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THEE MORALE OF PRISON CFFICERS
IN NEW SOUTH WALES

ABSTRACT

This research project on the Morale of Priscn Officers

in New South Wales was conducted by Dr. Kevin R. Smith,

a Senior Lecturer in Administraticn at the Armidale College
of Advanced Education, and Principal Consultant, Executive
Development Internaticnal. Funded by the Australian
Criminclogy Research Council, the project was completed
during 1988 with the support of the Corrective Services
Commissicn of New South Wales.

The three purposes of the project were fully accomplished,
these being:

aj} To develop a Prison Qfficer Morale Questionnaire
based on the researcher's structured theory of
morale,

b) To identify by P.O.M.Q. and informal group
interviews the salient features of the mcrale
of prison officers in a sample of New South

Wales Corrective Services institutions.

c) To make pertinent recommendations based on
the findings.
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Data were gathered using the 72-item Prison Officer Morale
Questionnaire and through brief semi-structured, informal
group interviews. Face-to-face involvement of the
researcher was at all times an essential feature of the
research design. This resulted in a rate of return of
completed questionnaires of 99.,25%, Of the 399 completed
questionnaires the percentage of completed items was 99.85%,
Participants in this survey were a representative sampling
of approximately 20% of the State's prison officers.

Throughout the research the morale phenomenon was defined
as a nine-dimensional ceonstruct, those dimensions or
aspects of morale being:

Attraction te the Group

Unity of Purpose

Quality of Teamwork

Task Competence of Leadership
Relationships Aspects of Leadership
Inspirational Leadership

Tenacious Striving

Enthusiastic Striving

Sense of Personal Reward

This research is the first-ever investigation of morale
among prison officers in Australia. It seems appropriate
that this project has been conducted during the Bicentennial
year, two hundred years after the arrival of the first
prison officers on our shores.

The Report seeks to consider the operation and functioning
of prisons through the perceptions of custodial and
industrial prison officers. This permits the reader to
begin to understand something of their morale, for it is
perceptions that create morale.
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It is clearly time that more public recognition was given

te the fact that prison officers fulfil an essential task

for the safety and well-being of the law-abiding public,
These officers accept a responsibility as the surrogate of
society. That society may not wish to know too much of the
daily realities of the custodial vocation, but it surely

owes considerable respect to the preponderant majority of
prison officers who sincerely seek to do well their thankless
task. Without evidence of that respect prison officer::morale
in New South Wales will continue to decline.

Unless the level of morale is lifted there will soon be an
inadequate number of prison officers in New South Wales,
and many of these will be alienated from the Department and
its management.

The major finding noted in the Report is that the morale of
prison officers in New South Wales is low. However, there
certainly is a notable tenacity and committed enthusiasm
among officers in pursuing their duties. They believe firmly
in the.importance of the work they do, despite a grievous
lack of recognition by the general public and the government.
Attrition rates indicate a low level of Attraction to the
Organisation on the part of a significant number of officers.
For some it is an occupation of the last resort and they are
seeking other jobs with somewhat less associated stigma. For
others the salary levels are such that they are seeking
similar positicons in other States., Three quarters of
participants in this survey indicate that they have a strong
belief in the importance of their work, Yet,-tﬁere is not a
high level of pride in their vocatéoh. There are those who
earnestly wish they could be proud, but there is deeply-felt
doubt about the good reputation of their institutions. Thg;g
is no certainty displayed by officers on the question of
respect for their fellow officers. Some few are perceived by
their concerned colleagues'ég-quite unsuitable persons to be
prison officers. Nevertheless, the majority of participants in
this survey impress one as decent average citizens trying to do
a difficult job in a responsible manner.
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Unity of Purpose is particularly lacking. There is no
awareness or recognition of a well-defined set of corporate
objectives. A sense of mission is no triviality. It is the
very basis upen which to build morale.

Inadeguate unity of purpose is evident also in that while

many officers believe in their own reliability in fulfilling
routine duties, mutually they have some doubt whether their
colleagues have this same strong sense of duty. This does

not augur well for Quality of Teamwork, and indeed there is
evidence of perceived lack of mutual support among colleagues.

Leadership synergy, or group energy generated by leadership,
is not high. Task Aspects of Leadership fail to generate high
levels of group energy in that many officers believe their
prisons could be run better than they are at present.’ In
their assertion that they are too rarely shown appreciaﬁibn
for their best efforts, priscn officers participating in this
survey draw attention tc a seriocus shortcoming in the
Relationships Aspects of Leadership. It is a short-coming
typical of very many organisations, but it emerges as a seriocus
shortcoming in the prison organisatiens. Inspiraticnal
Leadership, at all levels, setting an example and articulating
some ideal of prisons service  could do much for morale ameng
prison officers.“

In the dimensions of Tenacious Striving and Enthusiastic
Striving relatively high levels are to be noted when compared
with other selected organisations. Prison officers indicate
that they can be relied upon to work with steady determination
to do a good job, even despite the many difficulties and
problems of working in prisons that are documented in this
Report. While the frequent verbal abuse by prisoners is
undoubtedly hard to take, it is probably an unavoidable
characteristic of the job, even if all the rules were
successfully enforced. * The morale of prison ocfficers - their
moral code - must ensure that they maintain always a civil
manner of addressing prisoners despite obvicus and extreme

provocation. {
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! Sense of Personal Reward among prison officers is lower
than that discerned in any other organisation in which this
researcher has conducted surveys.’' There is an immensely
strong perception that neither government nor the general
public recognise the importance of their work and in many
locations that they are not very much appreciated by their
local communities. While pay increases rarely boost morale
other than temporarily and superficially, they do have a
powerful effect in abruptly stopping a downward spiral in
morale, enabling other actions then to be implemented that
might strengthen morale on a firm basis.t! Sick leave policy
is one area where such action might be appropriate. ' The
present policy promulgated in 1986, possibly as an
administrative reaction to excessive "sickies", has the
effect of creating injustice to those prison officers whose
extended or multiple sick leave reguests are bona fide,

Recommendations include the urgent necessity for concisely-

stated, unambiguocus corporate objectives. It is further.
recommended that participatory procedures be developed for
officers to contribute to the formulation of appropriate
custodial policies in each institution, consistent with the
objectives and including a code of conduct. Several
recommendations relate to the management of prisons and to
the training of officers. There are recommendations also
relating to further research into the training and morale
of prison officers throughout Australia. jIt is recommended
that sick leave policies for prison officers be reviewed,
that welfare services for officers be marginally improved,
that there be improved public relations and recruiting
programmes, and that rewards and remuneration of New South
Wales prison officers be urgently considered by Government
before the close of this Bicentennial year.ﬁ
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INTRODUCTION

Chapter 1

This survey of Morale among Prison Officers in New South
Wales was commissioned and funded by the Australian
Criminology Research Council.! It was conducted with the
further support and encouragement of the Council and
Principal of the Armidale College of Advanced Education,
the New South Wales Corrective Services Commission, and the
Executive of the Prison Officers' Vocational Branch. The
survey could not have been completed without the willing
co-operation of the Superintendents cof each of the
participating institutions.

Personal appreciation is extended to the following persons
for their special assistance in furthering the work of this

project:

Ray Anderson Angela Gorta

Pat Armstrong Peter Hackett
Janis Baines Alan Knight
David Biles Janine McGlinn
José Byrnes Don Porritt
Barry Campbell Alan Pring

Gary Cook "". Lorraine Roberts
Terry Field Helena Smith

Ian Flynn Paul Smith

Shirley Goodfellow Leonie Witting
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The objectives of the research project have been:

1. To develop a Prison Officer Morale
Questicnnaire based on the researcher's
structured theory of morale.

2, To identify by P.0O.M.Q. and informal
group interviews the salient features
of the morale of prison cfficers in a
.sample of New South Wales Corrective

Services Institutions.

3. To make pertinent recommendations
based on the findings.

There have been no previous investigaticons in ARustralia of
morale among prison officers,

Two hundred years after Australia'’s oldest profession was
established on our shores it seems appreopriate that prison
officers should be the focus of some special investigatory
attention in this, Australia‘'s bicentennial year.

Search of the bibliographic Computerised Information from
National Criminological Holdings {CINCH) yielded little
evidence of pertinent literature:

Entries under "Morale" ~—cecmmmmmccmmmere— e e 10
Entries under "Morale", "Prison®" and "Qfficers" --Nil
Entries under "Stress", "Prison" and "Officers” -- 6

The very fact that there are no holdings under the key words
"Prison Officer Morale" weculd indicate that there is some
likelihood of the project making an original contribution to
knowledge in this field.

There 1s some small array of literature on stress among prison
officers. ' Both constructs "stress" and "morale™ are related.

