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. WTRODUCTION . . . . . e

Sheer !

The Office of Law:Enforcement Assistance (OLEA) -established:in 1966

<M

a special:program of developmental-grants -to state correctional systems,

or to universities selected by and working in collaboration with state’ ' i-

correctional systems, to aid in developing and improving programs of >i ‘¢’

in- serv&ce tralning for state correctional agency staff who are primar-«t. "

ily concerned with adult offenders.
The Pennsylvania State Unlversity; Center for Law Enforcement and’

Corrections -col laborated with the Pennsyldania‘Departmeﬁt of Justice, '

Bureau of Corrections; and'the Pennsylvania Board of Probation and®:+*"

Parole to develop an application for the OLEA grant funds, and ‘to
carry out the first phase of .a two stage project to enhance the

effectiveness of correctional services in the Commonwealth.

The award.under dLEA Grant #222 was for the period August 1;
1967, through January 31, 1968. - This report is a distillation of
the act!vlties'6uring that period. Though we have attempted to
document the critical.inputs and outputs of the project, no written
word can capturé the energy, intellectual involvement, emotional
Investment, and enthusiasm which staff and participantg invested in
this project.

The ultimate measure of success of thls project will be found

‘-~u..

.in the degree- to Wthh correctional staffs function more effectively
as '‘change agents.” ThIS f|rst project has set the stage for the
attainment of that ultimate goal through the development of policy

statements in regard to statewide staff development programs, and

operational guidelines to make policies viable.




Many people have been involved in thls p}oject, and their names
are to be fogndAin various places throughout this.report. e would
be remisséfhowever,-If we omitted -the:significant contributions to the
initial formulafions by Mr. Ronald Vandertleil, formerly of the American -

Foundation, Institute of Corrections; lir. James ilurphy. of the Federal

Bureau of.Prisons;~andgnr._Arnold Hopkins of.the Office of Law:Enforce- - .

ment Assistance. | R

HMr. Jay Campbell, Assistant Professor of Law Enforcement and
Corrections and;Associate~Project'Directof, was responsible for writing
the narrative portions of tﬁis report, and the designation of other
documentary materials - included. Ye also gratefully acknowledge the
efforts of our two trusted and efficient office staff, lirs. Lois Grubb
and iliss Aileen Crawford who contributed a great deal :to the total
success of the project.

The project staff looks forward to the second-stage funding to
implement the plans and programs developed during the first phase .

of the project. -

AU o f} Lee iy ug_
Charles L. MNewman, Professor )
Head, Center for Law Enforcement
and Corrections
~ .- ( Project Director ).
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_ﬁ,::'The fractiqnali?atfpn of the correctional field has uhqerr_
scored the neces§jty‘to moej]jze specialized personnel in each
_state to concern themselves with the development and admtnlstra-
tion of" correctuonal staff development programs.A It is s;mply

not practical, or eveh.feasible,to attempt to set up separate

training endeavors in each of the proliferation of agencies

and facilities which constitute the correctional endeavor.

The Pennsylvania Adult Correctional Training (PACT)
Institutes are a concrete manifestation of such a centralized
admlnlstrative entlty. lts evolutnon via two worishops which

“sounht to engaae the active co!iaboratcon of the authorlty
"'hlerarchy of correctlona! and allaed anencnes at various

levels of government, is traced in the follow:ng report.

., S I It
PP L :




ADMINISTRATIVE AHD ORGANIZATIOMAL FRAMEVORK

The evolution of the Pennsylvania Adult Correctional Training
(PACT) Institutes as a viable entity reéeived considerable impetus
from the Advisory Committee to the Center for Law Enforcement and
Corrections. This committee represented a multiplicity of agencies
and a wide variety of disciplines. The committee was quick to
respond to thg»formulatidn of a specfaluédb-céﬁmitféé;fo spécific-
ally concern itself with thejdeveldpﬁént of a coordinated staff
déVelopmént program fdr'the state.:.Thiénéub-bommiftee‘was‘expanded
to in;l?de Eepresentatives'froﬁ mental ﬁéaith.and‘Vocéfionai reha-
bilitatfon. This inter-agency and infef-disbiplfhari'thrust was
maintaiﬁéd; giving credence to thé holistic épprdaéh to social
problems and the administration of justice which views corrections

as an integral and inseparable component.

The Advisony Committee to the Centenr fon Law Enforcenent and Cornrections
The membership of -this policy guiding committee were as follows:

Mr. Daniel R. Bernstein Pennsylvania Department of Public Welfare

Dr. Arthur C. Eckerman Governor's Office of Administration

Mr. Paul J. Gernert Pennsylvania Board of Parole

Mr. Richard W. Lindsey . National Council on Crime and Delinquency
Pennsylvania Council

Mr. Hugh Roberts State Civil Service Commission
Hon. Charles G. Sweet Pennsylvania Council of Juvenile Court Judges
Dr. Kemmeth E., Taylor Pennsylvania Bureau of Corrections




A

Mr. G. Richard Bacon Pennsylvania Prison Society
Mr. Richard-G, Farrow - . Pennsylvenia Department of Public.Welfare

Lt.Col. John I. Grosnick Pennsylvania State Police

. Mr.. James Lamb- :- :«» ... Pennsylvania Association on Probation,:

Parole, and Corrections

et e erzod - [TV

- fion Alvin B. ﬁewis, Jr. }District Attorney s Association of

Pennsylvania )
Hé.sfranﬁkLoveland | 'TlAmerican Foundation Institute of Corrections
:er.»Fred:H. Miller no Pennsylvania Department of Public Instruction
Mr. William G. Nagel . éovernor s Council for Human Services

Les e
«<

Mr. Francis J. Schafer Pennsylvania Chiefs of Police Association

Hon. Samuel A, Weiss Pennsylvania Conference of State Trial Judges

Hr. Christian Zander Juvenile Court Judges' Commission

The Sub Comnittee 5on the Pcnnéytvan&a Adult Comrectional Tnatnlng
(PACT) Imutwtu

: This special‘SUb%committee‘met on lovember 17, 1967, at The
Pennsylvania State University, and on December 1, 1967, at the

headguarters of the Pennsylvahla Bureau of Corrections at Camp

Hill, near Harrisburg.v Continuous contact by teleohone and cor=

respondence was malntained wuth the members in the plannlng phase

T

of the workshops.' Many of the members were participants in the

Executives' Uorkshop and acted as resource personnel for the

gl e

Managers' Uorkshop. The membershlp was as follow5'

A
U
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Mr. Arthur T. Prasse .~ Commissioner, Bureau of Corrections
Dr. Kenneth E. Taylor -~ Deputy Director, Bureau of Corrections.

Dr. Charles C. Goodman .. . Director, Bureau of Mental Health Services

Mr. John J. Gordon_<' . Rehabilitation Specialist, Rehabilitation
RPN . .Service, Burecau of Vocational Rehabilitation
Mr, Frank Williams . . Training Officer, Bureau of Vocational
ceeevrel o007 oo . ‘Rehabilitation - o feoe
Dr. Robert G. Bernreuter .lMational Council on Crime and Delinqueﬁéy
' Pennsylvania
Mr. Paul J;IGérﬁett I Chairman, fennsylvania'Board of Probation

.- and Parole

The Profect Staf4

. : _
Directly funded staff were as follows:

Project Director esecceccscecsses Mr. Charles L. Hewman
S ) Professor and Head of the Center
for Law Enforcement and Corrections

Associate Director seeseccsswsees Mr. Jay Campbell

o , . -  Assistant Professor of Law.Enforcement
' and Corrections

Sensitivity'Training Specialist , Dr. Leonard J. Hassol
: - Assoclate Professor of Human . . -
Developrent

Coﬁtribhtlhgvféculty from'tﬁé CenteF f6E Law Enfbrcement'énd

Corrections and the College of Hhhan‘Develbﬁment weré'iﬁdispenéable

N N Wy BN G NN SN NN NN BN B By Em gw

to the implementation of the project. These include:
e S B R ol ‘
Mr. William H. Parsonage Instructor in Law Enforcement and Corrections

-

*
Blographical sketches of personnel may be found in the appendices.

