1987) o f f e r s t h e f o l l o w i n g 

sunmary. 

F i r s t , I t I s not the c r i t e r i a o f e f f e c t i v e n e s s themselves, 

but t h e manner o f t h e i r d i s s e m i n a t i o n which e f f e c t s performance; 

hence t h e f e e l i n g o f Seniors t h a t 'Planning f o r A c t i o n was not a 

' c o n s u l t a t i v e document' but a ' t a b l e t o f stone*. Second, the use 

of e f f e c t i v e n e s s c r i t e r i a can have unintended consequences. 

Dysfun c t i o n a l d e c i s i o n s can then occur I n the process, p a r t i c u l a r l y 

I n o r g a n i s a t i o n s such as the p r o b a t i o n s e r v i c e which have 'non-

f i n a n c i a l o b j e c t i v e s ' . Thus, d u r i n g the p o l i c y process one 

c o n f l i c t was noted between t h e Service's o v e r a l l aim o f crime 

prevention and a focus on s t a t u t o r y c l i e n t s I n order t o gain 
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a d d i t i o n a l resources. T h i r d , g iven t h i s problem i n o r g a n i s a t i o n s 

w i t h n o n - f i n a n c i a l o b j e c t i v e s , 'surrogates' are used as measures of 

performance. I n the case of the Service t h i s has included, f o r 

example, the numbers of s o c i a l enquiry r e p o r t s w r i t t e n , the numbers 

of o f f e n d e r s occupying a h o s t e l and the r a t i o of p r o b a t i o n o f f i c e r s 

t o s t a t u t o r y c l i e n t s . However, t h e i r adoption can c r e a t e f u r t h e r 

d i f f i c u l t i e s , as noted i n chapter 6, between q u a l i t y and q u a n t i t y 

of vork and 'great care' i s r e q u i r e d i n t h e i r f o r m u l a t i o n . 

Further, i n using these s u r r o g a t e measures the issue of whether an 

an o b j e c t i v e has been achieved i s c l e a r l y based on ' s u b j e c t i v e 

c r i t e r i a ' . Therefore, d u r i n g the p o l i c y process t h i s s u b j e c t i v e 

dimension manifested i t s e l f on several occasions as d i s p u t e s 

between management exp e c t a t i o n s and Seniors q u e s t i o n i n g the 

f e a s i b i l i t y of t h e i r implementation. I n p a r t i c u l a r , t h i s arose 

d u r i n g one meeting when an ACPO was asked 'where d i d you get t h i s 

t a r g e t from? 'Plucked from the sky' the gesture symbolised. 

Management are then tempted, i f performance does not match t o an 

o b j e c t i v e , t o r e s o r t t o a 'narrow view' i n r e l a t i o n t o i t s 

achievement, when o r g a n i s a t i o n a l problem-solving may l i e i n a more 

' g l o b a l view" of the o r g a n i s a t i o n , i n c l u d i n g i t s environment (see 

Humphrey 1987, pp. 53-55). This a l s o created c o n f l i c t i n the 

p o l i c y process when Seniors questioned the v a l i d i t y of t a r g e t s 

e s p e c i a l l y when management d i d not s p e c i f y how they were t o be 

achieved. Hence, when l o o k i n g at improvements i n court sentencing 

p r a c t i c e s . Seniors t r a n s l a t e d the problem as one o f c o u r t d e c i s i o n 

making being ' o u t - o f - s t e p ' w i t h p u b l i c o p i n i o n (an environmental 

dimension), r a t h e r than a q u e s t i o n of improving the p r a c t i c e of 
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p r o b a t i o n o f f i c e r s as the p o l i c y process Im p l i e d <a more 'narrow* 

p r a c t i c e dimension). 

From t he above p o i n t s and the f i n d i n g s o f t h i s study, f i v e 

f a c t o r s may be concluded as a r i s i n g i n the r e l a t i o n s h i p between t he 

P.M. I . , t h e Ser v i c e I n general and Treen's response I n p a r t i c u l a r 

(and, I t should be added, other p u b l i c se c t o r o r g a n i s a t i o n s ) . 

F i r s t , management by o b j e c t i v e s i n o r g a n i s a t i o n s w i t h 'non-market' 

c r i t e r i a i s h i g h l y problematic, w h i l s t i t s u n c r i t i c a l adoption w i l l 

almost c e r t a i n l y lead t o d y s f u n c t i o n s i n r e l a t i o n t o i t s aims. The 

r e s u l t i s , as t h e SCG process demonstrated, p o l i c y f o r m u l a t i o n then 

takes place: 

" i n the context o f a d i f f u s i o n o f o b j e c t i v e s between 
p o l i t i c a l concerns, i n t e r e s t group demands, p r o f e s s i o n a l and 
other p r o v i d e r groups as w e l l as budgetary r e s t r a i n t s " 
(Cousins 1987, p. 54). 

Second, t he t e c h n i c a l discourse which surrounded t h e s e t t i n g o f 

o b j e c t i v e s l i m i t e d d issent by subsuming t he Seniors' p o l i t l e a l 

questions about the l i m i t s o f o r g a n i s a t i o n a l c o n t r o l and the 

f e a s i b i l i t y and d e s i r a b i l i t y o f p o l i c y , under the SC6's 

a c t n i n i s t r a t I v e c o n s i d e r a t i o n s : form f i l l i n g , paperwork and times 

a l l o t t e d t o tasks. T h i r d , the r e s o r t t o such managerial methods 

has a nuch more important component t o i t i n r e l a t i o n t o Ser v i c e 

development. Whilst some managers may f e e l they are ' r i d i n g ' a 

p o l i t i c a l stornv they may a l s o be c r e a t i n g another one. Methods o f 

q u a n t i t a t i v e measurement which are c u r r e n t l y used, not on l y have 

the c a p a c i t y t o reduce f r o n t - l i n e contact w i t h c l i e n t s , due t o 

demands on t h e i r time, they a l s o a l t e r the yay o r g a n i s a t i o n a l 

problems are perceived by management. The r e s u l t i s what Cohen 
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(1985; 1988) c a l l s the 'obsession' w i t h "what works" w i t h a ' s e l f -

f u L f t i l i n g prophecy' attached t o i t : i f measures don't work then 

there needs t o be more and b e t t e r ones, r a t h e r than q u e s t i o n i n g t h e 

whole e n t e r p r i s e i t s e l f . 

Fourth, the q u a n t i t a t i v e measurement o f output, which 

Informs managerial decisions, r e s u l t e d I n ten s i o n s - as the survey 

and f i e l d w o r k i n d i c a t e d - between standardized methods o f data 

c o l l e c t i o n and the everyday I d e n t i f i c a t i o n o f c l i e n t need at t h e 

f r o n t - l i n e . The consequence o f t h e management response, under 

e x t e r n a l pressure, was an increase i n a bu r e a u c r a t i c mode o f 

c o n t r o l which t r i e s t o achieve " p r e d i c t a b i l i t y through t h e 

s p e c i f i c a t i o n o f how people i n t h e o r g a n i z a t i o n should behave and 

ca r r y out t h e i r work" ( C h i l d 1984., p. 160). F i n a l l y , the o v e r a l l 

r e s u l t o f t h i s process i m p l i e d a corresponding movement, i n s e r v i n g 

the c r i t e r i a o f i t s p o l i t i c a l masters, from a 'problem-solving* 

s e r v i c e t o a 'performance' o r g a n i s a t i o n (Mintzberg 1979). The 

c l i e n t ' s problems are not then considered c e n t r a l , but impression 

management f o r the Government and Home O f f i c e i s . Hence, a recent 

Treen C i r c u l a r on 'Objectives, P r i o r i t i e s , Tasks and Targets' noted 

a need f o r a c t u a l t a r g e t s : "not so rnjch f o r our own p r o f e s s i o n a l 

consumption as f o r wider consumpt i orf* ( I t a l i c s added). The 

c o n f l i c t between problem s o l v i n g f o r the c l i e n t (at the f r o n t - l i n e ) 

and performance f o r t h e Home O f f i c e ( a d m i n i s t r a t i v e and budgetary 

c o n s i d e r a t i o n s ) , thus created a t e n s i o n between f r o n t - l i n e work and 

a d m i n i s t r a t i v e demands. 

These f a c t o r s do not simply stem from a c o n f l i c t o f values, 

but from t h e nature o f the f r o n t - l i n e working environment. As 
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noted» t h e r e were c r i t i c i s m s of the p o l i c y process i n that p o l i c y 

tended t o stop at the s p e c i f i c a t i o n of e x a c t l y how p o l i c i e s were t o 

be implemented. Precise s p e c i f i c a t i o n wrould have c l e a r l y i n f r i n g e d 

on spheres of occupational d i s c r e t i o n and created f u r t h e r c o n f l i c t 

over the 'boundary maintenance* o f work (see chapter 5 ) . However, 

i t a l s o r e f l e c t e d two f u r t h e r problems which the implementation of 

p o l i c y n e g l e c t s at I t s p e r i l . F i r s t , i n r e l a t i o n t o what I have 

c a l l e d the ' b i n d i n g ethos' of the Service - the i d e n t i f i c a t i o n o f 

an occupational d e s i r e t o help c l i e n t s . I f changes i n occupational 

p r a c t i c e are not ' i n tune' w i t h the working environment, both t h e i r 

l e g i t i m a c y and e f f i c i e n c y are then questioned. T h e i r acceptance 

was not so much dependent on t h e i r content but 'the consequences or 

l i k e l y r e s u l t s of t h e i r a p p l i c a t i o n ' (see Offe 1984. p. 135). 

Therefore, as s t a f f b e l i e v e d p o l i c y was moving away from a primary 

concern w i t h h e l p i n g the c l i e n t , r e s i s t a n c e r e s u l t e d . Second, t h i s 

r e s i s t a n c e can be e f f e c t i v e given the need i n the working 

environment, i d e n t i f i e d i n chapter 6, f o r a degree of occupational 

d i s c r e t i o n i n managing a p r o b a t i o n work s e t t i n g . Attempts t o 

monitor the work of f r o n t - l i n e personnel cannot then exact 

s u b s t a n t i v e a c c o u n t a b i l i t y when i t s methods are not i n tune w i t h 

t h i s environment. 