Morale, however, is a relatively more positive term relating
to attitudes.!
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Emery's book has proved a useful introduction and guide for a
researcher with no previous experience of prison systems, and
gave some reassurance regarding proposed procedures,

In writing of "Police Employee Morale", Swanton concedes his

own looseness of approach, "... until a more rigorously derived
device is produced”". It is intended by this researcher that for
prison officers the P.0.M.Q should become such a device,

Further, Swanton suggests that

"Effective personnel branches do not wait for
members with problems to approach them, they
go out and ... identify broad spectrum
complaints and operate to resolve them."

"Organisations willing to surface low morale
and respond to it, ultimately improve their
morale, organisational climate, and hopefully
effectiveness."

This states well the basic ratiocnale for the research reported here,

With regard to the wider Australian and International literature
on morale in various organisations and the development of morale
theory, this researcher produces biennially a bibliography
available to others interested in this field.

The sample of participating institutions was designed to include
about 20% of the State's priscon officers in a representative
cross-section of institutions country and city, and of three
security classifications. Although, originally it had not been
proposed to the Criminology Research Council that Executive
Officers be surveyed, the very first preliminary visit to an
institution demonstrated that they should be included. Likewise,
a preliminary visit to a modular course brought forth the
appropriateness of including a prison farm and some of the special
units that support the work of the prisons. For logistic reasons,
for a researcher located in Armidale, the sample did not include

institutions south or west of Sydney.
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The eventual sampling, therefore, has been:

Maitland 44
C.I.P. 38
M.R.P, 39
M.R.C. 50
Parramatta 32
Parklea 24
Cessnock 53
Grafton 18
Mulawa 21
Norma Parker 7
M.T.C. 33
Glen Innes 11
Emu Plains 10
Officer Training School 5
Malabar Emergency Unit 14

This sampling yields the following pattern:

Maximum Security: 183 City 44 Country = 227
Medium Security: 21 City 71 Country = 92
Minimum Security: 40 City 21 Country = 61
Special Units;: 19 City —— Country = 19

263 City 136 Country 399

Within institutions, more detailed representative sampling in
terms of rank and experience was sought through preliminary
liaison with Superintendents and Roster Clerks. Availability of
staff was facilitated in some instances by the provision of
relief on overtime funded through the research grant. The final

sample of participating prison officers was comprised as follows:
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(i) Probaticnary Prison Officers - 34
Prison Officers 154
First Class Prison Officers - 76
Senior Prison Officers - 49
Executive Qfficers - 50
Qverseers - 21
Senior Qverseers - 15
Less than one year experience - 36
Cne to three years experience - 114
Three to six years experience - 61
Six to fifteen years experience - 132
Over fifteen years experience - 56

The entire project comprised several distinct, but sometimes
overlappihg, phases:

a) Development of a Prisen Officers' Morale
Questionnaire, based upon preliminary
visits to several institutions, review of
pertinent literature in the field of
criminclogy, parallel items where appropriate
derived from previous work by the researcher
in other corganisations, and consultation
with several prison officers for final advice,
on credibility of wording.

b} Preliminary visits to each participating
institution ' so that the researcher might gain
some familiarity with prison organisation,
and to explain the project te the Superintendent.
In most instances this visit also included

discussions with other custodial staff of various
ranks.
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C) Survey visit to the participating institution
for completion of the P.0.M.Q. by officers in
a face-to-face setting with the researcher,
and for informal group interviews. Often
because of the exigencies and patterns of
the prison organisation it was possible to
interview only one prison officer at a time.

d) Computer analyses of data from the P.0.M.Q.,
with the assistance of the University of New
England Computer Centre, and classification
of all interview comments according to the
structured theory of merale.

e) Compilation of draft report.

) Consultation with a panel of Superintendents
and Senior Prison QOfficers to discuss
appropriate recommendations arising from the
findings of the survey.

g) Confidential brief feedback to Superintendents
regarding response patterns from their prison,
and some feedback to the Chairman, New South

Wales Corrective Services Commission.

h) Presentation of final Report tc the Criminology
Research Council.

Just as with Webster's study of prison officers, this present
study involved prison officers in the development of the
questionnaire and the interview protocol. That protocol
comprises a simple array of leading questions, only several

of which were used at any one interview, for in the brief
duration available for informal conversations just one or two
such questions were sufficient to lead into and stimulate many
and varied responses as well as concomitaht questions. In

addition to the guidance of several prison officers, a major
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source for the questions lay in the literature review and
in comment by the public media of press, radio and television.
These interview guidelines as eventually determined were:

what else should I know?

What is it that most seriously lowers your
enthusiasm and commitment to the job?

"The system is run by the prisoners"?

Are you proud of being a prison officer?

Have you ever seen a prison officer
bashed, spat on, etc.?

How often have you seen prisoners hit
by prison officers?

Have you ever seen priscn cfficers
exercising great restraint and patience?

Much more time could have been spent on the informal
interview component of the research - but complete release
from duty for thirty minutes or more dces make considerable
demands upon the manning of a prison.Alsc the researcher's
28 days spent on the actual visiting of prisons plus
considerable travelling time was probably the maximum he
could commit during the year.

The participating prison cfficers revealed a deep cynicism
regarding surveys. There was very frequent comment along
such lines as:

"We're very cynical about these surveys.
We've seen them again and again and
they have no effects at all”.

"So many surveys - yet we never see an
end result - we never see a report -
hopes are raised and then nothing
comes of it - and this lowers morale®.
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Nevertheless there was evident again and again a thoughtfulness
of approach to the questionnaire and a patent honesty of intent
in answering. Most participants made obviously sincere efforts
to respond validly. It was the researcher's face-to-face

style that seemed to gain this distinct co-operation. There
was an evident contempt for qQuestionnaire surveys that involved
distribution by prison staff, casual collection and haphazard

return t¢o a never-seen researcher.

0f course, personal administration of the P.0O.M.Q. is time-
consuming for the researcher, but its advantages are vital:

a) Maximum item completion per questionnaire,.
Of 28,728 possible item responses, only 43
were omitted during this survey, i.e.
28,685 item responses were given, which is
a 99.85% completion rate.

b} Absolute confidentiality and security of
questionnaires when they are taken into

each prison and out again by the researcher.

c) The complete absence of pertinent or
impertinent comments on the questionnaires,
for all such thoughts can be discussed
directly with the researcher.

d} Participants can ask questions direct to
the researcher when they need clarification

of an item.

e) Mear enough to a 100% return of distributed
questionnaires. In this research project
only one selected officer declined to

participate {two declined to hand in their
questionnaires). The participation rate or

rate of return was therefore 99,25%




The P.O.M.Q. is a 72-item questionnaire, structured according
to a nine-dimensional construct of morale. 1In this regard the
P.0,M.Q. parallels a range of instruments previously developed
for use in such organisations as the military, nursing services,
schools, naval units, business and industry. For each of the

72 items there are four possible responses, one to be selected
each time by the participant in the survey.

The advantages of the gquestionnaire method are its economy and
its objectivity. It is really a standardised interview on
paper, in many ways. It can be given to large numbers of
people in a short time, and the results are usually able to be
compared to those obtained from other groups.

The disadvantages of the questionnaire are that it constrains

the participant within a fixed range of responses,

The advantages of the interview are that it provides face=to-face
credibility {and challenge) for the interviewer, and enables the
interviewer to follow leads thoroughly. '

The disadvantages of the interview are that it is time consuming
for large organisations, and it is dependent on the interviewer's
ability to classify and interpret the data. Further, the hearing
of a particular comment ten or twenty times can convey an
immensely strong impression, when perhaps a hundred or more

persons do not share the opinion expressed.

With regard to the guestionnaire, we need to acknowledge that

in some instances there may be one or two particular items which
refer to matters of such great impact upon the perceptions of
officers that those items have a relevance to morale out of all
proportion to that indicated by any mere statistical treatment
of the data. Indeed there may be some vital morale-related
matters that are not tapped in a questionnaire of even one
thousand items. The informal group interviews are therefore
important supplements to the questionnaire, because they

provide opportunities for the respondents to give particular
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emphasis, to ask questions and to introduce aspects not
otherwise covered. Informal group interviews, only slightly
structured beforehand, recognise that new issues and attitudes,
previously not acknowledged, may emerge and be further explored.

When comments from interviews are cited, it is important to
realise that such comments are not the rare or exceptional
comment. Quoted comments are those that are typical of many
similar comments. However, the validity of such comments

is not assessed by the researcher. It is assumed that, as
with questionnaire responses, the interview comments reflect
the perceptions of prison officers, and as such are directly
pertinent to morale. Perceptions create mcrale,

Your morale is a state of mind how you feel about things.