**Special note is taken of the extensive service contrlbuted by Mr. Parsonage -
in both the planning and implementation phases of the workshops.
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Dr. Henry L. Guttenplan
Dr. Hugh B. Urban

.Hr. Thomas Bielen

Mr. John Beatty

Dr. E. Preston'Sharp

Dr. Sanford Bates

Professor of Law Enforcement and Corrections

Associate Professor of Human Development

Graduate Assistant .

_Conference Coor@inator

ﬂSpeCial,project consultants_were:j.

~ General. Secretary,  American Correctional
Association

Consultant, (Director, Emeritus)
Federal. Bureau of- Prisons

The-vital contribution of the following resource personnel and’

speakerS‘ls:gratefully acknowledged: -

Mr. J. Shane Creamer, Esq.

Dr. Arthur C. Eckerman R

Mr. Paul J. Gernert
Dr. Charles C. Goodman
Mr. John J. Gordon

Mr. Arnold Hopkins

Hon. Joseph J, Kelley, Jr.

Mr., William G. Nagel
Mr. Arthur T. Prasse
Dr. Renneth E. Taylor

Mr. Jerome Weinstein

Director,’Pennsylvania Crime Commission

Director, Bureau of Personnel Office
of Administration ,

Chairman, Board of Probation and Parole

Director, Bureau of Mental Health Services

Rehabilitation Specialist, Rehabilitation
Services, Bureau of Vocational

Rehabilitation

Director, Correctional Training Program
Office of Law Enforcement Assistance

Secretary of the Commonwealth of Pennsylvania

Executive Secretary, The Governor's
Council on Human Services

Commissioner, Bureau of Corrections
State Correctional Institution

Deputy Commissioner for Treatment.
Bureau of Corrections

Editor, Centre Daily Times
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The organlzatlonal ‘and admlnlstratlve components oF thls pro=

ject evolved from the strateglc utllizatlon of existing advisory
bodies to the Center for Law Enforcement and Correct:ons. The

active involvement of agencies specifically involved with correc-

-'.tional clientele was elicited dn a supportive foundation of state

agencles more generally concerned with human problems._ Likewise,
the utlllzatlon of “borrowed“ faculty from the Center for Law
Enforcement and Corrections and the College of Human Development

enabled the development of a diversified and challenging enter-.

prise. Additional assurance of program contlnulty was given

thusly by mobilizing pre-existive organizational entities to

focus specifically on the problem of correctional staff

development. *

o Bt el sl el Rl el

|y ., .
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CONCEPTUAL AND METHODOLOGICAL FRAH£UORK

AT K RS CAFTUEE oy o lieas

For

Invotyemeni aA\Agen‘cy Admé;pétua,tive Levw Cieroe Tl

- The basic focus:in our developmental strategy was to eliéitithe

active participation’of agency ‘exécutives and middle managers in con-

ceptualizing the policy and:operatiohal‘diﬁénSions‘of:staff;trafning

which would meet the most pressing needs of correctional and allied

agencies. \le needed not only their support,in terms of administrative

approval and financial assistance, but active collaboration in dis-

cerning:

"'(1) Ratlonai‘éoals;’

(SR

?

(2) Priorities of need in terms of present tralnlng actnvuty,

(3) Content and subJect matter, and

(4) Appropriate and practlcal methods of communicatlon. '

i

Our goal was to develop a process by Wthh the participatlng

executives and managers. representlng a wide spectrum of servuces to

offender populatlons at several Jevels of government, would be enabled

to:

(a) Receive information,
(b) Provide information,
(c) Communicate with each other, and

(d) Collectively produce the critical policy and operational com-
ponents of a generic correctional staff development program
which would have optimal value for all the:r personnel.-“r

- E -3
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o comblned.

To this end, two major workshops were planned. yThe first
would involve about twenty administrators whose task heuld be
to develop policy guidelines. The’éeeodd would involve about
‘ thlrty ;managers designated by the . partncupants of. the Executives'
. Uorkshoo .whose task it would be to further refine the "policy -

ﬂlguidellnes" into operational directives. -

P/Le-cdﬁﬂvcence Data Cb’uec},eoh

Due to the obvnoue difflculty in pullnng top level personnell
from their pressing duties for more than a few days, a questionnalre
was devised to e]ncat some informatlon prlor to the workshops. The
tabulattens from thrs questnonnaire were fed into the conferences
at approprlate tlmes to ass:st the partucnpants.. The followung
tables* are a recapitulatlon of these tabulations, Slnce no sig- |

nlflcant dlfferences were dlscerned between the executlves and

s Bl el o P . B .

the managers, the answers reflect the total thlnklng of the groups

S

Percentages were calculated only for those who answered the ques-
tionnaire. Six participants did not return the questionnaire.
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1.

g

11.

14.

17.

26.

T -.,1.}“,’,. B T S .

b

98%
2%

98%
2%

1003

98%
2%

93%
5%

934
1%

928%

. GOALS i he g e e
. , PRI PRV :e~ oo Hoes i
A large proportion of offendefs are the victims of society
in one way or another"therefdre, the goals of corrections"
is to repair these casualties rather than to hurt them,” "
Aﬁree 39
' L L S T S SO Disapree' :,:;j'_l.
"l" ""54-_r‘:
Training should strive to develop an ennathy for offenders L
as individuals not as stereotypes.'i_ ‘Agree "’;“M“ 39°
- : o ' Disagree I |
Training should be used mainly as a managerial device to
insure organization stability and efficiency. .
Aoree 9
Disagree 31
Training should contribute to the coonerative inter-
actions of custodial staff, treatment staff, and. .
other- agency personnel. Agree . . 40
Personnel should not be trained to assume résponsibility
and then given nothing responsible to do. Agree -, ... 39 .
: : : oy '_Disanree LR
The emphasis of security and control should be on
their relationship to the rehabilitation process.'f.h P LI
o “Agree . i 3700
«e. . +Disagree = - 2 .-
Ilo Response 1
The ultimate value of any in-service training program :i--~.. 1. :
lies in its effect on the people whom the trained.: .~ - -
worker serves.,.. . Agree 37
o " Disagree 3
A correctional.system that is not. prepared for czange*”
is not prepared for training.-- : Agree _~-T?gg39‘~:.

A l'i”f Disaoree S T

27

o -
-11 -
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29.

4’

13.

19.

21.

22,

- 12 -

Which of the following policies would you favor with
respect to experimentation with new treatment programs
in a prison. (Check only one.)

No.

A. Yo treatment nronram should be instituted if security

precautions would have to be lowered.. . -

Favor Choice A A

B. Treatment programs can: be instituted even though a
moderate increase in the probability of escape is
involved. Favor Choice B

C. Custodial conmsiderations are secondary in settino up
a treatment program (except for clearly dangerous
offenders) since the most important principle in
organizing a prison program is the needs of the
offenders. . . . Favor Choice C

NEEDS

Training is a Substltute for effective supervision and
good management, - : - Agpree
Disagree

An ideal instructor would be the person vho has both
theoretical training, practical experience, and the
ability to combine the two. Agree

Training should be directed towards employee development
which implies capability on the part of the learner and
confidence in him by the organization. " Apree

: EPIR Disagree

The emphasis of training should be on correcting the
present deficiencies of emnloyees. = - Acree
’ t Disagree’
" o Response

To do an effective job, the correctional worker must
have a knowledge of the goals of the organization; how
they are to be achieved; and the contribution and
significance of his own particular job. Agree
Disagree

3

40

24
15

™

7%

- 48%

457

5%
95%

100Z

98%
27

603
38%
2%

98%
27

,q-’-'q—"-pn.-.-qup




®

-
7

;-d-ﬁ'-h—‘-’-‘-h

23.

..

24,

15.

18.

19.