The consequences of the above manifested themselves i n 

chapter 5. F r o n t - l i n e personnel f e l t f o r m a l l y , but not 

s u b s t a n t i v e l y accountable t o p r o b a t i o n management, the p r o b a t i o n 

committee and the Home O f f i c e , because they were considered 

'remote' from f r o n t - l i n e work. Further, they a l s o b e l i e v e d i n the 

need f o r occupational d i s c r e t i o n i n c a r r y i n g out t h e i r d a i l y work. 
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As chapters 6 and 7 i n d i c a t e d , f r o n t - l i n e personnel are c o n s t a n t l y 

responding t o c l i e n t problems and those presented by the 

environment, such as the c o u r t s and the i n s t i t u t i o n a l c r i t e r i a o f 

the p r i s o n system. The i m p l i c a t i o n s are t h a t p r o b a t i o n a c t i v i t i e s 

must be monitored by t h e i r ' r e s u l t s ' " r a t h e r than by the d i r e c t 

s u p e r v i s i o n o f those a c t i v i t i e s themselves" (Giddens 1987, p. 163). 

However, a very f i n e l i n e must be drawn - f o r the methods used by 

the f r o n t - l i n e i n a c h i e v i n g these r e s u l t s may be "subversive of 

formal p a t t e r n s of a u t h o r i t y w i t h i n the o r g a n i s a t i o n " (Giddens 

1987, p. 163). S t a f f can e a s i l y ' f i l l i n * spaces i n forms i f t h a t 

i s what i s required. The r e s u l t i s an i n t e r n a l ' q u a n t i t a t i v e 

p o l i t i c s ' which I r e f e r r e d t o at the end of chapter 7. To f u l l y 

check on such p r a c t i c e s r e q u i r e h i g h l y Draconian measures which 

would then be d y s f u n c t i o n a l i n both p r a c t i c e and o r g a n i s a t i o n a l 

dimensions. 

This has been constructed as a 'problem' i n implementing 

a l t e r n a t i v e s t o custody. One answer f o r the Home O f f i c e i n 

pursuing c o u r t - l e d c r e d i b i l i t y f o r community-based a l t e r n a t i v e s t o 

custody, has been t o I n t r o d u c e a s e r i e s of Guidelines which l i m i t 

the p r o b a t i o n o f f i c e r ' s d i s c r e t i o n i n a d m i n i s t e r i n g an order. The 

other answer i s t o assume more c o n t r o l of l o c a l o r g a n i s a t i o n s - as 

shown by the recent Green paper proposals. SlRs, f o r example, are 

constructed i n an o f f i c e r ' s sphere of d i s c r e t i o n which i s informed 

not only by a p a r t i c u l a r ethos, but environmental circumstances. 

I t I s not s u r p r i s i n g t h e r e f o r e t h a t the White Paper <1990) i n 

seeking punishment i n the community and thereby an a l t e r a t i o n i n 

the c o u r t s ' p r a c t i c e s , speaks of a need f o r SIRs t o be 
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• e f f i c i e n t ' , 'quick* and 'economic' I n t h e i r p r o d u c t i o n and t h a t 

" I t makes sense t o have a standard format" (1990, para. 3.11). 

However, such moves towards s t a n d a r d i s a t i o n f a l l , along w i t h past 

attempts t o a l t e r p r a c t i c e , t o understand t h e d a i l y c o n t i ngencies 

o f p r o b a t i o n work. P o l i c y assumes, I n a v o i d i n g any t h r e a t t o the 

'independence' o f t h e c o u r t s , t h a t a p r o b a t i o n o f f i c e r i s empowered 

t o change the p r a c t i c e o f others. This fundamentally Ignores the 

f a c t t h a t t h e i r working environment i s v a r i a b l e , dependent and not 

pr e d i c t a b l e . 

I t cannot be di s p u t e d t h a t t h e p r o b a t i o n s e r v i c e has 

b e n e f i t e d i n monetary terms from the law and order i n d u s t r y -

a l b e i t one at odds w i t h i t s philosophy. The means f o r i t t o 

continue b e n e f i t i n g i s t o i n c r e a s i n g l y play by r u l e s the Government 

and Home O f f i c e set. As one respondent I n the survey noted: "he 

who pay's the pi p e r . . . " . This i s the ' l o g i c o f the s i t u a t i o n * i n 

which p r o b a t i o n management f i n d s I t s e l f . This i s not t o suggest 

t h a t they are ' v i c t i m s ' and cannot a m e l i o r a t e the worst excesses o f 

Home O f f i c e and Government p o l i c y i n t h e i r own spheres o f 

d i s c r e t i o n ; as L l o y d (1986> noted t h e r e were v a r i a t i o n s I n l o c a l 

responses t o SNOP. However, times have s i n c e changed. 

As t h i s study moved from t h e p o l i c y t o t h e p r a c t i c e 

dimension, as I have begun t o do above, a d i f f e r e n t set of concerns 

emerged. The o r g a n i s a t i o n a l dimension had an i n d i r e c t e f f e c t , but 

the working environment had a d i r e c t one. 
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The PractIce'Dlmenslon 

Due t o changes i n o r g a n i s a t i o n a l demands, an i n c r e a s i n g 

occupational u n c e r t a i n t y has emerged at the f r o n t - l i n e . Added t o 

these are d a l l y u n c e r t a i n t i e s which emerge from the working 

environment. Not only can these pressures be observed, they were 

a l s o found t o vary according t o the s e t t i n g I n which the work takes 

place. This means t h a t the s e t t i n g s are not themselves 

' p r e d i c t a b l e ' or 'uniform': the t w i n concepts which o f f i c i a l 

p o l i c y seeks - emphasised i n the White Paper (1990). In order t o 

•manage' then\ they r e q u i r e d a degree o f f r o n t - l i n e d i s c r e t i o n . At 

the same time, the p o t e n t i a l f o r e l i c i t i n g t h e c l i e n t ' s co

o p e r a t i o n a l s o varied. I t i s i n these two v i t a l respects - a 

v a r i a b i l i t y i n the p o t e n t i a l t o c o n t r o l c l i e n t s and the management 

of s e t t i n g s n e c e s s i t a t i n g f r o n t - l i n e d i s c r e t i o n - t h a t the 

assumptions o f p o l i c y are i n a p p r o p r i a t e t o everyday work w i t h 

o f f e n d e r s i n the comrunity. 

In day centres and h o s t e l s , s t a f f were more ' v i s i b l e * t o 

c l i e n t s and t h a t led t o d i f f e r e n t demands being placed upon them. 

C o n t i n g e n t - p r a c t i c a l Issues meant t h a t i n day centres, h o s t e l s , 

conmjnity s e r v i c e , p r i s o n s and one-to-one work, n e g o t i a t i o n s needed 

t o take place between s t a f f and c l i e n t s . However, i t s e x e r c i s e 

needed t o take account of s i t u a t i o n a l l y expedient f a c t o r s , as w e l l 

as being mediated by the ' b i n d i n g ethos' o f s t a f f towards h e l p i n g 

c l i e n t s . The m a j o r i t y o f these c o n s i d e r a t i o n s r e v o l v e d around the 

irrmediate m a t e r i a l and emotional circumstances which c l i e n t s face 

on a d a i l y basis. As a r e s u l t , they are consequences f o r 

' t r a d i t i o n a l ' concepts o f p r o b a t i o n p r a c t i c e . L i k e the p o l i c e -
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c o u r t m i s s i o n a r i e s who saw d r i n k as the impediment t o the r i g h t e o u s 

L i f e , contemporary p r o b a t i o n s t a f f who adhere t o the ' d i a g n o s t i c 

i d e a l ' must f i r s t deal w i t h a person's p r a c t i c a l circumstances such 

as t h e i r housing, OSS claim s and employment o p p o r t u n i t i e s . As t h e 

degree o f c l i e n t d e p r i v a t i o n increases and p o l i c y continues t o 

d r i v e a wedge between a person's s o c i a l circumstances and t h e i r 

c r i m i n a l acts, d e a l i n g w i t h these becomes not a means t o an end, 

but t h e constant task o f any i n d i v i d u a l or o r g a n i s a t i o n which i s 

inv o l v e d i n resettlement, r e h a b i l i t a t i o n or even punishment i n the 

cormunity. 

This i s not Just a 'one-way' equation. L i k e p r o b a t i o n 

management i n r e l a t i o n t o p o l i c y , i t i s too s i m p l i s t i c t o consider 

p r o b a t i o n o f f i c e r s as ' v i c t i m s ' o f t h e i r environments. I t was 

cl e a r t h a t f r o n t - l i n e s t a f f experienced d i s c r e t i o n i n v a r y i n g 

degrees, as o u t l i n e d i n chapters 6 and 7. For instance the DCWO, 

i n comparison w i t h other spheres o f p r o b a t i o n work, was empowered 

by a process which enabled an o u t l e t f o r t h e ' b i n d i n g ethos'. 

Indeed,, from what 1 have c a l l e d these 'spheres o f d i s c r e t i o n ' 

emanate the values o f a c o n s e r v a t i v e service. Thus, i n r e l a t i o n t o 

women o f f e n d e r s one study has concluded t h a t : 

"the p r a c t i c e s o f p r o b a t i o n o f f i c e r s serve t o disadvantage 
women by an endorsement o f a model o f f a m i l y l i f e which 
in v o l v e s t h e oppression and e x p l o i t a t i o n o f women" (Eaton 
1986, p. 61). 