If your morale is ‘'high' you feel good about the organisation.
You are optimistic and work with enthusiasm and energy. You
feel that you are making progress. Low morale is the opposite.
You feel 'down’ and have a negative attitude towards your work,
The focus of this entire Report is thus upon the perceptions

of prison cofficers.

In addition to showing management how employees feel, surveys
give the employee the opportunity to say what is on his mind.

They enable him to communicate up the line. This can be

important because it tells management what the employee is
thinking, and it makes the employee feel better because he

is provided with the opportunity to get some things off his chest.
Morale surveys are alsc important because they indicate to an
employee that the employer is interested in him and his opinions.
Mcrale surveys have another advantage; they focus management's
attention on morale and its importance to the organisation,

making supervisors 'morale conscious®.

P.O.M.Q. provides an "exploratory operation”, identifying
matters that seem to be significant and which warrant further

investigation.
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The findings of the P.O.M.Q survey are to be interpreted

in terms of comparison and percentage of distribution of
responses. Patterns of response to the Questionnaire are
summarised in statistical terms, but there is no particular
"morale score" that indicates an absolute high or low.

Scores on one item are not to be compared with scores

on another item for the same group of officers. Rather

are meaning and perspective to be gained when the score

on one item is compared with the score on that same item
for other groups of officers or even for other

organisations.

Emery in Freedom and Justice Within Walls has put it

this way:

"... the investigator who studies only
one organisation is apt to interpret
phencomena as pathelogical when a
comparative study would have shown him
that they are endemic among all
organizations of the kind."

In the absence of data from prisons organisations in other
States or from overseas, and while there can be comparison
between and among the fifteen participating New South Wales
institutions, this study makes some comparisons with data

from nursing services and a naval submarine squadron. Both
are 24-hour a day organisations, Nursing services have a

responsibility for other persons usually confined to wards,
while a submarine is the ultimate in enclcosed and confined

environments,

There are numerous graphs and statistical summaries provided

in this Report. The graphs provide a basic visual impression

of the gquestionnaire response patterns and should be studied
carefully. At times, letters (e.g. CA, LR) are used on
these graphs. Their meaning becomes apparent by studying
the chapter of this Report covering "Conceptual
Understanding of Morale”.
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The graphs show indices of morale for each of nine
dimensions of morale, The morale indices range from
1.0 {lowest) to 4.0 (highest).

The "Valid Percentages" tabulations show the distribution
of responses across the four possible responses on each
of the 72 items, from Response 1 (lowest) to Response 4
{highest)} in their relevance for morale. These
tabulations present the data in a very useful way.

It is important to note that the three Leadership
dimensions relate to leadership at all levels, not just to
the leadership of the Superintendent.

Data was constantly and incidentally cross-checked by
virtue of the fact that just on 400 prison officers were
consulted in a wide variety of time and place. Again
and again the central themes of their main concerns and
attitudes emerged. This Report provides a complete
statement of data arising from the research project,
together with a brief array of recommendations.

The length of the Report is due mainly to the inclusion
of.interviewee comments - not every one of them, but a
numercus array such as to cover every variation of morale-
relevant comment that was offered. That so many comments
are negative is in the nature of a project that has a
cathartic, letting-off steam function for participants.
When considered along with P.0.M.Q. responses this
provides thought-provoking feedback to management.
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CONCEPTUAL UNDERSTANDING OF MORALE

Chapter II

Cellins' Concise English Dictionary tells us that morale is
the degree of mental or moral confidence of a person or group.
The more thorough definition given by Webster's Dictionary

has found ready acceptance by several investigators of the
moerale phenomenon:

"A confident, resolute, willing, often self-
sacrificing and couragecus attitude of an
individual to the function or tasks demanded
or expected of him by a group of which he is
part, that is based upon such factors as pride
in the achievements and aims of the group, faith
in its leadership and ultimate success, a sense of
fruitful participation in its work, and a devotion
and loyalty to other members of the group".

Society has created Corrective Services or prisons to fulfil
certain purposes. Morale ties organisational dynamics to
goal achievement. Morale is a reflection of how one feels
about things. It is sometimes more a matter of subjective
perception than of objective fact. Thus, in the same actual
situation, one person may perceive that situation favourably
and another not so favourably. The same leadership may generate
in one person an enthusiastic striving while in another it
generates nothing. Morale is to some extent a product of the
personalities of group members and their mutual compatibility
in goal striving.

High morale in industry, in sporting teams and in the military
is characterised by faith and pride in the group and its
leadership, commitment to the job in hand, enthusiasm and

persistence, confidence and cohesiveness.

Morale is something more than complacent job satisfaction.
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Low morale is indicated by apathy, indecision or insecurity in
the majority of group members. Objectives are neither perceived
as being of vital importance, nor felt to be shared by members
of the group. There may be little faith or pride in the group,
the individual may feel to be of little significance in the total
situation, and leadership is ineffective. Low morale can easily
be a feature of large bureaucracies, both public and private,
where output is difficult to measure and contribution to overall
result is not readily seen, where top management is remote,
where rules and regulations governing behaviour are abundant,
where there is little, if any, scope for initiative, and where
every employee is made to know his place by a system of
classification which creates status without necessarily
requiring accompanying skills,

Sometimes we can fall into the all too easy error of confusing
satisfaction with morale. Satisfaction is important in
organisations. It probably has potential for contributing to
morale, but our semantics (if not also our logic) are vague or
confused when we equate satisfaction with morale. Indeed, it
is salutary to note in the Appendices to this Report the
distinct lack of statistical significance in the correlation
between Mean Morale and Personal Reward, PR being near enough
in this context to job satisfaction.

Satisfaction, per se, indicates that an individual likes a given
situation and to some extent is content to stay in thatsituation,
Concern by individuals for too much of their own satisfaction
could limit their effectiveness in achieving organisational
purpose. Morale, on the other hand, is a predisposition to make
extra effort in striving to achieve organisational goals.
Satisfaction derives from past events, whereas morale looks

to the future,

Morale has been mentioned sometimes as a "construct". A
concept is generally understood as being an idea or category
embracing objects or abstractions that can be readily

classified together. A construct on the other hand, is more
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complex in that it is a synthesis of some simpler ideas put
together systematically. Morale is such a synthesis. Morale
is a structured aggregate of attitudes and behaviours rather
than a homogeneous psycho-social concept. Therefore it is
possible that one single item may be validly judged as relevant
and important to the assessment of morale and to a dimension

of morale without it necessarily having a response pattern
consistent with response patterns on other items.

The proiject reported here is based upon a view of morale as

a construct comprising nine dimensions. These dimensional
categeries can be seen to reflect group, leadership and
individual aspects of organisational morale. This theoretical
approach developed in Australia is consistent with recent work
reported overseas.

Morale is so directly pertinent to a sense of purpose and
commitment to the job that morale cannot be high when
organisational objectives are either unknown or ignored.
Further, for there to be a cchesive unity of purpose, those
objectives must be seen to be based on commeonsense and reality,
yet at the same time they should lift the aspirations of
organisational members. Such objectives are usually developed
by a combination of consultation and indoctrination through
training. They must be concise and vivid.

The nine dimensional model reminds us that high morale in
respect of one aspect of morale is no necessary guarantee of
high morale in respect of another aspect. The nine dimensions
may be understood as follows:
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MORALE OF COHESIVE

PRIDE IS A REFLECTION OF THAT

OF CO-0OPERATICN AND

UNITY WHEN MEMBERS OF A GROUP FEEL

THAT THEY ARE WORKING TOGETHER TOWARDS ACHIEVING
WORTHWHILE OBJECTIVES.

Attraction to

the group and the organisation (CA)

Pride in group's achievements

Worthy objectives and purposes

Friendship and mutual respect among members
Experiences shared together

Prestige and reputation of the organisation

Unity of purpose {(CU)

Commitment to

shared sense of purpose

Clarity of goals and procedures

Confidence in
Resistance to

group's future
disruption of the organisation

SENSE

Willingness to place personal interests aside for the
good of the organisation

Quality of teamwork (CQ)

Co-operation and mutual support
Well developed team skills and co-ordination

Confidence in
Contributions

reliability of fellow members
mutually valued

MORALE OF LEADERSHIP SYNERGY IS THE BASIS FOR GROUP

ENERGY GENERATED AND RELEASED AMONG MEMBERS BY

ORGANISATIONS LEADERS.

Task aspects of leadership (LT}

Confidence in
Excellence of

leaders' knowledge and skills
leadership decisions

Leaders clarify goals, policies and procedures

Relationships

aspects of leadership (LR}

Leaders share
Consideration
Encouragement

information with members
and supportive concern for members
of effort and initiative

Leaders give credit for jobs well done
Compatibility of attitudes shared by leaders and members

THE
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Inspirational aspects of leadership (LI)

Leaders' ability to express the ideals and appeal
to the hearts of members

Committed, confident, enthusiastic leadership

Exemplary beliefs and behaviour of leaders

Leaders vigorous in seeking to achieve organisation's goals

Leaders' optimism for the group's future

Leaders' ability to create a sense of order in situations
of uncertainty.