Ho.
Doing an effective job as a correctional vorker simply '
means performing the requisite nechanical and routine: .
» ooerations.;_i, o S ' . Agree h0
e PR . s+ ... DiBagree . 40
The identification of correctional staff training needs
will depend on the short-term performance results desired,
and they should bz intimately related to the rehabilita—
tive goals of the total correctional program, : R
‘ : Agree - - - 28
Disagree 10

- Ho Response ©° 2 '

e

CONTENT

Training should increase the awareness of the correctional
workers about other social institutions which have consid-
erable involvement with offenders, ex-offenders, and

potential offenders. Agree | 40
Training should strive to develop an empathy for offenders ,
as individuals, not as stereotypes. Agree 39
. Disagree 1

An effective correctional worker has a sensitivity to the
feelings of those under his authority, a respect for them
as individuals, and skills in helping them develop more
socially acceptable means of expressing their own feelings.

~ Agree . 40

Preparing correctional workers to constructively use

authority and power is an essential element in training.
Agree 39
Disagree 1.

Training programs should concentrate to a greater degree

on issues surrounding the philosonhy of corrections than

is generally the case. Agree 35
o Disagree 5

0%
1007

70%
25%
5%

100%

100%

98%

88%
12%



28. The following subject matter has been included in correctional train-
ing programs. Please rate each iten as 1) essential, 2) desirable,
3) optional, or 4) unnecessary in a correctional training program for
. Pennsylvania. .

- Ess,: 'Des. Oﬁt; vUnn.

Individuél>difference5f.‘ T T o ’
among offenders. 37 93% 3 77 -
Hotivations for behavior that

are not immediately apparent

on a common sense basis. 25

Knowledge and skill in
commmunications. 39

. Group process and interaction
and how the group influences.
the behavior and response of
the individual. ' 217,

Development of canacity to
. record observations and to
report accurately what has :
been seen and heard. 28

‘Lawv enforcement and practices
and problems. 13

The changing philosophies of )
law and corrections. 33

Concepts of Correction in
relationship to the total
soclety.

The dimensions of crime.
Judicial process and
procedures.

EY
L2 S
—_

Iss. - Essential - Optiénal

Des. - Desirable - Unnecessary

“Ho. % ‘HWo. % lo. % No. %

B
|
r
|
r
I!l
|
R
|
b
|
r
1
i
L
1
L
|
g
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~ 28.

Cont. o, _ Ess. . Des. ....0pt. . Unn. -
o Yo. % MWo. % . No. % Ho. %
K. Other social agencies which
deal with offenders, ex-
offenders, and potential
offenders. 4 24 60%Z 16 40% - - - =
. L. The overall field of correc~
: tions, its growth, develop-
ment, and future directions. 31 737 8 20% 1 27 - -
M. The differential vulnerabil- . =~
ity of individuals. to social. .
forces and pressures that
lead to crime and delin-
quency. _ 31 78% 9 22% - - - -
N, liotivating forces of human =
behavior (the way in which.
the general environment and
the family influence how a
child grows up). 34 85% 5 13% 1 2% - -
0. Public relations and infor-
mation: The correctional
worker's role in interpret-
ing his job and the work of
the agency to the commumity. 27 GSA 12 30% 1 2% - -
HMETHODS
S : No. yA
2. There is value in mixing correctional and non-correctional
personnel in training because it subjects correctional
practices to inquiry and forces persons to review and jus-
tify procedures that have litte more than a traditional
rationale. Lgree 37 - 937
‘ Disagree 3 77
3. An essential part of the training is some sort:of clinical ~°~
or on-the-job experience by which theoretical ideas can be
tested against practice. - Agree - 39~ 98%
: Disagree 0 . 0%
L. ' o response 1 7 27
- 15~



10. Effective training programs should incorporate tech-
niques which maximize the involvement of the trainee
participants, . Agree.

' Disagree
ilo Response

Effective training requires the support af all'levels
of administration. Agree

In addition to being directed toward irmediate train-
ing goals, the training must be coordinated so its
ramifications for all other organizational elements
are taken into account, - Agree

' Disagree

Lectures, seminars, and didactic material are

essential parts of effective training programs.
Agree
Disagree
ilo Response

Rate the following methods for training correctional emplbyees;

Extremely Somewhat Interesting Not familiar ilo
valuable valuable but with this = Response
impractical _ _method’
Ho. 7 Ho. % illo. % Ho. 7 Ho. %

Lectures 26 657 13 - - - - 1 2%

Books, Articles 22 55% 15 2 5 1

Slides, Film Strips 25 & 13 1

Mbvies,.Televiéion 22 55% . 16

b
|
r
|
r
I!l
|
R
|
b
|
r
|
i

Phonoéraph Records, . -
Tapes 10 24

Prograrmed Instruction 24 A 9

Incident Process . 16 .10
In-basket 6 3

' Role Playing 18
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B Pae;cbﬁﬂeﬂEhce Infomation Dissemination’
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Prior to each conference the participants were mailed the

%
follownng reference materlals H

\ [

] -

7...

:"Problems’ and Progress in Staff Training'
by Herritt Gilman ‘ ~

WOrkshop Program

Overview of the Relevant Vorkshop

t

L e
/, o

”In—Service Training. A key to Correctional Progress

by Elmer H, Johnson, Ph.D.

Excerpts from "Training Methods' by Lyman K. Randall"

-&Some Strategy Problems in Utilizing 'Training' as an

Instrument of Organizational Improvement"
by Kenneth D. Benne

"Education and Training for the Field of Corrections"
by Charles L. iHewman

Additional copies of these materials were made available in the

Conference notebobks for easy reference during the workshops.

Information Input Yuring The Workshops

Relevant resource information was fed into the workshops during

the general meetings immediately prior to small task groups under-

taking a specific assignment. The method of input was by:

a. Lectures by selected speakers.

b. Hotion Pictures.

c. Summary result tabulations of relevant sections of the
pre-conference questionnaires.

- 18 -

*_
See appendix for copies.



30. Cont.

Task Exercise
T~Group (Laboratory)
Psychodrama

Instrumented Group
(Laboratory)

Hanagement Games

'Dyadic Programming

. Diagnostic Data Task

Group

Extremely Somewhat Interesting llot familiar ilo

valuable wvaluable but . . with this . Response
' impractical method _
o. % ilo. % No. % No. % Ko. Z
13332 16 407 2 4% 8202 1 2%
6 152 4107 8 20% 21 53% 1 2%
6 15% 3 872 2 47 28 70% 1 2%
5 13% 6 15%: 7 177% 21 53% 1 27
2 5% 14 357 9 237 14 357% 1 2%
'513% . 6157 2 5% 26 65% 1 2%
3 20% 12 30% 4 10% 15 38% 1 2%
-7 -




Group participation in a ''management game'' under the guidance
of the sensitlvlty tralnlng SpeCla]lSt.

Vldeo tape playback of "management games"

Immediate feedbacL of the immedtately precedlnq task group
merged report. ' : .

(For. the'danagers' lorkshop) The policy guidelines document
produced by the Executives' Uorkshop

Urltten task group assignments delineatlng spec:flc questions
to be resolved in the task groups.

lse of G/wup Process and Directed Task Group Assignmenis

In addition to the onidus gdais of disséminating'information,

| collecting‘infbrhatfon, and producing final graup’reports - the conference
mode] was designed to permit executives and managera of the diverse govern-
mental entities who deal with offender populatioﬁé, to fnteract in a
meaningful and systematic manner while coming to grips with their shared
thcern of devalobing;more effective‘pefsonnel; Informational inputs
were preseﬁtea to the total participant group. whareas, nroblem solving
sitﬁatians were handled in small task groupa; In turn, the praducts pfo-
duced by the task groups were presented to the total assembly for review
an&-ﬁdd%ffcatioh; ‘In addition to fhe fofgfﬁg of éohsensﬁs, the idéntifi-

cation and discovery of commonalities of concern was elicited by a process

v

which was designed to yield emotional and attitudinal, as well as intel- -
lectual, involvement.
The components of the process designed to stimulate suchinteraction

“were as follows:
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Group Composition .