A s i m i l a r p o i n t may be made I n r e l a t i o n t o black o f f e n d e r s (see 

Crow 1987). However, these issues cannot be considered as simply 

r e l a t i n g t o the p r a c t i c e dimension - as the t r a i n i n g o f p r o b a t i o n 

o f f i c e r s f r e q u e n t l y i m p l i e s - but a l s o an environmental and 
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p o l i t i c a l one. For exan^le. I n the SCG discussions centred on the 

d i f f i c u l t y o f c h a l l e n g i n g magistrates* * background assumptions' t o 

a l t e r t h e i r sentencing p r a c t i c e s . Indeed, i f d u r i n g the research 

overt challenges t o i n s t i t u t i o n a l l y biased p r a c t i c e s had been 

undertaken by p r o b a t i o n o f f i c e r s , they may not have achieved t h e 

best p o s s i b l e outcome f o r the c l i e n t . Such challenges may even 

exacerbate t h e problem by ant a g o n i s i n g the magistrates. 

Because o f these d i f f i c u l t i e s , a process o f ' a n t i c i p a t o r y 

decision-making' a l s o took place at the p r a c t i c e dimension and 

evolved from c o n s i d e r a t i o n s o f the c o u r t s mode o f working. This 

emerged i n chapter 6 as a concern w i t h the c r e d i b i l i t y of p r o b a t i o n 

In the l o c a l court and a c o n f l i c t between 'stand-downs* which t h e 

cou r t r e q u i r e d and the o f f i c e r ' s b e l i e f i n the need f o r a f u l l SIR: 

r e a l i s i n g t h a t the c o u r t would 'make the order anyway', the o f f i c e r 

had t o be content w i t h t h e l i m i t a t i o n s o f a stand-down r e p o r t . 

Courts i n s t i t u t i o n a l p r a c t i c e s are t h e r e f o r e reproduced by 

i n t e n t i o n a l occupational p r a c t i c e . This r e s u l t s , as an o f f i c e r i n 

Steeple noted, i n unintended consequences: o f f e n d e r s may be 'up-

t a r i f f e d ' i n attempts t o ga i n c r e d i b i l i t y f o r cormuni t y b a s e d 

di s p o s a l s and the c o u r t s p r a c t i c e s are never o v e r t l y challenged. 

The management o f s e t t i n g s w i t h i n these spheres o f 

d i s c r e t i o n t h e r e f o r e not o n l y had i n t e r a c t i o n a l e f f e c t s , but a l s o 

o r g a n i s a t i o n a l and environmental consequences. I n t e r a c t i o n a l l y , 

apart from the humanitarian, t h e r e was a l s o a pragmatic payoff: 

such methods o f working were more l i k e l y t o e l i c i t t h e c l i e n t s co

operation. This helped t o * make the s e t t i n g work', by not simply 

Imposing a c o u n t e r - p r o d u c t i v e and u n i f o r m mode o f simple punishment 
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t o which t h e r e was no apparent c o n s t r u c t i v e end. As a r e s u l t , I t 

was c l e a r t h a t the s e t t i n g n e c e s s i t a t e d f r o n t - l i n e workers adopting 

what could be r e f e r r e d t o as a "pragmatic conmltment t o c o n t r o l " 

( F i e l d i n g 1984, p. 162). 

In the pressures which emerged from d a l l y work w i t h c l i e n t s , 

we can understand the charged nature o f o p i n i o n and d i f f e r e n c e s 

expressed I n the q u e s t i o n n a i r e - both o f which had o r g a n i s a t i o n a l 

consequences. Because o f i t s demands, I t i s p o s s i b l e t o understand 

why f r o n t - l i n e p r o b a t i o n work seemed not only f a r removed from 

p o l i c y s u p p o s i t i o n s about c o n t r o l over c l i e n t s , but a l s o why 

management was not then b e l i e v e d t o c o n t r o l the content o f work. 

As chapter 5 uncovered, f r o n t - l i n e s t a f f expressed formal 

a c c o u n t a b i l i t y t o some groups, but not s u b s t a n t i v e a c c o u n t a b i l i t y 

due t o t h e i r 'distance' from f r o n t - l i n e work. They al s o e x h i b i t e d 

a b e l i e f I n autonomy from t h e o r g a n i s a t i o n , but less so than from 

the c l i e n t , w i t h whom they are I n d a l l y contact. These b e l i e f s 

r e s u l t from the experiences o f d a i l y p r a c t i c e , which not o n l y 

r e i n f o r c e the b i n d i n g ethos, but a l s o led t o c o n f l i c t s between 

p r a c t i c e and p o l i c y ; p a r t i c u l a r l y where the l a t t e r seemed both 

i n e f f e c t i v e , out o f touch and I n a p p r o p r i a t e t o d a l l y contact w i t h 

c l i e n t s . 

Probation p r a c t i c e Involved, i n the main, u n c e r t a i n t y . The 

t r a d i t i o n a l one-to-one w i t h c l i e n t s was I t s e l f dependent on the 

environment d i r e c t l y and the o r g a n i s a t i o n I n d i r e c t l y . I t d i r e c t l y 

depended on the type of court t o which the o f f i c e r worked, on the 

nature of the c l i e n t ' s o f f e n c e and 'problems' and the s e t t i n g i n 

which work normally took place w i t h the offender. I n d i r e c t l y , t he 
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o r g a n i s a t i o n a l e f f e c t was one of time - I n f i l l i n g i n forms, 

a t t e n d i n g meetings and g e n e r a l l y f u r n i s h i n g a d m i n i s t r a t i v e ends. 

S t a f f then considered t h i s a d i s t r a c t i o n from the 'core' task of 

t r y i n g t o h e l p the offender. Further, the Increased l e v e l of ' f i r e 

s t a t i o n p r o b a t i o n ' meant more time was spent i n r e a c t i n g t o 

s i t u a t i o n s , some p o t e n t i a l l y and a c t u a l l y t h r e a t e n i n g . I n t u r n , 

t h i s v a r i e d w i t h the v i s i b i l i t y of s t a f f i n the work s e t t i n g , which 

I t s e l f i m p l i e s l e s s c e r t a i n t y and t h e r e f o r e l e s s c o n t r o l over the 

content o f work. This meant a n c l l l a r l e s were o f t e n able t o perform 

such work e q u a l l y as w e l l and, as noted, were f r e q u e n t l y l e f t ' i n 

charge' of day centres and h o s t e l s . This has repercussions at two 

l e v e l s . F i r s t , o c c u p a t l o n a l l y speaking i t questions the 

t r a d i t i o n a l p r o b a t i o n o f f i c e r r o l e i n these s e t t i n g s . Second, 

under Home O f f i c e pressure t o 'economise' i t a l s o provides a 

temp t a t i o n f o r the o r g a n i s a t i o n t o employ more a n c i l l a r l e s who are, 

as was noted by one meeting I n the course o f t h i s study, cheaper. 

There are other consequences f o r work i n these s e t t i n g and 

i n t h e accounts of s t a f f concerning the worst aspects o f t h e i r 

work, many r e l a t e d t o s t r e s s . As Brown notes " t h e work environment 

i s the most s i g n i f i c a n t i n f l u e n c e i n s t a f f burnout** (1987 p. 17). 

Nevertheless, he argues t h a t i t s r e s o l u t i o n I s t o be found i n 

o r g a n i s a t i o n a l design, r a t h e r than I n d i v i d u a l s t r e s s reducing 

techniques. Thus, v i s i b i l i t y I n day centres, h o s t e l s and prisons, 

the l a c k of s a t i s f a c t i o n i n community s e r v i c e as merely 

' a d m i n i s t r a t i v e ' , plus having t o deal w i t h the constant p r a c t i c a l 

problems of c l i e n t s and f u r n i s h a d m i n i s t r a t i v e demands, have a l l 

f e a t u r e d i n t h i s study. Further, as t h i s research has found, t h i s 
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i s exacerbated by those s u p e r v i s o r s who concentrate on 

a d m i n i s t r a t i v e tasks t o the e x c l u s i o n of s u p p o r t i v e ones. I n t h i s 

sense, the exp e c t a t i o n s of the p o l i c y process t h a t Seniors w i l l 

assume more a d m i n i s t r a t i v e r e s p o n s i b i l i t i e s , can o n l y compound t h i s 

problem. 

There i s a f u r t h e r dimension which generates change i n the 

o r g a n i s a t i o n a l and p r a c t i c e dimensions: as punishment becomes more 

the Service's province, I t i s a l s o more ' a d m i n i s t r a t i v e * i n nature. 

A f t e r a l l , both t h e White and Green Papers aim t o reduce the 

d i s c r e t i o n a r y components of p r o b a t i o n work. As t h i s emphasis 

increases i t a l t e r s the focus of o r g a n i s a t i o n a l decisions. 

A n c l l l a r l e s may perform these 'new' d u t i e s e q u a l l y as ' e f f e c t i v e l y ' 

as the ' d i a g n o s t i c ' and ' c o u n s e l l i n g ' components d i m i n i s h 

correspondingly - as i s already the case . i n community s e r v i c e . 

Probation o f f i c e r s may be content w i t h a n c i l l a r y workers, as 

chapter 5 i n d i c a t e d , as l o n g as they remain I n s p e c i f i e d r o l e s . 

However, t h e power they possess t o m a i n t a i n these boundaries of 

work I s d e r i v e d from the o r g a n i s a t i o n and i t s environment. P o l i c y 

changes, i n p u r s u i t of c o u r t - l e d c r e d i b i l i t y , seek punishment of 

offen d e r s which o f f i c i a l l y l i m i t s the p o t e n t i a l f o r c e r t a i n forms 

of p r a c t i c e . P r a c t i c e ' i n n o v a t i o n ' i n the face of these changing 

pressures i s then an a p p r o p r i a t e response. This means, as 

a n c i l l a r i e s are i n c r e a s i n g l y at the f r o n t - l i n e of probation, the 

boundaries of work w i l l be more d i f f i c u l t t o maintain. I n 

a d d i t i o n , when management i n c r e a s i n g l y means p r e d i c t a b i l i t y , i t i s 

u n l i k e l y t h a t such I n n o v a t i o n w i l l be encouraged. The consequences 

may be f o r more o f f i c e r s t o see a n c i l l a r i e s as a ' t h r e a t ' , even 
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though they a l s o possess the b i n d i n g ethos. 