MORALE OF PERSONAL CHALLERNRGE IS A REFLECTION OF
ENTHUSIASM AND PERSISTENCE, AND THE POSSIBILITY OF
PERSONAL REWARD OR SATISFACTION TO BE GAINED, 1IN
PURSUING THE ORGANISATION'S OBJECTIVES.

Tenacious striving (PT)

Steadfast in seeking to achieve group goals
Persistence in enduring stress and difficulty
Resolute determination and sense of duty

Obedience to the goals and ethics of the organisation
Belief in the importance of one's own rocle

Enthusiastic striving (PE}

Cptimistic and confident

Adventurous, zestful, energetic involvement
Enjoyment of challenge

High levels of aspiration

Shows initiative

Sense of personal reward (PR)

Recognition and appreciation of efforts is shown by others
Pride in skills and sense of progress

Status obtained through membership

Personal benefit is gained from membership

Personal satisfaction and pride in a job well done

Morale can be significantly lowered or heightened by any one or
more of these considerations, according to the group membership,
its task, or the particular working environment, in ways that
cannot always be predicted. As always when dealing with people,
the permutations and combinations of possibly relevant factors
are imponderable. Nevertheless, there are some rule-of-thumb
generalisations that seem to emerge frequently in morale studies
and some of these are worth noting here. Loss of morale can be
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slowed down by recogniticn and reward (PR}, by evidence of
competent leadership (LT} or good relationships established

by leaders (LR}. Morale can be consolidated by indoctrination
and the internalisation of ideals (CU, PT). Morale can be
engendered through the shared attitudes and comradeship of

group members (CA), by their training in working together {CQ},
by visionary or exemplary leadership (LI} and by the perscnality

of persons selected as members {PE).

It is the understanding of the morale construct outlined in
this Chapter that has gquided the research project here reported.
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SUMMARY OF FINDINGS

Chapter IIIX

The morale of prison officers in New Scuth Wales is low.
However, there certainly is a notable tenacity and committed
enthusiasm among officers in pursuing their duties. They
believe firmly in the importance of the work they do, despite
a grievous lack of recognition by the general public and the
government.

Those in the basic rank of Prison Officer exhibit the lowest
overall morale of all ranks of officers working in the prisons
of New South Wales. Among those officers working in minimum
security priscns and in special units of the Corrective
Services Department the levels of morale are noticeably

higher than is the case among those working in medium and

maximum security institutions.

This Report on morale presents the world of the prison
officer through the perceptions of the prison officer.

Cohesive Pride is not high among prison officers in New
South Wales., Attrition rates indicate a low level of
Attraction to the Organisation on the part of a significant

number of officers., For some it is an occupation of last
resort and they are seeking other Jjobs with somewhat less
associated stigma. For others the salary levels are such
that they are seeking similar positions in other States.

Three quarters of participants in this survey indicate that
they have a strong belief in the importance of their work.
Yet, there is not a high level of pride in their vocation.
There are those who earnestly wish they could be proud, but
there is deeply-felt doubt about the good reputation of their
institutions. There is no certainty displayed by officers

cn the gquestion of respect for their fellow cfficers. Some
few are perceived by their concerned colleaques as quite
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unsuitable persons to be prison officers. Nevertheless,
the majority of participants in this survey impress one
as decent average citizens trying to do a difficult job
in a responsible manner,

Attraction to an organisation is, in part, a product of
the organisation's perceived success, It has become
apparent throughout this survey that success in prisons
must be measured on a scale that highlights small gains,
rather than total reform. Only thus can pride begin to
grow as prison officers contemplate their role and

achievements.

Unity of Purpose is particularly lacking. Officers

experience a considerable sense of role conflict, due to
seemingly contradictory expectations of how they should
behave in carrying out their duties. Role senders who
lack custodial experience appear to carry undue influence
at times.

The primary goal of prisons is to hold in custody those
sent there by the courts. This goal as it is achieved
by the prison officer may be summarised in terms well
expressed by Thomas;:

"In the real world of prisons, the burden

of carrying out this task rests on the
basic-grade uniformed officer. This is

his role, and it cannot be combined with

a reformative role. The perennial reality
is that the officer has to spend most, if
not all, of his time in custodial tasks -
checking bars, counting knives, locking,
unlocking and supervising prisoners.
Although this is a repressive role it need
not be performed in a cruel or viciocus way.
Officers who are aware of the complexities
of criminal behaviour and conscious of the
effects of institutionalisation, can treat
prisoners with courtesy and kindness without
custody being undermined. But this does not
mean that he has a reformative role in any
sense." (p.220)
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"The extent of a uniformed officer's involve-

ment in reform is that he should be sensitive

to the complicated fabric of the prisoner's
situation: conscious of the complexity of

a background which propelled him into crime,

aware of the effects of the experience of
imprisonment during and after sentence, and
knowledgeable about such organisational

resources as can be called upon to aid the

process of reformation.™ (p.210)

Among prison officers participating in the survey there was

a basic sense of responsibility to the community-at-large,

a recognition of their responsibility towards the inmates,
some considerable dismay at laxness in the prisons system and
an understanding that their custodial role is also a
protective, helping and controlling role. There lies one
basis for a corporate unity of purpose.

However, there is no awareness or recognition of a well-
defined set of corporate objectives. The Commission's
strategic statement of purpose is dysfunctiocnally unwieldy.

Objectives must be succint, vivid and constantly high-lighted.
At the same time as they are realistic, they must also lift
the aspirations of officers in the fulfilling of their

duties. A sense of mission is no triviality. It is the

very basis upon which to build morale.

Policies, indicating how objectives will be achieved, may
be developed out of a concise statement such as:

"To confine persons sentenced to imprisonment
in a humane and disciplined manner, at an
appropriate level of security.

To maintain prisoners' health and well-being.

To assist prisoners to become more responsible
members of the community upon their release -
usually through personal development and
education." -
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Training will then foster commitment to such objectives, not
only initial training but also during induction in the
prisons, during on-the-job training and during modular
courses. Training and an internal public relations
campaign are needed to develop awareness, understanding,
loyalty and commitment in regard to such objectives.

Inadequate unity of purpose is evident also in that while
many officers believe in their own reliability in fulfilling
routine duties, mutually they have some doubt whether their
colleagues have this same strong sense of duty. This does
not augur well for Quality of Teamwork, and indeed there is

evidence of perceived lack of mutual support among
colleagues. Although teamwork in any setting demands an
adherence to basic rules, there are reports of less than
firm discipline and scme disregard of rules and regulations
that tends to be destructive of good teamwork. The one
source of evidence of the potential for consistently good
teamwork is the strong belief by virtually all prison
officers that they respond well when called upon for a
special effort or during emergencies.

The lack of consistency in rulings by various superior
officers creates problems. In a-24-hour organisation with
varying rostering patterns, ccnsistent standard operating
procedures are especially important. Greater consistency
is surely possible without denying a threshhold of
discretion in particular situations. There is a deep
resentment at an alleged lack of back-up support by
Executive Officers, and sometimes Senior Prison Officers,
on routine decisions that are made by base grade prison
officers. There is a crying need for mutual awareness and
appreciation among all officers for the importance of each
job and each level of responsibility in fostering effective
teamwork.
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Leadership synergy, or group energy generated by leadership,
is not high. Task Aspects of Leadership fail to generate

high levels of group energy in that many officers believe
their prisons could be run better than they are at present.
Rules are said to be bent or waived, and there is a perception
that, to the highest levels, prison administration in this
State is cowed by an implicit threat of priscner confront-
ations or worse if rules are enforced. 1If such subjective
perceptions are objectively inaccurate there is a pressing
need, as possibly with other aspects of management, for an
internal public relations and information programme to

redress the misconceptions.

Good conduct for the purpose of remission is seen to be not
something distinctly recognisable as good conduct, but
rather the absence of officially recorded bad conduct. The
implications of this state of affairs are considerable in a
situation where officers' reports are reputedly at times
ignored, and when officers are thus implicitly (or even
explicitly) discouraged from submitting reports.

The summary powers of Superintendents to deal wisely and
effectively with a range of minor offences, such as infringe-
ments of prison rules, have been brought into question on
legal grounds. This has brought about an understandable
hesitance or reluctance to deal forthrightly with some

reports by prison officers. There is need at times for those
reports to be more carefully compiled consistent with required
rules of evidence, and there is need for reform that would
unambiguously identify and bolster the powers of the Super-

intendents' jurisdiction on certain matters.