Although eacﬁ workshop wéﬁvcompésédlof parficipants who shéred a
common level of’commaﬁd respénsibil?ty == they fepresenfea a ﬁetero-
geneobs mixture of égencies and.diSEKp[ines, The sub-groups were
likewise structured to attain a heteroceneous comrosition. The smal-
ler task groups (althopgh heterqgencouslyA#omﬁosed) were encouraged
to Qnify by‘competiné wfth the other éroups in‘solving identical

problems.

A Laboratory liodel to Encourage Shared Emotional Experience

A 'retreat'’ atmosphere was attained by holding the conference on
a university campus which cut the participants off from day to day

duties and familiar relationships.

Fatigue and frustration were purposively developed by
a long complex ;chedule runﬁfng iﬁto the late gvening hours. This
" schedule was rigorously maintainéd and a school bell was used to
signal speakers, faculty, and participant groups when their time had

run out.

Competition between groups was encouraged'as each had identical

assignments, a tight time schedule, and no way.of knowing the progress
of the other group until the final products were presented by group
spokesmen to the total assembly,

Reward and reinforcement for completed tasks was attainéd by

immediate feedback of group accomplishment. At the end of the con-

ference, a group phcto, a framed certificate, and a éopy of the

o Tt el et et Rt Bl
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completed and signed group reports wereApresented.to_eachjpartlcipant
at the closing banquet.

Rigorous specifications of sub-goals kept task assignments challeng~

ing but not overwhelming. In addition, as each section of the report
.- was completed, it became.the basic building block forttheinext task.
(See pages 25 and 40.) - . i e n e

_Interest and enthusiasm were maintained by a variety of input pre-

,'sentations(includlng motion. pictures, vldeo‘tapes,e”management,games“,'
and prestigious and nationally acclaimed resource consudtants and

speakers,

sernging 0§ Task-Group Reports

Small heterogeneous task groups, composed of roughly one-third of the
total conference participants, dealt with specifically dellneateduprOPG-
‘blems. Each task orouo handled identlcal issues relevant to a particular

sub~sect|on of the funal report (e g goals, needs, content nethods,
program apecnflcatlons). Each task group reduced lts dellberat:ons to
Written resolutlons.‘ These recommendatlons were then presented verbally
to the total assembly by the selected representatlves of each group. The
conference was scheduled so that _hoon and evenlng breaks lmmedlately

v,‘

followed the presentatlons by group representatlves. These written

1 ¥ - q

reports were merged durang these breaks by the conference faculty into

A ] ‘_l;.tv

a composute statement whlch represented tne comblned efforts of all

o :

part:c:pants. Thls merged report was typed and reproduced so that



“immediate feedback was made available to the participants.

Forging a Finat Repont

The merged }eport documents became the baSlS‘fof future deliberations
and collectively represented the initial roﬁgh draft of the final con-
ferehceldocumént; A final review of the collective merged reports
enabled the entire assembly to review.and modify;the‘fough document,
forging a final synthesizedffeport. After unanimity was obtained,
the modified document was retyped and signatures of all participants
were obtained. Copies of the final report were distributed at the

closing luncheon banquet.

Our approach to the development of a statewude program ofvstaff
"development for correctional and allled agencnes was based on the
r,premlse that the managenent establushment must be enthusuastncally
:“enqaged in both the planning and |mplementat|on of such a program.
:uather tnan attempting to superimpose a predesngned tralninq program
!:on the exustlng administrative hlerarchy, our goal was to catalyze
théur c00perat|vc efforts in developnng a program tallored as much

: as possible to thelr collectlve needs, and to flrmly establ:sh

:thelr ldentlty wnth such a progran whereby it would be vnewed as

‘thelr own.

.
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~ To this end, two workshops were designed by which key level admin-

istrators were enabled to write the policy dimensions of a staff .
development program, and their designated managers (specifically
those with operational responsibility for staff development) to
write the operational speclfications nfthfn the policy guidelines.
Data collection and information dissemination was effected prior to
the conferences by a questtonnasre and by malllng‘rdference mater;
ials to the participants. | | .

Tne workshops vere structured as- “léboratorles” in which |nfor-
mation and assnstancc was provided to fac1l|tate the task at hand

rather than to usurp the prerogatives of the particnpants who col-

lcctlvely produced their reports dur:ng the institutes.

Copies of these policy and operational guudellnes, which were

signed by all participants, are located in the following sections.

-23 _‘
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THE EXECUTIVES' VORKSHOP

.The Exgcutives' Morkshob ﬁet on Sunday, January 21, 1968,
through Tuesday, January 23,v1563, at tﬁe Conference Center, The
Pennsylvania State University. Executive levé] administrators,
represenfing law enforceﬁent, cbrrectional institutionsb(both
cbunty and state), probation, parole, vocational réhabilitation,
and mental health agéncies, comprised the total participant group.

The following documents include;

(1) Aﬁ errview of the workshop.

(2) A process model including a conference flow chaft,
task group_assignments, and development of resource
personnel.

(3) The final product produced during the workshop,
"Policy Guidelines for a Statewide Correctional

Staff Development Program'.

Other PACT ilotebook materials which were common to both worksiops

may be found in Appendix A. Additional special materials for the

Executives' \lorkshop are included in Appendix B.

s Gy S G SR E G, E, W Ay W g



4
'
1
I
|
1
;
]
'
4
'
1
'

EXECUTIVES' WORKXSHOP
%% P A.C.T. *deke

Pennsylvania Adult Correctional Traiuing
& Institutes

OVERVIEW

An Inter-ageney and Inter-Disciplinary Focus

Although the process of’ cortecting is implemented by many specialized :
correctional agencies working in different settings, there are common skills, -
information and attitudes which can be utilized by practitioners to enhance
their effectiveness in reaching common goals, In addition, there are many other -
agencies, social institutions, .and kinds of personnel representing various’
disciplines and professions which have dramatic impact on correctional clients,
Some understanding of these functional involvements experienced routinely by

offenders becomes mandatory for career correctional workers, if they are to

comprehend and change the offender's disturbed relationship with his society.
Correctional workers, then," must not only understand their particular task in
relation to their own agency's goals, but must understand the interaction and
roles of the various correctional agencies, which in turn are but a part of the
criminal justice system,: Likewise, criminal justice agencies are only a few of
many social institutions which dramatically influence the behavior of
correctional clientele,

Report to be Written during the Institute

Unlike the customary institute, this workshop has been designed to enable
the production of a report during the course of the proceedings. This report
will specify the policy guidelines of a correctional training program for
personnel who work directly with offenders. These guidelines will then be
utilized for directing the deliberations of a second institute for middle-
management personnel, The operational specifications will be evolved by the
middle-managers within the policy guidelines delineated by this first
Executives' Workshop,

Outline Structure to Enable One Section to be Prepared during Each Session

To facilitate the generation of the final report in the limited time avail-
able, the following outline structure has been formulated to enable the
preparation of the final document section by section:

I = Goals of Corrections and Objectives of the Training Program

ITI « Correctional Training Needs
III - The Content of Training
IV = The Methods of Training
V =« Program Specification and Resources

Prior to the conference; you have answered several questions about the
forementioned topical sections, The answers have been tabulated and summarized
and will be distributed to each participant during the conference to assist in
generating the final report during the working sessions,

-25-



Three Versions to be Merged By All Participants .

Each section will be handled during the conference in the following manner,
The total group will meet collectively to hear from resource personnel who will-.:.-
present their ideas on the assigned topic. Questions by the participants will
be entertained from the floor. The total group will then be divided into three
workshops which will generate independent versions of the relevant section of
report. Resource personnel and faculty of the Center for Law Enforcement and
Corrections will be made available for consultation on request of each working
group, The three working groups will submit their versions to the total group
for merging into a single draft for inclusion in the final report, This
composite version will be duplicated for distribution to the participants prior
to their undertaking the writing of the next section,

Final Draft .of Report to be Signed By Participants and Distributed at Closing
. Luncheon . .