Because of these d i f f e r e n t i n f l u e n c e s on everyday work at 

the f r o n t - l i n e , t h e r e are s i g n i f i c a n t d i f f e r e n c e s between a 

• f a c i l i t a t i n g ' and ' e l i t e ' p r o f e s s i o n a l . The former c h a r a c t e r i s e s 

a p r o b a t i o n o f f i c e r who a c t s not on l y according t o an occupational 

ethos, but who i s a l s o acted upon by t h e environment i n ways which 

l i m i t the scope f o r t h e i r working p r a c t i c e . I t i s t o a more 

general understanding of t h i s process, i n r e l a t i o n t o both p r a c t i c e 

and the o r g a n i s a t i o n , t h a t I now t u r n . 

UNDERSTANDING ' VULNERABILITY' TO CHANGE 

The Service has experienced considerable change i n i t s 

r e l a t i v e l y s h o r t h i s t o r y and i t i s t h e r e f o r e important t o 

understand t h e power base of the occupation and o r g a n i s a t i o n . I t 

i s s u r p r i s i n g , g iven t h e degree of change, t h a t t h e ideology of 

p r o f e s s i o n a l p r a c t i c e , w i t h exceptions, o f t e n considers i t s e l f t o 

take place i n a s o c i a l and p o l i t i c a l vacuum; thereby i g n o r i n g t h e 

environmental and o r g a n i s a t i o n a l i n f l u e n c e s I have j u s t discussed. 

When these f a c t o r s challenge i t , i t i s r a r e l y prepared, w h i l s t t h e 

resources which i t can m o b i l i s e i n i t s defence vary according t o 

the nature and s t a t u s of the occupation. For p r o b a t i o n o f f i c e r s , 

t r a d i t i o n a l d i a g n o s t i c c o u n s e l l i n g of an I n d i v i d u a l suggests - and 

t o some s t i l l does - the p o t e n t i a l of o f f e r i n g a t e c h n i c a l s o l u t i o n 

t o what may be the r e s u l t s of a s o c i a l and/or p o l i t i c a l problem. 

I n t h i s respect, t h e r e are obvious p a r a l l e l s w i t h the management 

of the Service r e s o r t i n g t o a d m i n i s t r a t i v e methods i n responding t o 
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change. However, the r e s u l t of c o n s t a n t l y responding t o s o c i a l and 

m a t e r i a l needs, at the f r o n t - l i n e , has the e f f e c t of ' r e -

p o l i t i c i s i n g * p r o b a t i o n work. This places i t , once again, i n 

c o n f l i c t w i t h the 's o - c a l l e d ' a d m i n i s t r a t i v e r a t i o n a l e of p o l i c y . 

This, f o r example, has found i t s o u t l e t i n increased union-based, 

as opposed t o professional-based, r e p r e s e n t a t i o n of Service 

members. Hence, t h e r e were s p l i t s between groups w i t h i n NAPO at 

the end of the 1970s and beginning of the 1980s. C o n f l i c t s between 

o f f i c i a l p o l i c y and the environment of f r o n t - l i n e p r a c t i c e then 

r e s u l t i n i n c r e a s i n g i d e n t i f i c a t i o n w i t h the offender. Thus, i n 

terms of the S o c i a l Fund NAPO note: 

" C o n f i d e n t i a l i n f o r m a t i o n must not be passed on t o the DHSS 
without s p e c i f i c i n s t r u c t i o n s from the c l i e n t i n w r i t i n g . 
TTils i s compatible with the role of the probation officer as 
a representative of the client in dealings with the Social 
Fun<r (Newsletter A p r i l 1988, p. 2. I t a l i c s added). 

However, these c o n f l i c t s must a l s o be considered alongside t h e 

h i s t o r y of the Service which f u r t h e r a s s i s t s i n the understanding 

of i t s ' v u l n e r a b i l i t y ' t o change. 

Both i n terms o f i t s o r g a n i s a t i o n and I n i t s p r o f e s s i o n a l 

s e l f - c o n c e p t i o n , the Service has been ' s t a t e f a c i l i t a t e d ' . That 

i s , i t s r i s e depended upon t h e s t a t e assuming I n c r e a s i n g 

r e s p o n s i b i l i t y f o r i t s emergence. As chapter 1 charted, t h e r e was 

a move from e v a n g e l i c a l v o l u n t a r i s m t o p u b l i c t h e r a p e u t i c p r a c t i c e . 

Garland's (1985) 'compromise' then found s t a t e sponsored 

expression, e n a b l i n g t h e r i s e of a t h e r a p e u t i c p r o b a t i o n discourse. 

The form of Service o r g a n i s a t i o n became what Johnson (1972) r e f e r s 

t o as ' s t a t e mediated*: 
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"a powerful c e n t r a l i s e d s t a t e i n t e r v e n e s i n the r e l a t i o n s h i p 
between producer and consumer, i n i t i a l l y t o d e f i n e what the 
needs are..." (1972, p. 46). 

Under t h i s 'umbrella* of s t a t e sponsorship, p r o f e s s i o n a l discourses 

on r e h a b i l i t a t i o n f l o u r i s h e d . I t d e f i n e d the needs of o f f e n d e r s 

and the subsequent p r a c t i c e s - as long as the •compromise' remained 

r e l a t i v e l y unchallenged. However, i t i s now challenged by a 

(^vernment i n which the dominant p o l i t i c a l discourses which 

surround o f f e n d i n g , emphasise the n o t i o n s of i n d i v i d u a l 

r e s p o n s i b i l i t y and something i n t r i n s i c a l l y 'bad' about ' c r i m i n a l s * 

i n comparison w i t h 'non-criminals'. The s o c i a l p r a c t i c e s which 

f o l l o w from such an emphasis r e t u r n us t o t h e concept of pu n i s h i n g 

I n d i v i d u a l s - one at odds w i t h the ' d i a g n o s t i c i d e a l ' . The 

r e a c t i o n by NAPO, has been t o a more overt and fundamental 

p o l i t i c a l challenge t o Government p o l i c y . 

The response t o t h i s change, as I have argued, i s 

d i f f e r e n t i a l l y addressed by groups w i t h i n the Service. On the one 

hand, the a d m i n i s t r a t i v e frame of re f e r e n c e i s able t o de-

p o l i t i c i s e the i m p l i c a t i o n s o f p o l i c y by t r a n s l a t i n g them I n t o 

questions of means, not ends. On the other, the power of p r o b a t i o n 

o f f i c e r s was based on t h e i r knowledge of p r a c t i c e ; i n t h i s sense 

knowledge and power are I m p l i c a t e d (Foucault 1980). Yet, t h i s was 

dependent f o r i t s support on a now challenged compromise. Indeed, 

i f p r o b a t i o n o f f i c e r s ' t r a i n i n g leads t o a ' b i n d i n g ethos' which 

makes the a d m i n i s t r a t i o n of punishment l e s s e f f e c t i v e , i t i s not 

s u r p r i s i n g t h a t the (k>vernment, through the Green Paper (1990) 

proposals, wish t o a l t e r the 'knowledge* pa r t of the equation by 

e x e r t i n g more c o n t r o l over the content o f t h i s t r a i n i n g . I n 
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a d d i t i o n , i f changes i n t r a i n i n g are not e f f e c t i v e i n a d m i n i s t e r i n g 

punishment i n the community, the ' f i s c a l * card i s a l s o played w i t h 

the prospect o f p r i v a t i s i n g aspects of the Service. As a r e s u l t , 

the changes t h a t I have o u t l i n e d have l e f t the Service I n a s t a t e 

of f l u x r e g a r d i n g i t s purpose and p e c u l i a r l y v u l n e r a b l e t o 

b l i n k e r e d and p o l i t i c a l l y i n s p i r e d change. With exceptions (see 

McWilliams and Pease 1990), few have addressed the i m p l i c a t i o n s of 

t h i s f o r m a i n t a i n i n g the unique p o s i t i o n of the Service w i t h i n the 

c r i m i n a l J u s t i c e system. 

Fundamental c o n f l i c t t h e r e f o r e e x i s t s w i t h the Service - i f 

i t s p r a c t i t i o n e r s are w i l l i n g t o face i t . I n t h i s study, t h i s has 

manifested i t s e l f i n terms of two competing modes of working. 

F i r s t , t h e r e i s the a d m i n i s t r a t i v e mode, which i s t o act I n such a 

way as t o p l a c a t e i t s p o l i t i c a l masters thus conforming " w i t h 

p o l i t i c a l l y p r e - e s t a b l i s h e d f o r m a l - l e g a l r u l e s * (Offe 1985, p. 

315). Second, w h i l s t t h i s appears r a t i o n a l i n a b u r e a u c r a t i c 

sense, i t i s not t o those who work at the f r o n t - l i n e . They are 

responding t o another environment. Not t o t h a t which the p o l i t i c a l 

master sets, but one which n e c e s s i t a t e s responding t o the needs of 

o f f e n d e r s and which i s ' r a t i o n a l * i n terms of the everyday demands 

made upon them. I n t h i s sense, the a d m i n i s t r a t i o n of the Service, 

which e n t a i l s t h e Implementation of the a l t e r n a t i v e s t o custody 

i n d u s t r y , i s put i n d i r e c t c o n f l i c t w i t h f r o n t - l i n e work. Thus, i f 

p o l i c y i s t o achieve r e a l change, whatever i t s p o l i t i c a l component, 

i t must f i r s t understand the working environment of t h a t which i t 

seeks t o change. I n the case of the Service, t h i s environment i s 

not u n i f o r m l y ' p r e d i c t a b l e ' , nor i s the Service empowered i n the 
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way p o l i c y assumes t o a l t e r the p r a c t i c e s of ot h e r s - e s p e c i a l l y 

the courts. At the p r a c t i c e l e v e l , s t a f f are f r e q u e n t l y f o r c e d t o 

operate a ' f i r e - s t a t i o n p o l i c y ' and most of the time, as the second 

p a r t of t h i s study i n d i c a t e d , p r o b a t i o n marches t o another's tune. 