Concurrent sentences te do time for offenceg committed in
prison do nothing to encourage good behaviour or to maintain
respect for the prison system.

As justifiable privileges have been introduced for prisoners,
the supervisory tasks of prison officers have become more
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difficult (e.g. in stopping the transfer of drugs during
contact visits). As privileges have come to be unjusti-
fiably claimed as rights the difficulty of the prison
officers' work has increased. Not only has their work
thus become more difficult, but officers have come to
question even the propriety of some basic privileges,
Privileges that become accepted as rights lose their
value as a stimulus to good behaviour.

The inability of the Commission to recruit sufficient
suitable staff contributes considerably to the ‘difficulties
of Superintendents in manning their prisons and running
them optimally as they would wish.

Existing systems of communication for a 24-hour a day
organisation seem to be not particularly efficient, Staff
indicate they are not kept well informed about what is

going on in their institutions, and that Commission policies
are not well explained to them. Rostering over-all is
considered to be equitable and competent, but there is

some suggestion that it may occasionally be used as a device
for favouring or disadvantaging particular officers.

The experience and expertise of officers, they believe,
could be used more effectively for the good of their
organisation. Probably 90% desire to participate in some
aspects of prison management, but not often are experienced
officers encouraged to participate in the formulating of
institutional policies. There are perceptions of staff and
line ahbiguity at upper echelons, with more credence given
the opinions of staff experts who share no custodial
experience than is given the opinions of experienced
custodial line officers. There are associated perceptions
of a Head Office lack of empathy with the working day
realities of prison officers. Leadership at every level

is perceived too often by prison officers of every rank as
not being as competent as it might be. Confidence in
leadership is essential for high morale.
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In their assertion that they are too rarely shown
appreciation for their best efforts, prison officers
participating in this survey draw attention to a serious
shortcoming in the Relationships Aspects of Leadership.

It is a short-coming typical of very many organisations,
but it emerges as a serious shortcoming in the prison
organisations.

Over-ruling by more senior officers, if sometimes a necessity
in any organisation would probably be accepted with greater
understanding if the reasons could be explained to the more
junior officers. For their part, these base-grade officers
must accept more readily that one of those reasons is linked
inextricably to the responsibility of persons carrying a
higher rank and possessing a broader perspective, as well

as being linked at times to shortcomings in their own
on-the-spot, or even heat-of-the-moment decisions. One of
these shortcomings, exacerbated by already low morale, may
be an excessive literalness at times in their adherence to
instructions, Even so the related lack of back-up that is
perceived when something goes wrong that is not the prison
officers' fault, is more noticeable than in comparable
organisations. Perhaps just too often is fault attributed
and support withheld when an officer on the spot has done
his level best in making a decision in some difficult
situation.

That communication problems do exist between non-commissioned
and commissicned personnel emerges all too clearly. It is
unfortunate that prison officers perceive many of their more
senior personnel &s not having a dedicated belief in the
importance of their work, and as not possessing those
exemplary qualities that might inspire enthusiasm.
Inspirational Leadership, at all levels, setting an example

and articulating some ideal of prisons service could do
much for morale among prison officers. The man-management

skills of some officers with superviscry responsibilities
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appear to be in need of improvement. Given their undoubted
belief in the importance of their work, training could do
much to alleviate this situation, The existing modular
courses, while being well-organised and obviously bringing
forth sincere effort by the participants, are just not
enough.

A further aspect of leadership relations, at the level of
the prisons system, is that welfare services available to
prisoners are considered to be in great contrast to those
available to prison officers. Prisoners are perceived as
being treated better and having their requests met more
promptly than is the case with Prison Officers. It is
likely that it is the contrast, just as much as the actual
lack of services, which is upsetting to prison officers.
If this is the case, a marginal increase in actual welfare
services to officers but with considerable effort to make
those services highly visible would go a long way towards
easing this difficulty.

As noted in this Report, participants usually respond more
positively about themselves than they do about colleagues

or organisational leadership. This is one reason why on

any one item or dimension of P.0.M.Q. the appropriate
comparison is with other groups on the same item or dimension.
Thus, in the dimensions of Tenacious Striving and Enthusiastic
Striving relatively high levels are to be noted when compared
with other selected organisations.

Prison officers indicate that they can be relied upon to

work with steady determination to do a good job, even despite
the many difficulties and problems of working in prisons that
are documented in this Report. Qualities considered
appropriate in recruiting prison officers are a calm
temperament, some sense of humour, readiness to be firm when
necessary, some maturity of life experience and lots of

common sense - for while there are many co-operative and
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stable prisoners, officers have also to interact daily

with those who are quite definitely neither sincerely
co-operative nor stable. After all, there can be few in

a prisoner population who are happy abcut being locked up,
and it would be unreasonable to expect their wholehearted
co-operation. The staff is heavily ocutnumbered in prisons
by persons whose record is often a record of deceit,
depravity, aggression and brutality. This working environ-
ment places streéessful demands upon those who serve the

community as prison cfficers.

While the frequent verbal abuse by prisoners is undoubtedly
hard to take, it is probably an unavoidable characteristic
of the job, even if all the rules were successfully
enforced. The morale of prison ocfficers - their moral ccde
must ensure that they maintain always a civil manner of
addressing prisconers despite cobvicus and extreme

provocation.

A distinct majority of officers claim toc respond well to
the challenges of their work, and have not lost interest
in their job {although overall morale is at such a level
that many more are on the verge of losing interest}. Most
believe that they strive to achieve what they best under-
stand to be the objectives of Corrective Services. They
believe they are reascnably dedicated and enthusiastic.
Many feel confident enough to take over the duties of their
immediate superior in an emergency. Most prison officers
are willing to work hard to improve their competence,
However, aspiration for promotional advancement is dis-
couraged by the prevalence of anecdotes regarding
"cronyism®. Some officers need to realise, of course,
that such patterns of nepotism in preferment are certainly
not confined to their own organisation;,; but thig does not
make the practice any more acceptable. In some instances,
toc, the anecdotes are simply a cover for failure to gainm
promotion on merit. Some concern is expressed regarding
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access to modular courses, and there is also a concern
that interview performance rather than on-the-job

competence is a prime criterion for promoticn selection.

Sense of Personal Reward among prison officers is lower

than that discerned in any other organisation in which

this researcher has conducted surveys. There is an
immensely strong perception that neither government nor

the general public recognise the importance of their work
and in many locations that they are not very much appreci-
ated by their local communities. Media commentators have
tended to contribute in recent years to compounding the
stigma or lack of prestige associated with the work of
prison officers. bDespite the lack of prestige in the job,
however, most officers believe their families respect their

involvement in this vocation.

70% indicate that they are not given a fair go by their
Department. Head Office attention to prison officers’

queries and requests is inadequate in the experience of
a number of prison officers. They are the lowest paid

prison officers in Australia.

While pay increases rarely boost morale other than
temporarily and superficially, they do have a powerful

effect in abruptly stopping a downward spiral in morale,
enabling other actions then to be implemented that might
strengthen morale on a firm basis. Sick leave policy is one
area where such action might be appropriate. The present
policy promulgated in 1986, possibly as an administrative
reaction to excessive %sickies™, has the effect of creating
injustice to those prison officers whose extended or multiple
sick leave requests are bona fide. |

Morale overall is low,
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COHESIVE PRIDE: Salient Findings

Chapter IV

The more salient or significant findings froem P.0O.M.Q. can be
determined comparatively by examining response patterns,prison
by prison. It can be determined arbitrarily on the basis of
mean morale score or the percentage patterns of response
across an available four coptions on each item, The salient
findings can be determined also by seeking contrast with
response patterns from other organisations. Each of these
approaches is used here to identify the salient findings,
supported extensively by the numercus pertinent comments

from the informal group interviews.

A distinct majority of prison officers in this research sample
from New South Wales indicate that they believe strongly in

the importance of their work as prison officers (Item 3). They
believe they are usually reliable in fulfilling their routine
duties (Item 12}, and believe that they respond well when

called upon for a special effort (Item 19), or during emergencies
(Item 23). There is a tendency to believe that officers in
other prisons would rate the total staff of their institution

as good enough (Item 17), and they perceive among themselves

a good sense of humour even at difficult times (Item 22).