The final version of each topical section will be accumulated into a draft
report for review during the summary session, Any modifications will be incor-
porated at that time and the signatures of the participants obtained, The final
version with modifications will then be distributed to all participants at the
closing luncheon meeting,
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EXECUTIVES' VIORKSHOP
*** P'AUCCTI ***

Pennsylvania Adult Correctional Training
Institutes

.. Penndylvania State University

College of tuman Development '
Center for Law Enforcement and Corrections

TASK~GROUP ASSIGNMENTS

Note : All workshob participantsAwill remain iﬁ the ssme Qrsup throughout the
workshop. '
Group A Group B SR Groﬁp c

Eltpn Smi th Paul Gernert William Butler

Arthur Prassé - Thomas Cavanaugh | -~ John Case

Angélo Cavell " Charlotte Cummings Fréderiék Downs

John Dougherty = . VWalter Scheipe John .Kolesar.

John érosnick - : Edmund Thomas - Kenneth Taylor

Frank Loveland . John Gordon_ ' Charles Goodman

DEPLOYMENT OF RESOURCE PERSOMNEL

Group Task | . Group Task 11 Group Task 111
Goal of Correctional Training Correctional Training lHeeds Content of Correctional
Sunday 3:50 p.m. ’ "~ Sunday 8:10 p.m. Training '
‘ ‘ ilonday 9:50 a.m.

Dr. Sharp Group A. ' or. Sharp Group B
Mr. Hagel Group B Mr. HNagel Group C Dr. Sharp Group C
. Mr. ilagel Group A

Group Task IV ‘Group Task V
Correctional Training ilethods Program Specifications & Resources
Monday 4:00 p.m. Monday 8:30 p.m. and

" Tuesday 8:55 a.m.

Dr. Sharp Group A Dr. Sharp Group B
Mr. Hagel Group B Hr. MNagel Group C

-,




S

 POLICY GUIDELINES

for a

© STATEWIDE CORRECTIONAL * -~ -
. STAFF DEVELOPMENT
PROGRAM : - =

P.A' CIT'

PENNSYLVANTA ADULT CORRECTIONAL TRAINING
SR INSTITUTES

The Pennsylvania State University
College of Human Development _
Centern forn Law Enforcement and Comnreciions -

Januany 21-23, 1968 -
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Policy Guidelines for a Statewide Correctional Staff Development Program

GOALS FOR CORRECTIONAL TRAI&ING
" The major goal of correction is the protection of society by preparing the
offender to reenter (or remain in) the community as a law-abiding and productive
citizen; and to provide, when necessary, for secure and humane custody and/or
contro} of the offender.
Objectives for correctional stéffvdevelopment must be consistent wifh this
major correctional goal. These a}éﬁ; . |
A) Training staff to be knowledgeabie ;bout the role of their agency or
institution in the continuum of the administration of justice system.
Specifically, the criminal law, law enforcement, the judiciary,
correctional agencies and institutions, parole, probation, and other
agencies which provide services for offenders (e.g., vocational
;ehabilitation and mental health);
B) Training staff to be knowledgeable about the function, philosophy,
and responsibility of his particular institution or agency;
C) Training staff to be knowledgeable about the specific programs and
services provided by the agency or institution of which he is a part;
, D) Training staff to be knowledgeable about the specific role and respon-
sibility of the positions they occupy;
E) Training staff to bé khoﬁiedgeable about théjuﬁaé;s;anding of the
offenders whom they serve and for whom they are responsible;
Training staff to hé knowledgeable about the impact of interpersonal
relationships; . |
Training staff to be knowledgeable about the ways by which to'correctly

utilize the services of community agencies on behalf of their clients;
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Training staff to be knowledgeable about the role and responsibility

of correctional personnel to participate in the education of the public
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Policy Guidelines for a Statewide Correctional Staff Development Program

GOALS FOR CORRECTIONAL TRAINING (continued)
fn:;roblems relating to é&f}ecfiongﬁén47lﬁé;éaﬁ}ﬁlsi}étioh §f criminal
justice. The fb;eédiﬁg Bééic:ff;iniﬁgfshodid Be giVeh to all staff.
Add{tfongluconcentfated training éhddla Be'proVided Wiiﬁ.;tgff‘conéfstenf'
for the special positions thé&hbcéupy. 'Sté}f deQelbpmént.tré}ning must be
coMméﬁsufaie Qfﬁh Eéalistic sféﬁdéfdﬁ,AaS Well‘aé brofess}onai perfbfﬁanﬁe

i

requirements,




Policy Guidelines f6r<avsﬁatewldé'Corfectiona{ Staff Development Program

AT.RAINING" NEEDS IN CORRECTIONS

Training needs emerge from an analysis of goals as heretofore set forth in

Section 1. These needs can be met through three training strategies:

A)

B)

c)

Pre-entry training. This education should be at a level consisfgntA

with the job expectations and entry requirements. | |
Post-entry’inao;;ripgtion training for corrections and the édmfnistrq;fon
of justice. (This basic training program would be universally providgd
for all staff whether service or professional since pre-entry training
and education comes from a variety of inputs, some of which do not
incorporate either justice concepts or content).

Special staff development training designed to raise staff at all levels

and in all functions to their maximum potential. Specific staff develop-

ment programs can be organized on an inter-agency basis and can cut
across the various sectors of the administration of justice, including
law enforcement, intramural and extramural correctional services

including interdisciplinary team training.

At the present time there are fragmented offerings of correctional and law

enforcement -~ related programs for staff development. There needs to be a sig-

nificant effort to coordinate such efforts through the development of a master

plan which includes periodic evaluation. . :

Specifically, the high priority correctional staff development needs are:

A) Organized and coordinated training programs for all personnel working

5)

C

- 32

in the correctional field to be carried out on a regional basis.
Training which will overcome the present deficiencies of correctional
workers knowledge about their own rehabilitation programs and the
resources of related social agencies.

Programs which increasingly will utilize the merged talents of various

agencies and universities in the training of staff both on campus and
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Policy Guidelines for a Statéewide Correctional Staff Development Program

TRAINING NEEDS IN CORRECTIONS (continued)
in the agency setting. ~ =
D)ﬁSféff deGelopméht:p;ograms'hdst have built in rewards and éd?éntéges‘
for those staff to undertake and complete such additional training.
Two'major’bjécks'are'seeﬁ'és'préVenfihg.the realization of the unmet staff
development needs listed above. ' These are:
1) Lack of sufficient funds to subsidize the training and hiring competent
‘tralning staff.
2) Lack’éf'replacementfpefsonnél fozhan"éfitical serviées'during'times
that‘personnel‘ih:éraihfng are Qh.extehded absences for such program§.

Many justice agencies are too small to employ any training personnel.

_ Resources that a small agency can afford for training must be merged with other

agencies if needs are to be met at all, Massive training subsidies will be

needed to bring sinall agencies up to minimal standards.

Educational institutions should be encouraged to develop meaningful and
appropriate materials tailored for correctional and allied social agencies.

Subsidies to underwrite such ongoing programs are vital.