The Service as p r e s e n t l y constructed, t h e r e f o r e , i s e s s e n t i a l l y a 

r e a c t i v e , not p r o - a c t i v e agency. 

From the f r o n t - l i n e , p o l i c y measures are then seen as 

s i t u a t i o n a l l y u n h e l p f u l . From the p e r s p e c t i v e of p r o b a t i o n 

management, the Home O f f i c e and (Government, the f r o n t - l i n e 

o v e r i d e n t i f y w i t h the c l i e n t - as the offender, not the court. Not 

only t he p r a c t i c e , but a l s o t he u n d e r l y i n g p h i l o s o p h i e s of each 

then c o n f l i c t . As one o f f i c e r , r e f l e c t i n g on t h e expectations of 

the p o l i c y process i n r e l a t i o n t o m a i n t a i n i n g c o n t r o l over c l i e n t s , 

s a i d t o t&e: "we are not an army f i g h t i n g a people". However, the 

r e s u l t of Government p o l i c y i s t o induce Just t h a t b e l i e f when i t 

i s so f a r removed from everyday work. C ^ i t e simply, i f people are 

'bad', then presumably punishing them and not ' h e l p i n g ' them should 

be the primary aim of any s e r v i c e Intended t o implement punishment 

I n t h e community. 
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There i s one question s t i l l t o be addressed. What about t he 

f u t u r e o f t h e Service? Length/ and d e t a i l e d r e p l i e s t o t h i s 

q u estion r e f l e c t e d a s t r o n g f e e l i n g of u n c e r t a i n t y annngst 

p r o b a t i o n personnel. W h i l s t w r i t t e n before the recent White and 

Green Papers, they s t i l l r e f e r t o the same t e n s i o n s which 1 have 

I n d i c a t e d throughout t h i s study and which t h e proposed l e g i s l a t i v e 

changes can o n l y compound. I wish, t h e r e f o r e , t o end by p r e s e n t i n g 

the reader w i t h t h e ' v i s i o n s ' o f those who are r o u t i n e l y engaged I n 

pr o b a t i o n work. This i s an a c t i v i t y which, 1 hope, has been 

f u r t h e r understood as a r e s u l t o f t h i s research. 

The responses were reminiscent of the two scenarios f o r the 

f u t u r e o f t h e p r o b a t i o n s e r v i c e which Peter Raynor <1765) posed a t 

the end o f h i s study. One Service I s more c o e r c i v e and 

a u t h o r i t a r i a n , t h e other places more o f a value on the r i g h t s o f 

the o ffender I n a more l i b e r t a r i a n and p a r t i c i p a t o r y s o c i e t y . That 

sa i d , t h e r e were o n l y two r e p l i e s which f e l t the a u t h o r i t a r i a n road 

was one which t he p r o b a t i o n s e r v i c e should pass down. 

Accounts c e n t r e d on t h e qu e s t i o n o f r e l a t i o n s h i p s w i t h 

c l i e n t s . I n p a r t i c u l a r , they mentioned the issue o f care and 

c o n t r o l ; being p e s s i m i s t i c I n t h e i r f o r e c a s t s . One person simply 

s a i d "more c o n t r o l " , w h i l s t another noted t h a t the Service would be 

under i n c r e a s i n g pressure t o "adopt a more c o n t r o l l i n g r o l e i n an 

I n c r e a s i n g l y d i v i d e d s o c i e t y " . The present s o c i a l and p o l i t i c a l 

c l i m a t e was b e l i e v e d t o exacerbate t h i s s i t u a t i o n . As a r e s u l t , 
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the Service would become i n c r e a s i n g l y d i v i d e d i n t o c o n t r o l l i n g and 

h e l p i n g p a r t s , which would be at odds w i t h i t s value base: 

'Mn the c u r r e n t s o c i a l and p o l i t i c a l c l i m a t e i t could e a s i l y 
fragmentalise. The danger e x i s t s t h a t t o prevent t h i s 
happening, the Service could become i n c r e a s i n g l y 
repressive". 

The 'law and order* lobby would place a d d i t i o n a l pressures 

on the Service i n terms of s o c i a l c o n t r o l and p a r t i c u l a r l y 

e l e c t r o n i c monitoring: 

"This w i l l i n v o l v e o f f i c e r s on t asks which they may f e e l are 
unacceptable, which they have not been t r a i n e d f o r and which 
are at odds w i t h the value base on which t r a d i t i o n a l s e r v i c e 
work i s based". 

This may lead t o : 

"More a c c o u n t a b i l i t y , leading t o more c o n s t r a i n t . More 
concern w i t h r e s t r a i n t s on i n d i v i d u a l s leading t o a q u a s i -
p r i s o n o f f i c e r ' s r o l e " . 

The consequences are being f e l t already: 

"our autonomy i s being more and more eroded and 
a c c o u n t a b i l i t y i s t i g h t e n i n g up, which I don't t h i n k makes 
f o r p a r t i c u l a r l y c r e a t i v e work". 

Replies a l s o c e n t r e d on reasons f o r p o l i c y changes and how 

t h i s w i l l a l t e r the Service's r o l e : 

"Because of p r i s o n overcrowding we may be asked t o e x e r c i s e 
more c o n t r o l over c l i e n t s which w i l l I n e v i t a b l y e f f e c t our 
s o c i a l work r o l e " . 

The o r g a n i s a t i o n a l consequence of t h i s v i s i o n w i l l be: "More 

monitoring, less s o c i a l work, t h e r e f o r e less j o b s a t i s f a c t i o n " . 

This w i l l mean, as one o f f i c e r put i t , t h a t the Service needed t o 

be: 

" v i g i l a n t i n r e s i s t i n g the excesses of the 'value f o r money' 
approach t o the Job. I t would be r e l a t i v e l y simple t o 
replace the present s e r v i c e w i t h a mechanistic o r g a n i s a t i o n 
which merely seeks t o ensure o f f e n d e r s observe the r u l e s o f 
s u p e r v i s i o n . I would not want t o work f o r such a s e r v i c e " . 
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The f u t u r e was t h e r e f o r e a l s o considered alongside personal 

d e c i s i o n s about c o n t i n u i n g t o work f o r the Service. There were 

v i s i o n s o f ' l e s s autonomy*; 'more c o n t r o l o f o f f i c e r s ' ; a r e d u c t i o n 

i n j o b s a t i s f a c t i o n ; ' l e s s o f a r e h a b i l i t a t i v e approach', unless 

' s o l d w e l l * ; t he p o s s i b l e ' p r i v a t i z a t i o n o f s e c t o r s o f work'; an 

increase i n m o n i t o r i n g f o r 'managerial purposes' who, as a body, 

w i l l "become more powerful and a b s t r a c t " . Further, more 'non

p r o f e s s i o n a l ' o f f i c e r s ' t a k i n g on c o n t r o l l i n g tasks'; an Increase 

i n 'occupational s t r e s s ' ; more work w i t h 'higher t a r i f f offenders'; 

the f u l l i n t r o d u c t i o n o f ' e l e c t r o n i c tagging'; an 'enlarged 

bureaucracy' and an ' i n c r e a s i n g l y s t r e t c h e d s e r v i c e ' : 

"Under these circumstances I would leave the Service, as I 
j o i n e d t o p r a c t i c e s o c i a l work". 

Another o f f i c e r simply envisaged a "change of employment", as d i d 

the f o l l o w i n g account: 

" I f i t continues i n the present v e i n I w i l l leave the 
Service and attempt t o f i n d a j o b i n the v o l u n t a r y sector 
where I can value what I do. I f e e l unable and u n w i l l i n g t o 
change and become a c o n t r o l l i n g , m o n i t o r i n g agent o f the 
government which i s what I foresee". 

S p e l l i n g out t h e i r v i s i o n , the importance of r e s i s t i n g more c o n t r o l 

and promoting s o c i a l work values, t h i s o f f i c e r concluded: 

" I want t o remain a c o u n s e l l o r t o those people who f i n d t he 
Increased s t r e s s e s o f a modern s o c i e t y a l i t t l e too riuch at 
times". 

Aside from the scenarios o f pessimism and q u a l i f i e d optimism 

- i f the Service can manage t o h o l d on t o i t s ethos - the answers 

al s o r e f l e c t e d the themes o f ' r e f l e c t i o n ' and ' r e s o l u t i o n ' . To 

p r o b a t i o n o f f i c e r s , a n c l l l a r l e s and some Seniors, these were 

expressed as concerns over p r a c t i c e r e s t r a i n t s and changes i n t h e i r 
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r o l e s . To others, a l s o i n c l u d i n g a few PO's, they reacted t o the 

question i n terms of what may be done, i n p o l i c y terms, t o 

a l l e v i a t e t he s i t u a t i o n : 

" I f the Probation Service i s not t o become a more 
mechanistic and c o n t r o l l i n g agency, t h e r e must be increased 
a t t e n t i o n t o the q u a l i t y o f s e r v i c e provided". 

More ' s t a f f co-operation* and a 'more r e a l i s t i c down-to-earth 

approach' t o the work' would then be r e q u i r e d . T h i s c o u l d mean 

more, 

"concern w i t h v i c t i m s , crime prevention, d i v e r s i o n from 
custody, inter-agency work etc. More teamwork and shared 
working, loss o f i n d i v i d u a l pure autonomy but g r e a t e r 
o p p o r t u n i t i e s f o r o f f i c e r development and s a t i s f a c t i o n w i t h 
greater sharing". 