These positive questionnaire responses are counterbalanced

by responses suggesting that there is quite some doubt among
most whether their institution has a good reputation for its
firm but fair discipline of prisoners (Item 4). There is a
strong assertion that there are contradictory expectations of how
they should behave in doing their duty (Item 16), and a pattern
of perception indicating lack of support among colleagues

with whom they work (Item (21). Generally, the responses
indicate disagreement with the proposition that all prison
officers contribute to the achievement of the Commission's
objectives (Item 9).
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MORALE POSITIVE ITEMS:

ITEM  MEAN MORALE

40X OF PARTICIPANTS

63% OF PARTICIPANTS

SCORE ABOVE INDICATE EXTREME INDICATE POSITIVE
3.20 POSITIVE RESPONSE RESPONSE
{1.E. RESPONSE NO. 4} (LE. RESPONSES NOS. 3 & 4}

3 3.71 78% 95% *
12 - - 74%
17 - - 70%
19 - - - 76%
22 - - 73%
23 3.26 46% 85%

MORALE NECATIVE ITEMS:

ITEM  MEAN MORALE

40X OF PARTICIPANTS

65% OF PARTICIPANTS

SCORE BELOW INDICATE EXTREME INDICATE NEGATIVE
2.00 NEGATIVE RESPONSE RESPONSE
{1.LE. RESPONSENO. 1) {1.E. RESPONSES NDS. 1 & 2)
4 - 47% -
g - - 72%
16 1.69 43% 89%
21 - - 74%

TABLE 1




_31_
Some comparison of questiconnaire response patterns among
submariners, nurses and prison officers reveals a picture
along the following lines in the morale dimensions of
Cohesive Pride:

78% of submariners and 76% of nurses
indicated a lot of respect for each
other, but only 39% of prison officers. (Item 1)

80% of submariners and 79% of nurses

indicated that they are fairly proud

or very proud of their vocation. Only
. 59% of prison officers have this pride. (Item 8)

8l% of submariners and 86% of nurses

indicated a belief that most or all of

their celleagues have a strong commit-

ment to fulfilling their duties. Only

63% of prison officers indicate this

level of belief. (Item 11)

95% of submariners and 80% of nurses

indicated that their colleagues get on

very well together but only 60% of

prison officers. {Item 24)

In the dimension of Attraction to the Group, Maitland,
Glen Innes, Emu Plains and M,T.C. rank highest of the prisons.

In the dimension of Unity of Purpose, Maitland, Norma Parker
r

Glen Innes and M.T.C. rank highest of the prisons.

In the dimension of Quality of Teamwork, Maitland, Emu Plains,
Norma Parker and Parklea rank highest of the prisons,
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In considering the dimension of attraction to the group,
attrition rates are of considerable significance., The
Prison Officers' Vocational Branch has reported an
attrition rate currently at 30 per month, which is over 20%
per annum. This is comparable with a 1969 attrition rate
of 20% documented in the Nagle Report. It is interesting
to note in that report a steady decline in attriticn over

the subsequent seven years: 1970: 21%
1971: 13%
1972: 14%
1373: 16%
1974: 10%
1975: 9%

Qfficial figures provided on attriticn by the New South Wales
Corrective Services Commission for recent years are:

1985: 11ls
1986 16%
1987: 13%

Comparable attrition rates for the Royal Australian Navy and
the New South Wales Police Department have been obtained in

order to gain some perspective on prison officer attrition.

R.A.N. Police
1984 12% 3%
1985; 13% 3%
1986: 13% 1%
1¢87; 13% 5%

Commenting on morale and attrition, Michael Yabsley asserted
in the New South Wales Parliament (23/11/87):

"Little wonder in a vocation where morale
has been destroyed, where the best are made
to feel they are the dregs, and assault is
inevitable, that the attrition rate is
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unprecedented., Little wonder that the present
enrolment in the prison officer training
school is five™,

Several times the interview sessions with participants gave
rise to the subsidiary question, "What are the good things
about being a prison cfficer?”" Quite typically, a common
reply was “"There's nothing®.

The researcher was informed again and again that "Lots of
officers are trying to find other jobs".

Many prison cofficers are in the job for the overtime money or
even just so as to have a job. It is a calculative
orientation - it is just a job. For a large number at present
there is minimal attraction to it as a career, little notion
of commitment or idealistic service, and so the likelihcod is
not great that morale should be high.

Several prison officers expressed concern that the Commonwealth
Employment Office sends to Corrective Services those who cannot
get a job elsewhere., Wwhether this is true, true just
occasionally, or not at all true is not the point. The point
is that there are perceptions that being a prison officer is a
vocation of last resort. '

Yet, for all of these comments, it is important never to lose
sight of the percepticons ©of that probably less cutspoken 78%

who believe strongly in the importance of the work of prison

officers, as documented here in Table 1.

There were comments in interview that:

"The Department will do nothing to help with
problems of unsuitable staff.”

"The Commission's concern is more with quantity
rather than gquality of staff - a realistic
salary could alter this.”




T34-

"Commonsense and maturity are necessary.
It really is a dangerous job."

"Many of those recruited as prison
officers seem not to be suited - some
are prejudiced too openly about ethnic
groups - some are just too young - a few
are ambitious because of the power it
gives them - loud and aggressive"”.

The desire to have a service of which they could be proud

was so sincerely evident so often. One prison officer
explained, "We don't see an end result, and sco it's not

easy to have pride in what we achieve®”, 1If this is in any

way a widespread perception, then it must be altered so

that cognisance is taken of small gains in relationships with,
and the rehabilitation of, prisoners. B2An "end result™ cannot
sensibly be a fully reformed character, but there are numerous
steps along that path each of which can be identified as a
small gain, the achievement of which can yield pride to both
prisoner and prison officer.

For reasons noted later in this Report, the wearing of
uniforms in public is not a preferred practice by prison
officers. However, when they receive a directive Do not
wear your uniform when you visit Head 0Office”, the
subliminal message has been that their superiors have no
desire to be associated with priscn officers.

Unity of purpose is a central feature of morale., Cohesive
pride 1in any organisation is built and grows around its

mission and objectives. As revealed in the P.0O.M.Q. responses,
there is a major difficulty in this regard among New South
Wales prison officers. Their typical comments are:

*We don't know the objectives of
Corrective Services",

"How can you support the objectives of
the Commission if you don't know what
they are?"




-35=

"Some of the objectives aren't too realistic -
we'd like to support them, but we just slip
around them".

"Most P.0's have nc idea of what the
Commission's objectives are or what they
are intended to achieve™.

"Objectives have been changed a dozen times
since I've been a prison officer”.

To be sure, objectives that are changed frequently can only
create confusion, and a sense that they are mere surface
dressing-up, perhaps even a trivial formality of organisation.
Yet, sense of purpose is no triviality. Nagle, in a paragraph
where he mentions the low morale of prison officers, comments

on "--- a lack of purpose among them”,.

Objectives should be spelled out loudly and clearly -
frequently. They should be concise and compact, capable of
being grasped in their totality in the minds of organisational
members. Usually five distinct statements are encugh in this
regard.

If "objectives" are inconsistent with the ingrained,
experiential understanding of prison officers - objectives
developed in vacueo as it were - then they will be ignored,
unless a successful program of indoctrination can alter that
ingrained understanding.

The Strategic Statement of 1987 gquite properly asserts that’
"Achievement of the objectives in this Strategic Statement
will reqguire the commitment and dedication of all staff,

One person can make a difference".

That Strategic Statement happens to have sixteen separate
categorised sets of objectives, missions or goals that cover
at least 114 separate objectives. It is not a document that
gives prison officers a sense of purpose.

However, during the researcher's visits to prisons he did
come across a statement of objectives that meets the require-
ments of being concise and consistent with prison officers’
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understanding, at the same time as it fosters a sense of
mission and aspiration. This statement is a model for what
is needed, out of which can be developed appropriate policies
for the achievement of the objectives within particular

institutions:

"To confine persons sentenced to imprisonment
in a humane and disciplined manner, at an
appropriate level of security.

To maintain prisoners' health and well-being.

To assist prisoners to become more respensible
members of the community upon their release -
usually through personal development and

education.”

Hemphill, at the Bicentennial Congress on Corrective Services,
mentioned the need for vitalisation and commitment of staff,

Given the current minimal standards of entry and given the
many negative aspects of the job, there is a need for a
thorough pattern ¢f training that also has a strong
motivational component aimed at commitment to clearly defined,
succinct objectives such as those outlined above.

Interview comments by prison officers often revealed

commitment and potential for commitment in such remarks as:

"Training must tell trainees what they
represent: the justice system of our
State. It's an important responsibility.
They need to appreciate their role and
wear their uniform with pride - set an
example of integrity and commitment. They
must be taught their responsibility to the
crims.*®

"Most blokes here are good - they want to
learn - and will give it a go."
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"I like being able to help other people.”

"We Jjust collect our pay and do our hours,
If the Commission dcesn't care, why
should we? But we wish we could do a
good ijob."

"We're doing this for the protection of
the community."”

"This is a responsible job. We're
responsible to the public.”