Policy Guidelines for a Statewide Correctional Staff Development Program

CONTENT OF CORRECTIONAL TRAINING

The content of training programs should be compatible with agencies'

philosphies which'in,;urn.should be consistent with cultural and social beliéfs‘

in a democratic society. . Course material, therefore, should include skills,
techniques, and attitudes in dealiqg with both offenders and correctiqnal em-
ployees as individuals. Such knowledge should develop empathy for others.
Additionally, the legal rights of offenders, and the tr;inees' résponsibi}i;y .
and o§ligations regarding the use of power and authority should be included in
training for workers iﬁ the administration of justice system. Such training
should insure, the development of a philosophy compatible with the ethical and
moral thinking within the specific agency and the society it serves,

Content materials should be functional for all the personnel being trained
and .individual agencies should participate in the development of course content

commensurate with the needs of agency personnel. The concept of evaluation

must be in;orporated in course materials so that the agency will be capable of .

periodical]y determining whether thg”programs of instruction are as effective
as they should be. Whenever it appears that they are not meeting the needs of
agency personnel, changes should be made.
Consistent with the above specific courses would include:
1) The dynamics of human behavior;
2) The impact of environment on individuals;
3) Community agencies which work with correctional clientele (e.g.,
public welfare, vocational rehabilitation, mental health);
Criminal law and procedures which relate to corrections;
Socio-cultural determinants of behavior;
Communications skills (verbal and written);
Skills in intérpersonal relationships (particularly those dealing

with hostility, aggression and authority);
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Policy Guldelines. for a Statewide Correctional Staff Development Program’

(

CONTENT OF CORRECTIONAL TRAINING (continued)
8) Publlc relations and communnty information, '
~9) Professional dlsciplines which work with offenders (psychlatry, _
psychology,sociology, mediclne, socual-work etc. )
10) Case management, ' -
1) Correctlonal research (program evaluatlon and performance predlctson)
12) Correctlonal adminlstration. |
fhe-above Icst is illustratlve and in no sense comprehenSIQe. Training
’programs should maximize the connectlon between knowledge, skllls, and attltudes

necessary in the trainees work performance.
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_Policy Guidelines for a Statewide Correctioﬁal:Staff Development Program
- METHODS- FOR CORRECTIONAL TRAINING

Guldelines for method to achieve the training obJectlves stated prevuously
in this report are as follows. o |
A) Effective training programs should involve maximum trainee’participation;
B) The selection of training programs should include the right combination
of methedsrfor the knewledge, sk}lls, add attitudes to be taught;
In the selection of methods, consideration should be given to the needs
functions, and posctlons of trainees in thelr organizations, as we]] as
thelr degree of sophistication;
Methods used should be evaluated for their contribution toward learning,
not solely for the demonstration of a new technique;
Methods should be varied in order to stimulate learning and reduce
monotony (e.g., audio-visual devices, programmed instruction, etc.);
On-the-job training can be a valuable component of an effective
training program. Superiors should reinforce training by providing
constructive guidance and recognition for improved performance;
Actual agency problems and case materials should be utilized for
training purposes whenever possible,
Specific techniques which have been useful in tralning include demon-
strations of group interaction, laboratory methods ("T" Group, instrumented

group), management games, role playing, psycho-drama, problem solving techniques.
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Policy Guidelines for a Statewide Correctlonal Staff DevelopmengMProgram

PROGRAM SPECIFICATION

- Grant funds from the Office of Law Enforcement Assistance, when recelved

should be used in the following fashion:

A) Staff of the Center for Law Enforcement and Corrections should be

B)

c)

aséigned the task of develéping a variety of training materials,

including content and strétegies for transmission, which would be

. applicable to the entire field of the administration of justice cycle.

Emphasis, however, should be addressed to the correctional area, and
particularly targeted the line level and middle management personnel.
Subsequent to the completion of the packages of training materials,
one or more training workshops shéuld be held either at the Penn State
campus at University Park, or at the commonwealth campuses to utilize
and test the materials which will have been developed. These recom-
mendations shodid be construed as including the possibility that
state-supported conferences and workshops during the year of the
project could use some of the'findings and materials developed out

of the project.

Contemplating the possibility that funds would be available subsequent

to the expiration of the 0.L.E.A. Phase 11 grant funds, it is recommended

that efforts be madé to make segmehts of the training program available
aﬁ each of the 19 Penn State campbses around the State, so that minimal
travel will be required for personnel located in adjacent areas.

Efforts should also be directed toward the development of a coordinated

system of training.
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We, the undersigned, participants of the Executives'® Workahop of the Pennsylvania
‘Adult Correctional Training (P.A.C. T ) Institutes, have collectively produced the
foregoing report and:tommend it .asv ‘ciimmon<statement of polick guidelines fot the.- T -
development of a cotrec.tfonal'staff tx”xinfng progranﬁfér the Commont:ealth"pf B o . }

Pennsylvaniaa

R | R T T R 8
William; Bu;ler,. Memberw PR '-.'v AR T a8 Gy mau'»h';. Wardent’/ ) 3;
. Pennsylvanla 'Board' qf : S : ‘ ‘Bc:tthamptok'acg\m’cy Prison' '

’

0 I,Hunux;gdon County

T N T
e Gpoivi
: (‘harles C. ! nodman
1 irector. ., . i
Burf.-\x 'lof ‘Hental Heal gh,nSe'

H
KRR




PACT Il

THE‘HAHAGERS' QORKSHOP

"The hanagers' Uorkshop met on Tuesday, February 13, 1908

through Thursday, February 15, 1968, at the Conference Center, The-

'Pennsylvanla:State University. #anagement personnel representing

- correctional. institutions (both county and state); probation, parole,

vocational rehabilitatﬁon,'and mental health comprised the total
partieipant group. These participantsAhad all been designated by
the executives who attended the Executives' Workshop. |
The following documents include:
.(l)'An overview of the workshop.

(2) A Erocess mode |nclud|ng a conference flow chart,
task group assignnents, and development of resource
personnel.'

(3) The;ffnal nroduct ”Operational Guidelines for a
Statewide Correctional Staff Jevelopment Program" .

Other PACT ilotebook materials which are common to both_workshdbs.

may be found in Appendix A. Additional special materials for the

--Hanagers' Morkshop are included In Appendix C.
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MANAGERS' WORKSHOP
*** P.ADC.T. ***

Pennsylvania Adult Correctional Training
Institutes

OVERVIEW

An lntér-égency and Inter-Disciplinary Focus

Although the process of correcting is implemented by many specialized correctional
~ agencies working in different settings, there are common skills, information and
attitudes which can be utilized by practitioners to enhance thelr effectiveness in
reaching common goals, In addition, there are many other agencies, social insti-
tutions, and kinds of personnel representing various disciplines and professions
which have dramatic impact on correctional clients. Some understanding of these
functional involvements experienced routinely by offenders becomes mandatory for
career correctional workers, if they are to comprehend and change the offender's
disturbed relationship with his society., Correctional workers, then, must not
only understand their particular task in relation to their own agency's goals,

but must understand the interaction and roles of the various correctional agencies,
which in turn are but a part of the criminal justice system. Likewise, criminal
Justice agencies are only a few of many social institutions which dramatically
influence the behavior of correctional clientele.

Report to be \iritten during the Institute

Unlike the customary institute, this workshop has been designed to enable the
production of a report during the course of the proceedings. This report will
specify the operational dimensions of a correctional training program for person=
nel who work direqtly with offenders. These operational specifications will be

evolved from the policy guidelines delineated by the participants of the Executives®

Workshop who formulated them on January 21-23, 1968.

Outline Structure to Enable One Section to be Prepared During Each Session

To facilitate the generation of the final report in the limited time available,

the f?llowing outline structure has been formulated to enable the preparation-of--
the final document section by section:

I - Goals and Needs for Staff Development
11 = The Content of Training
Hil - The Methods of Training
IV - Program Specification and Resources

Pfior to the conference, you have answered several questions about the foremen-
tioned topical sections. The answers have been tabulated and summarized and
will be distributed to each participant during the conference to assist in
generating the final report during the working sessions.

Three Versions to be Merged By All Participants

Each section yill be handled during the conference in the following manner: The
total group will meet collectively to hear from resource personnel who will pre-

sent tZgir ideas on the assigned topic. Questions by the participants will be
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entertained from the floor. The total group will then be divided into three work-
shops which will generate independent versions of the relevant.section of the °
report. Resource personnel and faculty of the Center for Law: Enforcement and
Corrections will be made available for consultation on request “of each working ‘-
group. The three working groups will submit their versions to the. total! group .-
for merging into a single draft for inclusion in the final report.” This com- -~
posite version will be duplicated for distribution to the participants prlor to
their undertaking the wrlting of the next section.- o

Final Draft of Report to be Slgned Bx_PartIcipants ‘and Dlstributed at Closing
Luncheon o ‘ ‘ ; .