This f u t u r e c o u l d p r o v i d e "a more comprehensive range of s e r v i c e s , 

perhaps i n c l o s e r c o l l a b o r a t i o n w i t h other agencies". 

Two answers a l s o focused on a need f o r p r o - a c t i v e work and 

not ' simply^responding' t o the whims of Home O f f i c e and Government: 

"Our f u t u r e l i e s i n the c o n t r o l o f the Courts and p u b l i c o p i n i o n " . 

The Service may even become: 

" I n c entres on the 'patch' i n the heart o f the conmunity 
(not tucked away i n c l i n i c a l o f f i c e s from the r e a l i t y o f the 
c l i e n t s w o r l d ) . More Day Centres and l i a i s o n w i t h the 
Courts, s o l i c i t o r s and Crown Prosecution Service, t o reduce 
custody. A move t o more p r e v e n t a t i v e work and one-to-one 
casework c o n f i n e d t o a few w i t h very s p e c i f i c problems". 

In one answer, the a l t e r n a t i v e s t o custody i n d u s t r y even 

opened up "new o p p o r t u n i t i e s f o r the Service". C l i e n t 

p a r t i c i p a t i o n i n s e r v i c e d e l i v e r y , by way of o p i n i o n surveys, would 

be a f e a t u r e o f the f u t u r e . However, t h i s would only be a 

p o s s i b i l i t y i f the Service d i d not become a "more mechanistic and 

c o n t r o l l i n g agency". I f t h i s happened, the Service- would be too 
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'repressive'. I n t h i s sense, r e p l i e s r e f e r r e d t o the American 

Service I n order t o I l l u s t r a t e t h e i r concerns over the c a r e / c o n t r o l 

dilemma. This o f f i c e r echoed the sentiments many expressed i n one 

form or another: 

"The Service w i l l become more repressive, more a t o o l o f a 
r e a c t i o n a r y government, so t h e r e I s a need t o r e - a s s e r t 
s o c i a l work values. I f the Service does not show a care t o 
c l i e n t s more Probation O f f i c e r s w i l l change occupation. We 
should s t r o n g l y r e s i s t coercion and not become a carbon 
copy o f the U.S. who n e i t h e r care nor help, but are another 
arm o f t h e law f o r c i n g c l i e n t s t o tow the l i n e s o c i e t y has 
decided f o r them". 

The s t a t e o f f l u x t h a t the Service f i n d s i t s e l f i n and an 

arrbivalence I n responding t o the growing problems i t faces, were 

r e f l e c t e d i n these accounts. Whilst most were p e s s i m i s t i c a few 

were ' c a u t i o u s l y o p t i m i s t i c ' . Indeed, a s i g n i f i c a n t m i n o r i t y o f 

r e p l i e s , i n s p e c u l a t i n g upon a bleak f u t u r e o f the Service, f e l t 

t h a t they would seek a l t e r n a t i v e employment. Increased c o n t r o l o f 

offenders, more m o n i t o r i n g o f work p r a c t i c e s and the Increased 

e r o s i o n o f autonomy, p l u s becoming 'agents o f government*, a l l 

added t o these f e e l i n g s . Some b e l i e v e d t h a t t h e Service would 

change, perhaps becoming more conmunity based and moving I n t o more 

p r e v e n t a t i v e work - l e a v i n g casework tasks f o r o n l y the 'most 

needy' o f offenders. However, t h i s was q u a l i f i e d and depended on 

the Service not becomnlng a mechanical, c o n t r o l l i n g agency. 

Nevertheless, i t was s i g n i f i c a n t t h a t notes o f pessimism came from 

the f r o n t - l i n e . Whilst a few members o f s t a f f were c a u t i o u s l y 

o p t i m i s t i c , optimism, I t seemed, tended t o be the p r e r o g a t i v e o f a 

few Seniors and p r o b a t i o n management. 
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ARREND IX: 

THE QUEST I ONNA 1 RE 



PLYMOUTH POLYTECHNIC 
FACULTY OF SOCIAL SCIENCE 

DEPARTMENT OF SOCIAL AND POLITICAL STUDIES 

A f t e r meeting team members and d i s t r i b u t i n g a copy o f the r e s e a r c h summary, 
the s e l f - c o m p l e t i o n q u e s t i o n n a i r e i s e n c l o s e d . May I take t h i s o p p o r t u n i t y 
of thanking you f o r t a k i n g time a t team meetings t o read the summary, and 
ag a i n s t r e s s the c o n f i d e n t i a l n a t u r e o f the i n f o r m a t i o n c o l l e c t e d d u r i n g 
t h i s r e s e a r c h . 

On the s u b j e c t of the volume of paperwork you a l r e a d y have t o complete 
(a p o i n t s t r e s s e d t o me a t team meetings!) I r e a l i s e t h i s q u e s t i o n n a i r e 
i s making an a d d i t i o n a l demand on an a l r e a d y busy work s c h e d u l e . However, 
i t w i l l e nable me t o have a broad view o f p e r t i n e n t i s s u e s so t h a t the 
r e s e a r c h may go on t o look a t t h e s e i s s u e s - c r i t i c a l l y - d u r i n g p e r s o n a l 
intezrviews. I t i s i n t h i s sense t h a t I urge you t o spend some time i n 
completing and r e t u r n i n g the e n c l o s e d q u e s t i o n n a i r e t o me a s soon a s 
p o s s i b l e . ( I have i n c l u d e d a p r e - p a i d and s e l f - a d d r e s s e d e n v e l o p e ) . 

The most important p o i n t about your answers to the q u e s t i o n s i s t h a t they 
r e f l e c t what you p e r s o n a l l y f e e l about i s s u e s a f f e c t i n g you and your work. 
The b e s t answer to each q u e s t i o n , t h e r e f o r e , i s the one which r e f l e c t s 
your own views and judgements. I n t h i s s e n s e , r e g a r d l e s s o f the e x t e n t 
to which you f e e l the q u e s t i o n i s a p p l i c a b l e to your work, I would s t i l l 
l i k e you to answer each q u e s t i o n f u l l y and p l e a s e r e s e r v e any d i s c u s s i o n o f 
the q u e s t i o n s w i t h your c o l l e a g u e s u n t i l the q u e s t i o n n a i r e i s completed and 
r e t u r n e d - t h a n k s . 

At the end of each page, as w i t h t h i s one, t h e r e i s a space f o r any comments 
you have about q u e s t i o n s , o r answers which you wis h t o e l a b o r a t e on. Thanks 
aga i n f o r your time i n completing the e n c l o s e d . 
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The f o l l o w i n g q u e s t i o n s concern your b e l i e f s and o p i n i o n s on v a r i o u s 
a s p e c t s o f p r o b a t i o n work. P l e a s e c o n s i d e r your answer t o each 
q u e s t i o n b e f o r e p l a c i n g a c i r c l e around the answer t h a t most 
approximates your o p i n i o n . (The numbers a r e f o r coding purposes o n l y ) 

P l e a s e Note: Where the term 'Probation Management' i s used t h i s 
r e f e r s t o members of the C h i e f O f f i c e r ' s Management Team 

Question 1 
How i n f l u e n t i a l 
Treen P r o b a t i o n 

do you b e l i e v e the f o l l o w i n g a r e i n the forming o f 
S e r v i c e p o l i c i e s ? 

Very 
I n f l u e n t i a l I n f l u e n t i a l 

Not Very 
I n f l u e n t i a l 

Not 
I n f l u e n t i a l 

The T r e e n 
P r o b a t i o n C t t e 1 2 3 4 

The Home O f f i c e 1 2 3 4 

The Government 1 2 3 4 

P u b l i c Opinion 1 2 3 4 

Pr o b a t i o n 
Management 1 2 3 4 

Treen 
M a g i s t r a t e s 1 2 3 4 

NAPO 1 2 3 4 

Assoc o f C h i e f 
O f f i c e r s o f 
Pr o b a t i o n 1 2 3 4 

S e n i o r 
P r o b a t i o n O f f . 1 2 3 4 

Maingrade 
' O f f i c e r s 1 2 3 4 

A n c i l l a r i e s 1 2 3 4 

(1-3) 

(4) 

(5) 

(6) 

(7) 

(8) 

(9) 

(10) 

(11) 

(12) 

(13) 

(14) 



Question 2 
The f o l l o w i n g a r e g e n e r a l statements about p r o b a t i o n p r a c t i c e , p l e a s e 
i n d i c a t e the e::tent t o which you agree or d i s a g r e e w i t h them: 
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Ag
re

e 
No
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Di
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ee
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ee

 
St
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I n c a s e s o f doubt about o c c u p a t i o n a l 
p r a c t i c e the d e c i d i n g c r i t e r i a should 
be what seems b e s t f o r the r e p u t a t i o n 
of the T reen P r o b a t i o n S e r v i c e 1 2 3 4 5 

O v e r a l l , I b e l i e v e c o l l e a g u e s ought 
to be more f l e x i b l e i n a l l o w i n g 
t h e i r c l i e n t s t o p a r t i c i p a t e i n 
d e c i s i o n s made i n t h e i r r e g a r d 1 2 3 4 5 

I f P r o b a t i o n O f f i c e r s b e l i e v e . i t to 
be i n the b e s t i n t e r e s t s of the 
c l i e n t , they s h o u l d be a l l o w e d 
to v i o l a t e an o r g a n i z a t i o n a l r u l e 1 2 3 4 5 

P r o b a t i o n O f f i c e r s Icnow t h e i r work 
and t h e r e f o r e s h o u l d e x p e c t c l i e n t s 
to r e s p e c t the d e c i s i o n s they make 
i n t h e i r r e g a r d 1 2 3 4 5 

Independence from the i n f l u e n c e of 
the c l i e n t i s a h a l l m a r k of e x p e r t 
s e r v i c e 1 2 3 4 5 

My o c c u p a t i o n a l p r a c t i c e s h o u l d be 
a d j u s t e d to the a d m i n i s t r a t i o n s 
p o i n t of view 1 2 3 4 5 

(15) 