"You can't treat them like animals - we
must be humane - they need visitors from
time to time - but contact visits do
create problems with drugs.®

"We're concerned over laxness - drugs,
weapons, money coming in from day release.
You know it can be transferred to the C.I.P
in a plastic bag in the porrige.”®

"We see the shortcomings - all we can do is
hold these people - no way we can get into
their rehabilitation - we live face to face
eight hours a day with these people - all
we do is hold them and feed them.”

"We come in with high hopes - but scon learn
that all we can do is unlock gates and
muster prisoners and see no one escapes.

We learn that the system lacks discipline.”

Thus are the beginnings of commitment destroyed.

"There's insufficient respect for the rules
and regulations and for the rank of senior
officers.”

"Some of the younger cofficers scmetimes Just
don't care, and some will want toc stand and
argue over an instruction given tc them.”

"Over the years there has been a breakdown
between the baggies and the executive.
You can't relate to the hierarchy any more."

"Loss of respect for position is due to the
influence of the union. We resent the
economic effects of geoing on strike. Action
against less extreme members of the union was
scandalous - such as smashing car windows."
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"Some prison officers too often drop a hint
to prisoners about a search that's on."

This concern among many experienced custodial personnel
regarding the less than firm discipline among prison officers
was mentioned in virtually every prison. Discipline might be
satisfactorily defined as the subordination of immediate
impulses to the over-riding influence of a sense of purpose.
Many prison officers loock to the Officers’ Training School
to produée this unity of purpose, but there are widespread
reservations about the suitability of training staff. Their
alleged lack of up-front custodial experience was often
mentioned. There was resentment against their gaining of
promotion outside of face-to-face prison work, and the
suggestion that they are persons who really do not wish to be
prison officers. 1If the perception is accurate, there is
need for changes, for training personnel are early role-models.
Their depth of experience in custodial work is vitally
important for their credibility. If the perceptions are
inaccurate, there is urgent need for an internal public
relaticns campaign to convey the truth of the situation.

Some comments raised the suggestion that there is a lack of
on-the-job induction over a period of several months during
probation. This induction is important in the consolidation
of knowledge about prison routines and ir the development

of a clear sense of one's role as a prison officer. While
the week as supernumery is when Probationary Prison Officers
are supposed to learn the routines of a particular prison,
there has been some evidence that this responsibility of
senior custodial staff has been honoured more in the breach
than in the observance. 1In regard to role clarity, one hears
often enough an allegation that Probationary Prison Officers
are told, "Forget what you learned at college®.

Killion reported that, "Considerable concern was expressed



-39-

by some Staff Developmént personnel that desirable
effect of formal training on recruits' approach to
prisoners was rapidly reversed by informal (if, at
times, well organised} “"ccunter-~training® once the new

recruit was placed in a prison”,

He and his fellow investigators reported a review coverseas

of seventeen correctional cofficer training programmes, where
there emerged a pressing requirement for systematic needs-
assessment as a basis for the design of training programmes.
Rightly, they focused on the need to create congruence

between the ideals of the training school and the daily
realities of the work role. There is a continuing

necessity to monitor these features in any training programme.

Nevertheless, with regard to suggestions of “counter-training®
in the prisons, it is this researcher‘'s impression that

any on-the-job variation in role and behaviour, from what

is taught in the school, is due rather to the prison

officers' adaptations to reality - an understandable

process, and a common one in such professions as nursing

and teaching. In the literature of criminolegy is an

article by an academic in the U.S.A. who became a poclice
officer in order to gain a practical perspective on his
subject. In "A Professor's Street Lesgsons", Kirkham

has this to say on his own adaptation to reality:

"I grew weary of carefully following
difficult legal restrictions, while
thugs and hoodlums consistently twisted
the law to their own advantage. -—---

As a university professor, I had always
sought to convey to students the idea
that it is a mistake to exercise
authority, to make decisions for other
people, or rely upon others and commands
to accomplish something. As a pelice
cfficer myself, I was forced time and
time again to do just that. For the
first time in my life, I encountered
individuals who interpreted kindness

as weakness, as anh invitation to
disrespect or violence."
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Regarding their role, prison officers have this to say"

"There are toc many grey areas in defining
our role and responsibilities.”

"Prison officers must discern the grey areas
in rules and regulaticns, and look to the
realities of dealing with prisoners."”

*Prison officers cannot help having their
own individual human reactions to
the rock spiders and other types of prisconers."

"The young prison officer who fails to become
firm, is the one who gives the game away and
finds work elsewhere."

"We have a father-figure rcle to play for many
very dependent priscners who sometimes can't
even put a sentence together properly."

*What is my Jjob? I suppose it's to help
prisoners sort out their problems while we
keep them coenfined - communicate with them -
do my best for them,maybe?"

"Yes, we have a good idea of cur proper role
as prison officers - but the Commission
doesn't - and the public doesn't.”

"Now we have a situaticn where prisocners

and prison officers generally speaking

have a balance of getting along together.

If our new Government squeezes the prisoners,
it will make cur job more difficult and maybe
return us to the bad old days."”

*If you tried to fellow every rule or
regulation precisely you could make the job
very stressful for yourself - you need to be
flexible and relaxed - yet need to know
where to draw the line."

The pendulum has swung well away from the image and reality
of 1974-76, towards a corrective, rehabilitative approach to
prisoners. Yet, most prison officers are custodial officers
and their proper rcle is the keeping in custody of persons
sent to prison by the courts. Most Senior Prison Officers
interviewed conveyed an impression that in this context they
perceived their role as requiring firm and fair interaction

with prisoners, a reasonable man-to-man attitude in treating
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all prisoners equally until a particular prisoner gave cause
to treat him otherwise, readiness to take immediate or even
progressively graded steps to prevent disorder or escape,
and an insistence on adherence to the prison rules.

The swinging of the pendulum has produced some contradictory
expectations of how prison officers should behave. There are
numerous role-senders, too often with expectations that may

be incompatible with the necessary realities of a prison system,
Their varied expectations are creating confusion and rele
conflict for custodial officers who wish toc behave in a manner
that is socially and professionally appropriate,

Departmental superiors

Priscners

Union

Priscon officers' families

News media

Judiciary

Legislature

Executive officers in the prisons

Civil liberties and prisoners' action groups
Academics

Psychologists and welfare officers.

Webster commented in 1983 that:

YIt appeared from cur informal discussions

with officers that the contact with prisoners

was stressful more because of psychological

and social factors {conflicts between prisoners’
demands and rights, lack of appropriate responses,
and ambiguity of standards) than because of any
threat of physical danger.”

Rehabilitation criteria are generally ill-defined and vague.
Custody is quite explicit and legally defined. Custedy is
dominant in officers' role-perceptions - necessarily so -
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while improvement of prisoner behaviour usually is merely
implicitly espoused. Prison officers' comments are revealing.
They reflect the reality of the workface. Consider first a

conversation between two officers during interview:

"There are very few prisoners in this
gaol that can be rehabilitated.”

"I disagree. I think the system goes
about it the wrong way."

"No - there is very little justice in
the system - sentences are reduced.
What other deterrent is there? 1It's a
joke. "

"Yes., They're more scared of a heavy
than they are of the system itself,
There are Just so many threats and
bashings. You can’'t have rehabilitation
in that situation."

"This is not a prison - with TV and
comforts.®

"The general arseholes are getting away with
so much. So there can't be rehabilitation
when we can't do a firm, disciplined
custodial Job."

Cther pertinent and frequent comments noted have been:

"Prisoners are often very simple people -
yet the Department is hell-bent on putting
education courses in here - they don't care
if there are 300 who don't want to learn -
they just grab the two who want a course.”

"Prisoners just don't want to know about
rehabilitation, They use us. We should
be trained more in how to handle these
people who we know truly are crims.”

"We're custodial officers, not welfare
officers."

"We're custodians. Our training drums
into us about rehabilitation - yet there's
none. It looks gocd on paper or in theory."

"There have to be rules and discipline.
People are not sent to gaol for a holiday."




-43=-

"The Nagle Report emasculated us - made
us feel we had been like concentration
camp guards."

"We've gone from being a cruel prison
system to being one that apologises
for everything."

These are widespread views among prison officers, and they
reflect a reality. However to speak of custody or
rehabilitation is to create a false dichotomy. It is not
an either/or but rather an integration. This researcher
constantly observed prison officers talking helpfully to
prisoners:

"Listen, boss, how do I ---2"

Killion reported Kaufmann's study which found that officers
generally held favourable views such as sympathy for inmates.
To be sympathetic and helpful surely are first reguirements
in rehabilitation. Such attitudes on the part of prison
officers are not inconsistent with an expectation that
prisqners toe the line, nor are such attitudes inconsistent
with a very clear awareness of prisoner attitudes. The
welfare/rehabilitation role of custodial officers is a
matter of behavioural style - man-to-man sympathy and
helpfulness within the necessary organisational controls for
the proper conduct of prison life. At present the reguired
integration, that would foster a greater unity of purpose,
is not optimally evident.