7 [P, ‘,,

The final version of each toplcal section will be accumulated tnto a draft report
for review during the summary session.; Any. modifications will be lncorporated
at that time and the signatures of the participants obtained. The final version

with modifications will then be dnstrnbuted to all participants at the closing
luncheon meeting.
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MANAGERS' WORKSHOP
#k% PLALC.T, *kk

Pennsylvania Adult Correctional Training
Institutes
Pennsyluania State: University
College of Human Development
Centen forn Law Enforcement and Corrections

TASK GROUP ASSIGNMENTS

Note: All workshop participants will réméin in the same group through-

out the Managers' Workshop.

Group 2 Group 3

Group |

Linwood Bair
Wilma Biggar
Franklin Evrard
Richard Greubel
Andrew Hudicka
" George Moffitt
Ernest Patton
John Shenkel
Joseph Weber
Joseph Veir

Martha Fisher
George Henshaw
William Howey
Frank Liebel
William McAleer
Mark McKeown
Bailey McNitt
Fred Russo
Elton Smith
Harry Snyder

Pius Barbour
Robert Boulden
John Burke

Allen Deibler
Lawrence Gahagan
lrvin Groninger
Edward Kitner
Harold Miller
George Scarborough
Louis Shupnik

DEPLOYMENT OF RESOURCE PERSONNEL

GROUPS

Group | Group 2 Group 3

Group Task |

2/13, 3:30 p.m. Sanford Bates Henry Guttenplan

1
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Group Task (1-A
2/13, 8:30 p.m.

John Gordon

John Gordon -

Hénry_Guttenplan‘

Sanford Bates

Group Task I-B
2/14, 10:30 a.m.

Henry Guttenplan

Sanford Bates

John Gordon

Group Task 111
2/14, 4:00 p.m.

Sanford Bates

John Gordon

Henry Guttenplan

Group Task |V
2/14, 7:45 p.m.

John Gordon

Henry Guttenplan

Sanford Bates




- 4 -

OPERATIONAL GUIDELTNES
Cfora
STATEWIDE CORRECTIONAL
STAFF DEVELOPMENT
- PROGRAM .

P.A.C.T.
PEHNSYLVANTA ADULT CORRECTIONAL TRATNING
THSTITUTES

The Pennsylvania State University
Collegeof Humay Development

Centen forn Law Enforcement and Comnections

 Februany 13-14-15, 1968
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P.A.C.T. 11

PENHSYLVAHIA ADULT CORRECTIOMAL TRAINING
_ INSTITUTES o

- The Pennsylvania State University i -
College of Human Development
Center for Law Enforcement and Corrections - -

Operational Speclfncatlons on Goals and Needs for Staff Development _

The following agency functtons were xdentlfned as belng related to the
attalnment of correctlonal goals: (alphabetlcal llstlng) | |
1. Care and cusfody. :
2. Cooperation with other adminis;refion ef justice agencies.
3. blagnesls and ;lasslfication. -
‘i: Genefaﬁihg khewledge about erime cehéation and conlrolf-
Haﬁagemenf practices. “ | |

. Rublié education and training.

6
7. Training and treatment (i.e. rehabilitation of offenders).
3

. Uee of community resources
The foregoing functions are viewed as being responsive to improvement by
staff development activity for the following kinds of personnel:
1. Execetive and manageriatl.
2, quervlsory and technical.
3. Line personnel such as: custodial, probation, parole, classification,
~ treatment.

4, Ancillary (e.g. food service, secretarial).

Hajor responsibility for implementing correctional staff development is
delinecated as follqwsl .
Af Major responsibillty oflthe‘ageqcy,_exelusively: ‘ .
| 1. Train staff to be knowledgeable about the specific programs and ser-

vices provided by the agency or institution of which they are a part;
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PENHSYLVAIIA AQULT CORRECTIONAL
_TRAIHING INSTITUTES

2.

Traln staff to be knowledgeable about the specific role and responsi-

bility of the positions tiey occupy and the agency in which they work.

B. Major responsibiiity shared by agency and university:

Train staff to be knowledgeablé'about thé role of their agency or
institution in the continuum of the administration of justice system.
Specifically, the criminal law, law enforcemcnt, the Judxciary, cor-
rectional agencues and lnstltutlons,‘parole, probatlon and other
agencies which provide services for offenders (e.q., vocatsonal
rehabilitation and mental health)

Train staff to be knowledgeable about projected possubllltaes con-
cerning the functlon phslosophy, and rcspons:blllty of their partic-

lar institution or agency and its relation to the total administration
of justice;
Train staff to be knowledgeable about the understandfng of offenders

whom they serve and for whom they are responsible;

Train staff to be knowledgeable abou; the impact of interpersénal
rela:ionships;;

Train ﬁtaff’to'be»know!cdgeéb}c about the wayé to corréctly utfli;e
the services of community agencies on behalf of their clfents;

Train staff to be knowledgeable about the role and responsibility of

- correctional personnel to partfcipate in the education of the ﬁublic

in problems related to corrections and the administration of criminal

justice.

Observations:

Suitable attention must be given to the practicality of imé]ementing a

program for all classes of'persoﬂnei} WVide diveréity of oécupatidnafﬁolés,

- 46 -
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PENMSYLVANIA ADULT CORRECTIONAL
TRAINING INSTITUTES

vériety of settings, and diversity of_ agency responsibility represent factors’

which must be recognized in any generic staff development program.
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PENNSYLVANIA ADULT CORRECTIOMNAL
" TRAINING INSTITUTES

Operational specifications for content of correctional staff development

. The content of correctional training should be targeted as follows:

A. All personnel should receive some training at a level appropriate to
their responsibility and function related to the offender and the system.
1. Dynamics of human behavior.

Impact of environment on individuals.

Socliocultural determinants of behavior.

Communication skills (written and oral).

Skills in interpersonal relationships (particularly dealing with
hostility, aggression, and authority).

6. Case management.

7. Criminal law and procedures which relate to corrections.

A1l supervisory and technical staff personnel and those who work

primarily with offenders in the community setting.

1. Community agencies which work with correctional clientele.

2. Public relations and community information.

All management personnel in all settings.

1. Professional disciplines which work with offenders {e.qg., cducation,
psychiatry, psycholoay, social work, sociology, vocational rehabilita-
tion),

2. Correctional research (program evaluation and performance prediction).

3. Correctional administration.

Observations:

1. Effort should be made to include law enforcement personnel as part of

the training operation,

2. It was recognized that the materials might have to be differentially
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to the following considerations:

PENNSYLVAHIA ADULT CORRECTIONAL
TRAINING INSTITUTES

. organized  for different target'groups; and that allied services,
such as menta) health and vocational. rehabilitation should be in-

cluded where feasible. ) _ RET RN

Special Staff Development Programs

Special staff development programs should be formulated with reference

e

1. Orientation training to the agency, position, and administration of

justice(igThis traiﬁing>W6uId'be directed to all leQéiS'of'newly
enteriﬁg personnel and would be tallored to their function and entry
Tevel. This orientation training.would be the primary responsibility
of the agency. 'Special assistance from universifies, HoweVer; was seen
as helpful.

Prepromotional tréinlng. Special courses specifically directed toward

personnel being prepared for new responsibilities, including those mov-
ing into managerial positions as well as those undertaking special staff
responsibi]ities. This is seen as a cooperative endeavor of both
University and agency.

Refresher courses in the administration of justice (e.q., supreme court

decisions, trcatment innovations, administrative and organizational
theories and practices) should be targeted to managerial as well as
technical staff personnel.  This would be the major reéponsibility of
Universities working with the agencies. Considération should be given
to planning as part of course offering.

Observations:
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1. The validity of special programs should be assessed to.measure whether

they directly relate to agency needs.




PENNSYLVANIA ADULT CORRECT!OKAL
TRAINING INSTITUTES

2,

Employee exchanges and transfers within agencies and between agencies
are viewed as a means 'of cross-communication .and have training merit
in themselves.