(16) 

(17) 

(18) 

(19) 

(20) 
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" T h e r e i s p l e n t y of scope f o r me to 
work on my own i n i t i a t i v e i n 
t h i s o r g a n i s a t i o n 

1 2 3 4 5 

The o r g a n i s a t i o n should not 
expect to have my wholehearted 
l o y a l t y and support 

1 2 3 4 5 

With c l i e n t s a P r o b a t i o n O f f i c e r ' s 
concern i s to make a t e c h n i c a l 
d e c i s i o n r a t h e r than one which 
i s popular w i t h the c l i e n t 

1 2 3 4 5 

Open c r i t i c i s m of the 
a d m i n i s t r a t i o n by i n d i v i d u a l s 
w i t h i n i t should be d i s c o u r a g e d 

1 . 2 3 4 5 

I f P r o b a t i o n O f f i c e r s a r e t o 
s e r v e c l i e n t s e f f e c t i v e l y then 
c l i e n t s s h o u l d t r u s t t h e i r judgement 

1 2 3 4 5 

(21) 

(22) 

(23) 

(24) 

(25) 
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Thank you f o r a n s w e r i n g t h e above. The f o l l o w i n g q u e s t i o n s a r e 
co n c e r n e d w i t h t h e e x t e n t t o w h i c h you p a r t i c i p a t e i n d e c i s i o n s 
made a t o r g a n i s a t i o n a l and team l e v e l s . P a r t I asks a b o u t t h e 
f r e q u e n c y o f y o u r p a r t i c i p a t i o n i n t h e d e c i s i o n s , w h i l e P a r t I I 
a s k s i f : ( a ) i t i s p a r t o f y o u r r o l e t o do so OR (b) i t i s n o t 
p a r t o f y o u r r o l e t o p a r t i c i p a t e i n t h e s e d e c i s i o n s . P l e a s e 
c i r c l e t h e a p p r o p r i a t e answers i n b o t h P a r t I and P a r t I I . 

Q u e s t i o n 3 

How f r e q u e n t l y do you?: 
Al
wa
ys
 

Of
te
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So
me
ti
me
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Se
ld
om
 

Ne
ve
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Pa
rt
 o
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Ro
le
 

No
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Pa
rt
 

of
 R
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P a r t i c i p a t e i n 
d e c i s i o n s a b o u t 
t h e way team's 
r e s o u r c e s a r e s p e n t 
i n t h e team 

1 2 3 4 5 A B 

The s e t t i n g o f 
new ' c o u n t y - w i d e ' 
o b j e c t i v e s 

1 2 3 4 5 A B 

D i s c u s s W i t h 
c o l l e a g u e s y o u r 
and/or t h e i r 
c l i e n t s 

1 2 3 4 5 A B 

Get i n v o l v e d i n 
th e p r o c e s s o f 
s e t t i n g new 
team o b j e c t i v e s 

1 2 3 4 5 A B 

P a r t i c i p a t e i n 
d e c i s i o n s t o 
o f f e r c l i e n t s 
new s e r v i c e s 
i n y o u r team 

1 2 3 4 5 A B 

Make d e c i s i o n s 
a b o u t w o r k i n g 
p r a c t i c e w i t h o u t 
c h e c k i n g w i t h 
anybody e l s e 

1 2 3 4 5 A . B 

D i s c u s s w i t h 
P r o b a t i o n Manage
ment d i f f i c u l t i e s 
e n c o u n t e r e d i n 
w o r k i n g p r a c t i c e 

1 2 3 4 5 A B 

(26-27) 

(28-29) 

(30-31) 

(32-33) 

(34-35) 

(36-37) 

(38-39) 
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Thanks f o r a n s w e r i n g t h e above q u e s t i o n o f d e c i s i o n - m a k i n g . The 
f o l l o w i n g q u e s t i o n s a r e a b o u t y o u r o p i n i o n s on t h e n a t u r e o f t h e 
P r o b a t i o n S e r v i c e o r g a n i s a t i o n . 

Q u e s t i o n 4 
Who do you m o s t l y d i s c u s s t h e p r o b l e m s w h i c h r e s u l t f r o m y o u r wor!-; 
w i t h ? : ( P l e a s e c i r c l e one o f t h e f o l l o w i n g ) . 

Your c o l l e a g u e s 1 

Your s u p e r v i s o r 
( p l e a s e s p e c i f y t h e 
p o s t o f y o u r . 
s u p e r v i s o r ) 2 

Your f r i e n d s ( o u t s i d e 
o f t h e P r o b a t i o n 
S e r v i c e ) 3 

Your F a m i l y 4-

O t h e r s { p l e a s e 
s p e c i f y ) 

5 

(40) 

(41) 

(42) 

(43) 

(44) 

Q u e s t i o n 5 

How a c c o u n t a b l e f o r y o u r work a r e you t o t h e f o l l o w i n g ? : 

Ac
co
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So
me
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ty

 .
 

No
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ve
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No
t 
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P r o b a t i o n C l i e n t s 2 3 4 

The P r o b a t i o n Committee 2 3 4 

S e n i o r P r o b a t i o n O f f i c e r s 2 3 4 

C o l l e a g u e s 2 3 4 

P r o b a t i o n Management 2 3 4 

Home O f f i c e 2 3 4 

The Courcs 2 3 4 

(45) 

(46) 

(47) 

(48) 

(49) 

(50) 

(51) 



Q u e s t i o n 6 

C o n s i d e r i n g y o u r answers t o t h e above q u e s t i o n on a c c o u n t a b i l i t y 
and t a k i n g each answer i n t u r n , do you t h i n k you s h o u l d be more o r 
l e s s a c c o u n t a b l e i n t h e f o l l o w i n g o r y o u r a c c o u n t a b i l i t y s h o u l d r e m a i r | 
as i t i s , and, b r i e f l y , why?: 

(a) P r o b a t i o n C l i e n t s 

Why: 

More 1 Less 2 Remain 3 
same 

(b) The P r o b a t i o n Committee 

Why-

More 1 Less 2 Remain 3 
same 

(c) S e n i o r P r o b a t i o n O f f i c e r s 

Why: 

More 1 Less 2 Remain 3 
Scime 

(d) C o l l e a g u e s 

Why? 

More 1 Less 2 Remain 3 
same 

(e) P r o b a t i o n Management; 

Why' 

More 1 Less 2 Remain 3 
same 



Q u e s t i o n 6 ( C o n t i n u e d ) 
( f ) Home O f f i c e 

Why? 

More 1 Less 2 Remain 3 
same 

(g) The C o u r t s 

Why? 

More 1 Less 2 Remain 3 
same 

Q u e s t i o n 7 

The f o l l o w i n g s t a t e m e n t s a r e g e n e r a l s t a t e m e n t s a b o u t t h e 
P r o b a t i o n S e r v i c e p l e a s e i n d i c a t e t h e e x t e n t t o w h i c h you a g r e e 
o r d i s a g r e e w i t h them: 

Ag
re
e 

St
ro
ng
ly
 

Ag
re
e 

Ne
it
he
r 

Ag
re
e 
No
r 

Di
sa
gr
ee
 

Di
sa
gr
ee
 

Di
sa
gr
ee
 

St
ro
ng
ly
 

P r o b a t i o n Management f a c i l i t a t e 
r a t h e r t h a n d i r e c t my work 1 2 3 4 5 

My c o l l e a g u e s and I s h o u l d t r y 
t o l i v e up t o what we b e l i e v e are-
t h e s t a n d a r d s o f o u r o c c u p a t i o n 
even i f t h e a d m i n i s t r a t i o n o r 
im m e d i a t e community d o e s n ' t seem 
t o r e s p e c t them 

1 2 3 4 5 

The c o n f i d e n c e o f m a g i s t r a t e s i n 
t h e s t a n d a r d s o f t h e P r o b a t i o n 
S e r v i c e i s o f c e n t r a l i m p o r t a n c e 

1 2 3 4 5 

. P r o b a t i o n Management do n o t seem t o 
be i n t o u c h w i t h t h e r e a l i t i e s and 
p r e s s u r e s P r o b a t i o n O f f i c e r s and 
a n c i l l a r i e s f a c e i n t h e i r d a y - t o 
day w o r k i n g p r a c t i c e s 

1 2 3 4 5 

(52) 

(53) 

(54) 

(55) 



Q u e s t i o n 7 ( C o n t i n u e d ) 

o o u u 
< O) 

SPOs a r e i n c r e a s i n g l y becoming 
mere remote f r o m m a i n - g r a d e 
i s s u e s 

The employment o f non
p r o f e s s i o n a l s t a f f i n c r e a s e s t h e 
S e r v i c e ' s a b i l i t y t o communicate 
w i t h more c l i e n t s 

The a i m o f t h e T r e e n P r o b a t i o n 
S e r v i c e ( e x c l u d i n g c i v i l w o r k) 
i s t h e r e d u c t i o n o f c r i m e 
t h r o u g h c o - o p e r a t i o n w i t h 
o t h e r c r i m i n a l j u s t i c e 
a g e n c i e s and members o f 
t h e w i d e r community 

As c r i m e i s m o s t l y t h e r e s u l t o f 
s o c i a l f a c t o r s , t h e r e i s l i t t l e 
t h e P r o b a t i o n S e r v i c e can do t o 
p r e v e n t c r i m e u n t i l o u r s o c i e t y 
becomes .more e q u a l 

QJ 
U 

< 

The P r o b a t i o n S e r v i c e has 
e x p e r t i s e t o h e l p p e o p l e w h i c h 
a r e l a r g e l y u n a v a i l a b l e i n i 
t h e community 

Most c r i m e stems f r o m p e r s o n a l 
i n a d e q u a c i e s w h i c h a r e n o t 
amenable t o t h e t y p e o f h e l p 
w h i c h t h e P r o b a t i o n S e r v i c e 
can o f f e r 

The use o f f u l l - t i m e non
p r o f e s s i o n a l s t a f f w i d e n s 
t h e l e v e l s o f s k i l l s w h i c h 
t h e P r o b a t i o n S e r v i c e has a t 
i t s d i s p o s a l 

I f t h e P r o b a t i o n S e r v i c e 
imposes more c o n t r o l o n 
i n d i v i d u a l o f f e n d e r s t h i s w o u l d 
i n v o l v e an u n a c c e p t a b l e change 
i n t h e p r i n c i p l e s a nd e t h o s o f 
p r o b a t i o n w o r k . 

o <y 
u 

u w 
< a 

o 
U 

-H 
Q 

<U 
o 
U tT» 
CP C 
<a o 
CO u 

(63) 



Q u e s t i o n 7 ( C o n t i n u e d ) 

-
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I n t h e T r e e n P r o b a t i o n S e r v i c e 
t h e r e e x i s t s a f l o w o f i n f o r m a t i o n 
f r o m P r o b a t i o n Management t o o t h e r 
g r a d e s and v i c e - v e r s a . 