Another aspect of role-conflict, contradictory expectations,
and lack of unity of purpose is to be noted in the following
interview comments:

"The officer operating an access gate is

given distinct instructions re dress, pass,
I.D. and no contraband for prisconers passing
through., Three prisoners approach the gate
not dressed as required. They're told to go
back but they argue about it. An Executive
Officer tells the officer to let them through
to avoid a growing disturbance. This is a
common experience."
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Executive officers and other senior personnel have their
discretionary judgment too but, as will be seen in further
comments on Relationships Aspects of Leadership, the
frequency of over-rulings and conflicting expectations is
considerable. This is not to deny at all the value of the
wider perspective and the more comprehensive experience of
senior personnel which more junior personnel fail to
acknowledge. However, there is a deep resentment of this
present situation. It needs to be resolved.

These matters bear upon Quality of Teamwork also. Mutually
supportive, well-disciplined relationships among officers
builds teamwork and morale, There were those who suggested
in interview that there was not encugh respect for each other,
or who implied that teamwork was lacking:

"I feel very alone in this place - not
physically but in the sense of wondering
are others as conscientious. as I am."

"I was away six weeks sick. I come back and
nobody says "How are you?"

"Too much loose talk and rumour ameng prison
officers regarding colleagues."

"In the presence of prisoners we must back
each other up."

"Not enough prison officers will back up
their mates."

"When we're standing in the square with 400
crims we want to know that the officer beside
us is still there. The Training School has
to sort out those who are suitable."

"Some join the service and expect a lot of
gung-ho action."

"Some can't accept that they're in a service
that must operate on rules and regulations."

"Some officers have a lot of animosity."

"Prison officers are entitled to know if a
prisoner has some medical condition that can
infect them., Communication between custodial
and support services is important, but at times
it's just not good enocugh.”
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"Prison officers do not begrudge amenities
for prisoners - but when a priscner hits

an officer in the mouth and is then allowed
to buy a TV set, this is considered
objectionable by priscn officers.”

"Inconsistency in different rulings from
different officers is a big morale problem.”

"Officers have different beliefs on how
priscners should be handled. This causes
inconsistencies in handling prisoners."

"Prisconers locked up - for a reason - are too
often let out by Executive Officers without
checking with the officer who locked him up.”

"Oofficers bhecome apathetic when they can be
over-ruled sco easily, say for a priscner's
extra phone call or visit a mate in another
wing. The prison officer's discretion,

based on knowledge of the prisoner, is ighored.”

"Six executive cfficers and you get six different
interpretations - same with your Wing Officers.*

"When a prison officer has said No we have an
executive come alcong and say Yes - that
destroys morale and kills our authority."”

"When I joined the service we knew where we
stoocd. We abided by the rules and there were
consistent instructions given by the bosses.
Now we get different rulings all the time,
and the requlations are not as firm."

"Many of us are looking for other jobs. Guys
here come to work and don't want to be here.
I'm selling my house and going to Cueensland.
I think it was probably a good job years ago -
but it's all one way now -~ they just walk
all over us."

"Totally inconsistent - one says "no" to a
crim - another says "yes*. This puts us in
the spot with .crims.®

"In a 24-hour roster organisation there is a
need for standard operating procedures because
staff will be working under different senior
personnel from day to day."

*There are toc many conflicting expectations,
orders and attitudes among senior personnel.¥

"No bottles or nappies to be taken into the

visiting area. Another ruling next day will
allow these things."®
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"Friendships at senior level, like between
Superintendent and roster clerk, can cause
some sort of collaboration that disregards
prison officers' requests.”

More positive comments were not quite so frequent, but there
was certainly common grcund ameng many in putting forward the
opinion that a good prison officer is co-operative with his
colleagues. At one minimum security institution the comments
yielded consensus that:

"Here you can have a laugh about the job. 1It’'s
not so easy to do this at places like the Bay
or Parramatta. Open institutions are better
for our morale.”

Another comment reflecting the consensus from several
institutions was that:
"Maybe 10% of officers can be fools or

vindictive. 90% of us are just average
decent blckes."

The researcher has come to accept the truth of this comment,
as a matter of personal judgment.

There emerges a need for staff to understand and appreciate
the work of each and every prison officer in contributing to
the teamwork of their institution. O©Of course the bonding
between members of a team grows with staff stability when
teamwork is being actively fostered. There is evidence in
some institutions that the present inadequate staffing
stability inhibits the development of good qguality teamwork.

As stated earlier, discipline is an element of quality
teamwork. It has been this researcher's observation that
among a minority of prison officers there is probably need
for some improvement in some visible aspects of this matter -
the correct wearing of uniform, courtesies and mutual respect

among officers.
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LEADERSHIP SYNERGY: Salient Findings

Chapter V

Two-thirds of participants in the survey indicated on P.0.M.Q.
that their rostered hours of duty are probably convenient to
them - although 20% indicated quite the contrary (Item 29).
Two~thirds indicated also a belief that their immediate
supervisor would support them and back them up if something
went wrong that was not their fault (Item 3%). B&as will be
seen in the Table below, these two items are the only two
salient findings of a distinctly positive nature in regard

to Leadership Synergy.

The salient negative items on P.O.M.Q. indicate that

Commission policies and the reasons for them are perceived as
not being particularly well explained {Item 27), nor are staff
kept particularly well informed about what is going on in their
institution (Item 31). There is some dissatisfaction with the
condition of equipment and supplies {Item 32}. Not very often
are experienced priscn officers encouraged tc share and partici-
.pate in formulating policies - indeed almost 50% of participants
believe that this never happens (Item 34}. Appreciation of
their best efforts is believed to be too rarely shown {(Item 36},
and communicatiocn problems with more senior personnel are said
to cause difficulties for prison staff {Item 37). There is
distinct doubt whether the physical fitness of the more
experienced officers sets a good example for other staff (Item 43}.
Not very many Executive Officers are admitted to be the kind
that prison officers would want to work with in the future

{Item 44). There is doubt expressed whether the leadership
given in prisons creates enthusiasm for the job {Item 46}, and
there are perceptions that few Executive Officers have cut-
standing perscnal qualities of Leadership (Item 47}.
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MORALE POSITIVE ITEMS:

ITEM  MEAN MORALE

40X OF PARTICIPANTS

65% OF PARTICIPANTS

SCORE ABOVE INDICATE EXTREME INDICATE POSITIVE
3.20 POSITIVE RESPONSE RESPONSE
(LE. RESPONSE NO. 4) {1.E. RESPONSES NOS. 3 & 4)
29 - 42% 66%
39 - - 66%
MORALE NEGATIVE ITEMS:

ITEM  MEAN MORALE

40% OF PARTICIPANTS

65% OF PARTICIPANTS

SCORE BELOW INDICATE EXTREME INDICATE NEGATIVE
2.00 NEGATIVE RESPONSE RESPONSE
{1.E. RESPONSE NO. 1) (L.LE. RESPONSES NOS. 1 & 2)
27 1.7% 43% 85%
31 1.83 49% 75%
32 1.90 40% 72%
34 1.90 43% 72%
36 1.63 S5% 84%
37 179 50% 78%
43 172 55% 80%
44 - - 66%
46 1.76 48% 77%
47 1.77 41% 84%

TABLE 2
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Certain questionnaire items in the three morale dimensions

of Leadership Synergy permit comparison among submariners,

nurses and priscn officers.,

33% of submariners and 59% of nurses indicated
that organisational pclicies and the reasons

for them are fairly well or thoroughly explained
to them, Only 15% of prison officers give.this
same indication.

41% of submariners and 54%

{Item

of nurses indicated

that they are well enough or very well kept
infcrmed by superior officers about what goes on
in their organisation, but only 25% of prison

officers.

(Item

76% of submariners and 59% of nurses indicated
that their experience and expertise is used

effectively in their organisation.
468 of prison officers offer this same opinion. {Item

Only

53% of submariners and 70% of nurses indicated

that their supervisors are better than most or

are among the best at handling people. OCnly 40%

cf priscn officers have this perception. {Item

86% of submariners and 84% of nurses indicated
that their immediate supervisor would usually
or always back them up if something went wrong

that had not been their fault.
prison officers share such a belief.

Only 66% cof

{Item

Only 35% of submariners and 60% of nurses
indicated that more senior perscnnel are
competent in all that they ask their subordinates
of prison officers have this parti-
cular level of confidence in their senior

to do. 54%

colleagues.

{Item

64% of submariners and 78% of nurses indicated
that thelr more senior personnel seemed to have

a dedicated belief in the

importance of their

work, but only 41% of prison officers give a
similar response.

In the dimensicn of Task