1 2 3 4 5 

I n g e n e r a l , t h e P r o b a t i o n S e r v i c e 
has t h e a b i l i t y t o i n f l u e n c e t h e 
d e c i s i o n s o f t h e C o u r t s 

1 2 3 4 5 

A P r o b a t i o n O f f i c e r must have 
f u l l d i s c r e t i o n i n o r d e r t o 
p r o v i d e t h e c l i e n t w i t h an 
e f f e c t i v e s e r v i c e 

1 2 3 4 5 

A p a r t f r o m t h e - n e c e s s a r y 
e x p e r i e n c e a l l p r o b a t i o n o f f i c e r s 
s h o u l d a l w a y s have a p r o f e s s i o n a l 
q u a l i f i c a t i o n 

1 2 3 4 5 

The Government's p o l i c y on law 
and o r d e r i s an e f f e c t i v e way 
o f d e a l i n g w i t h t h e r i s i n g 
c r i m e r a t e 

1 2 3 4 5 

Breach has changed f r o m b e i n g 
t h e u n a c c e p t a b l e f a c e o f s o c i a l 
work i n a c o u r t s e t t i n g t o 
becoming a u s e f u l means o f 
making p r o b a t i o n work more 
c r e d i b l e w i t h t h e C o u r t s 

1 2 3 4 5 

(64) 

(65) 

(66) 

(67) 

(68) 

(69) 
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Q u e s t i o n 8 
I n w h i c h one o f t h e f o l l o w i n g ways w o u l d you c h a r a c t e r i s e t h e 
P r o b a t i o n S e r v i c e ? : 

(a) Open t o new i d e a s and p r o g r e s s i v e 

(b) Has n o t moved f o r w a r d w i t h t h e t i m e s 
and i s c o n s t r a i n e d by o l d w o r k i n g 
p r a c t i c e s 

P l e a s e comment on y o u r answer: 

1 

2 

Q u e s t i o n 9 
What i s y o u r a t t i t u d e t o t h e i n c r e a s i n g employment o f n o n - p r o f e s -
s i o n a l l y q u a l i f i e d s t a f f i n t h e P r o b a t i o n S e r v i c e ? : 

V e r y F a v o u r a b l e 
F a v o u r a b l e 
I n d i f f e r e n t 
U n f a v o u r a b l e 
V e r y u n f a v o u r a b l e 

I s t h e r e a n y t h i n g you w i s h t o add t o t h e above answer? 

Thank you f o r y o u r answers t o t h e above Q u e s t i o n s . The n e x t q u e s t i o r j 
a s k s f o r a w r i t t e n r e p l y i n t h e space p r o v i d e d , and I w o u l d be 
g r a t e f u l i f you w o u l d t a k e as much t i m e as you f e e l i s n e c e s s a r y 
i n o r d e r t o g i v e a c o n s i d e r e d answer. 
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Q u e s t i o n 10 
I f a p e r s o n w a s . s e e k i n g work l i k e y o u r s and asked you t o b r i e f l y t e l l 
them what p e r s o n a l s a t i s f a c t i o n you g a i n e d f r o m i t , wha.t w o u l d you 
t e l l them?: 

And what w o u l d you say were t h e w o r s t a s p e c t s o f y o u r work? 



12 

Q u e s t i o n 11 
The P r o b a t i o n S e r v i c e , f o l l o w i n g t h e Home O f f i c e " S t a t e m e n t o f 
N a t i o n a l O b j e c t i v e s and P r i o r i t i e s " and changes i n s e n t e n c i n g 
p r a c t i c e s t o w a r d s i n c r e a s e d use o f c u s t o d y , i s e x p e r i e n c i n g 
c o n s i d e r a b l e change: 
(a) How, i n y o u r o p i n i o n , does t h i s change a f f e c t y o u r work?: 

(b) How do you f e e l a b o u t t h e p r e s e n t d i r e c t i o n o f t h e P r o b a t i o n 
S e r v i c e i n T r e e n ? : 

(c) How w o u l d you e n v i s a g e t h e f u t u r e o f t h e P r o b a t i o n S e r v i c e and 
i t s e f f e c t on y o u r w o r k i n g p r a c t i c e s ? : 

./Please c o n t i n u e o v e r l e a f 
i f n e c e s s a r y 
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C o n t i n u a t i o n s h e e t . 



13 
Thanks f o r c o n s i d e r i n g y o u r o p i n i o n s and b e l i e f s on v a r i o u s i s s u e s 
F i n a l l y , w o u l d you p l e a s e be k i n d enough t o c o m p l e t e t h e f o l l o w i n g 
f a c t u a l i n f o r m a t i o n by p l a c i n g a c i r c l e a r o u n d t h e a p p l i c a b l e 
c a t e g o r y . 

Q u e s t i o n 12 

How l o n g have you been a member o f t h e P r o b a t i o n S e r v i c e ( t h i s 
i n c l u d e s any p r e v i o u s employment i n a r e a s o t h e r t h a n T r e e n ) ? : 

5 Years o r l e s s 1 
6 t o 10 Years 2 
11 t o 15 Years 3 
16 t o 20 Years 4 
Over 20 Years 5 

(70) 

Q u e s t i o n 13 

How l o n g have you w o r k e d f o r T r e e n P r o b a t i o n S e r v i c e ? 

5 Years o r l e s s 1 
6 t o 10 Years 2 
11 t o 15 Years 3 
16 t o 20 Years 4 
Over 20 Years 5 

(71) 

Q u e s t i o n 14 

Have you e v e r had a j o b ( o t h e r t h a n a t e m p o r a r y one) o u t s i d e t h e 
P r o b a t i o n S e r v i c e ? 

No 

Yes 

( p l e a s e p r o c e e d 
t o Q u e s t i o n 16) 

( p l e a s e answer 
q u e s t i o n 15) 

(72) 
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Q u e s t i o n 15 

VJhat was t h e n a t u r e o f y o u r p r e v i o u s employment? P l e a s e i n c l u d e 
t h e t i t l e o f y o u r p o s i t i o n ( s ) and t h e name(s) o f t h e 
o r g a n i s a t i o n ( s ) . 

Q u e s t i o n 16 

What i s y o u r p o s i t i o n i n t h e T r e e n P r o b a t i o n S e r v i c e eg Community 
S e r v i c e P r o j e c t s O f f i c e r , A n c i l l a r y , P r o b a t i o n O f f i c e r e t c ? 

Q u e s t i o n 17 

Are you a member o f an a s s o c i a t i o n w h i c h i s c o n c e r n e d w i t h t h e 
P r o b a t i o n S e r v i c e i e NAPO? I f so p l e a s e w r i t e down i t s t i t l e , o r 
i f n o t a p p l i c a b l e r e c o r d N/A. 

Q u e s t i o n 18 

Are you a member o f any c o m m i t t e e w i t h i n t h e P r o b a t i o n S e r v i c e ? 
P l e a s e r e c o r d i t s t i t l e and f u n c t i o n , o r , i f n o t a p p l i c a b l e t o 
you, N/A. 

Q u e s t i o n 19 

I n y o u r r o l e as a member o f t h e P r o b a t i o n S e r v i c e do you b e l o n g t o 
any c o m m i t t e e o u t s i d e o f t h e P r o b a t i o n S e r v i c e ? lifhat a r e t h e i r 
t i t l e s and f u n c t i o n ? ( A g a i n , p l e a s e r e c o r d N/A i f n o t a p p l i c a b l e ) 
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Q u e s t i o n 20 

What age a r e you? 

25 y e a r s o r u n d e r 1 
26 - 35 Years 2 
36 - 45 Years 3 
46 - 55 Years 4 
Over 55 Years 5 

Q u e s t i o n 21 

What i s y o u r gender? 

Female 1 
Male 2 

(73) 

(74) 

Q u e s t i o n 22 

Are you a f u l l - t i m e o r p a r t - t i m e member o f t h e P r o b a t i o n S e r v i c e ? 

F u l l - T i m e 1 

P a r t - T i m e 2 
(75) 

Q u e s t i o n 23 

Do you possess any p r o f e s s i o n a l o r academic q u a l i f i c a t i o n s ? I f s o , 
p l e a s e l i s t them b e l o w o r i f n o t a p p l i c a b l e r e c o r d N/A. 

P l e a s e T u r n Over 
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Thanks f o r y o u r t i m e i n c o m p l e t i n g t h i s q u e s t i o n n a i r e . I f , h a v i n g 
c o m p l e t e d and r e t u r n e d t h e q u e s t i o n n a i r e , you w i s h t o c o n t a c t me t o 
d i s c u s s any a s p e c t o f t h e r e s e a r c h p l e a s e do n o t h e s i t a t e . I can be 
c o n t a c t e d a t P l y m o u t h P o l y t e c h n i c , D e p a r t m e n t o f S o c i a l and P o l i t i c a l 
S t u d i e s . 

The space b e l o w i s f o r any a d d i t i o n a l comments you may have. 