Effective liaison should be established with the civil service com-

mission so.that examinations and specifications for positions will

reflect the competencies required to perform the occupational roles
involved,
The support of administration is crucial if training programs are to

succeed, and rewards must be forthcoming to suppqrt attainment of

new skills,

Academic attainments by staff should be encouraged and rewarded

when it results in the potential for more effective performance.
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PENNSYLVANIA ADULT CORRECT!OHAL
TRAINING THSTITUTES

Methods for Correctional Staff DeveioPment L FR R

l. The folioWing program packages are given high briority:*

Dynamics of Human Behavior

Communication skills

Interpersonal relationships (particularly those dealing with:hos-

tility, aggression, and authority)

Community agencies which deal with offenders‘

These programs should be targeted to all éppropriate correctional
personnel. Extent of training, however, should relate to function and

level of responsibility.

Cons;ant dealing with correctional administ;ation should be targeted
to supervisory and administaative personnel.
The following mgthods are recommended-as valuable in communicating the
- program information and developing requisite skills:
1. Lecture
Tapes (audio-visual)
Films
Programmed instruction
Role playing
Incident process
Conferences
Seminars
Workshops
Correspondence Study
Evaluation of training program effectiveness should include:

1. Pre and post training testing
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PENNSYLVAIIIA ADULT CORRECTIONAL
TRAINING INSTITUTES

2. Examination by questlonnaire

3. Participant self-evaluation |

L. Performance evaluation by peers and supervisors
Observation:

Special consideration should be given to personnel exchange as a val-

uable training technique.
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PENNSYLVANIA ADULT CORRECTIONAL
TRAINING INSTITUTES

Program Specification and Resources

Initial instruction materials should be developed to create an awareness
of and sensitivity to:

"The Dynamics of Human Behavior®

and "Interpersonal Relationships"

Of equal importance is the development of increased skills in communica-
tion (written, verbal, and non-verbal).

These materials should be targeted fo a cross section of line and staff
with special refresher materials directed specifically to middle.ménagers,
training staff, and potential training personnel,

Initial instructional materials should be developed through the vehicle

- of short pilot institutes held at the Penn State University Park campus.

Evaluative materials would be an integral part of su;h core training materials.

These pre-tested units ' (syllabi, selected readings, bibliography, stand-
ardized exams, and if possible, films audio tapes, and video tapes), should be
made available to competent instructional staff, both agency aﬁd University
based.

Effort should be made to develop a resource library of instructional mater-
ials at Penn State. In éddition, telelecture, educational TV (through educa-
tional TV metwork, Lf possible), programmed packages, etc., should be attempted
when feasible. Corresbondence courses of gradually escalating depth of expo-
sure would be of great utility to personnel.

An interplay of agency consultation with the Center for Law Enforcement and
Corrections Is supported and its expansion encouraged. Overlap ofvtrainlng

should be avoided by increased communication as to who is doing what,
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We, the undersigned, participants of the Managers' Workshop of the Pennsylvania Adult :A i

Correctional Training (P,A.C.T.) Institutes, have collectively produced the foregoing
report and commend it as a common statement of the operational guldelines for the devel-
opment of a correctional staff training program for the Commonwealth of Pennsylvania.

Signed at The Pennsylvania State University on the fifteenth day of February, in the B
year nineteen hundred sixty-eight. .
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William G.” Ariderson - Russell H., Ault, Director of Linwood Bair .

Administrative Assistant Treatment, State Correctional” Deputy Superintendent -
Bucks County Prison Institution, Rockview - Bureau of Corrections

.
t

cTfnical Director -~ ° ~ ° ‘Matron Supervisor 1I, State

ntrastat? Services, Pa.
Philadelphia State Hospital Correctional Institution Board of Probation & Parole
Allen D. Deibler - - - - *“"Franklin H, Evrard, District Martha A, Fisher, Clinical
Supervisor, Bureau of Supervisor, Pa, Board of Psychologist, State
Vocational_Rehabilitation : - Probation & Parole: . ° - . Correctional Institution-
- A, )

Al ﬁ;«/v// T d i
Lawrence Gahagdn, Director Kichard G el, Supervikor Irvin L. Groninger, Chie"
Correctional”Training School . Bureau o Vocational . Probation Officer :
Bureau of Corrections - ' " Rehabilitation’ Cumberland County
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William G. Howey, Sr_y/ “  Andrew Hudicka, Chief

- Interstate Services,:Pa, ' - Deputy Warden ‘Probation & Parole Officer’
Board of Probation & Parocle Northampton County Prison Bedford County
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. Edwin F. Kitner{ Supervisor:. Frank E. Liebel, Chief ' Harold G. Miller )
Bureau of Vocational Adult Male Probation Officer District Supervisor, Pa.
Rehabilitation L Erie County .. - Board of Probation & Parole
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William J.-McAleer

Chief Probation icer Parole Agent II ‘ ) ~ Bureau of Vocational
- Delaware County * ;° ~ "' ' - Altoona, Pa, ’ Rehabilitation
WM//AVL' ("\,vu«»p{ e -
. Bailey McNitt Ernest §. Patton, Director ~ Fled Russo
aining pecialist, Pa. - . . of.Classification & Treatment Lieutenant
Board of Probation & Parole Bureau of Corrections Northampton County Prison

Tl && C U RA A
LuisT Shupnik hief - .

John H. S enKET:«Er.- A( : Elton R. Smith, Superintendent
Supervisor, Quarter Seffions Adult Parole-Probation Officer of Parole Supervision, Pa, i,
Court, Probation Office Luzerne County } Board of Probation & Parole

Pitgsburgh, Pa,,. ST o : Loor el
7044%1//2,%@“, Qfot . ~
Dr. Hayry A. Sny?/ ;
Direcfor of Educéfion . PY¥obation & Parole Supervisor. -

Bureau of Correétions ’ Berks County
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- DISCUSSIOi AlID AHALYSIS:

Tne agencues of JuSthG and correctlons in Pennsylvania have evol-

[
[

ved into a conaiomerate of fragmented entitles operatlng at differlng

¥

ievels of government. Consequently, servsces to offenders range from

primitive to reasonabiy soohisticated dependlng on the iocale and

Jurlsdictlon L|k¢W|se correctlonal personnel are profeSSionally

trained in some of the large state operated *nenCIes, and essentially
novices in the smaller Iocal facilities and agencies. Recent progress
has been made, however, ay the Bureau of Corrections in prOVldlng help
and expertise to the county prisons. The recent estabiishment of the
Board of Probation and Paroie promises to provade a55|stance in upgrad-
lng the callber of local probation departments. The Pennsylvanla
Crime Commussnon promises to prov:de gundance in the coordinatlon
between agencues, as well as, to develop strateqgies of consoladation,
lf lndicated.
This project in estabiishing an'integrated and continuing staff
development program for the state has attempted to:
(1) produce a firmiy foundedkreconciiiation of the diverse
tralnlng needs, . and n -
to create a vnablc organiaatlonal entlty her at the B ;
Center for Law Enforcement and Corrections through whichA
‘correctlonai staff deveiopment couid be equitably made
available through the auspices of the Continuing Educa-

tion program services of The Rennsyivanla‘State University.
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Our strategy was to communicate current and progressive training

tnformatton to agency heads and their operatlonal managers in such a

was that hez mlght in turn translate thus lnformatlon into a staff

devnlopmcnt systen whlcn would meet their needs. In addltnon, we
wished to moblllze their partncupation in thc development of the pro-

gram in such a way as to flrmly establlsh thcur |dcnt|ty w|th the

plan --in snort, to see the progran as thelr own rather than super-

cmoosed from without.
The prior sections of thls report have descrnbed the laboratory

model uorlshons which were utzllzed Copies of the pollcy and oper-

'atlonal guudelnnces have been reproduced exactly as they were written

doring the conferences. The first section of these quidelines deals
with goals, needs, content, and methods of correctional staff devel-

opment on the basis of an idealized program nresuming an affluence of

resource both in finances and manpower. The program specification

section narrows the scope to the more moderate expectations of what

‘can be done during the first'year of the second phase of this project.

Priorities were establlsned as to subject matter and methodology. An
essential element was tne productlon of quallty tralnlng packages pre-
tested in pilot institutes for later use in an expanded program.
Program expans:on was predlcated on contlnulng collaboratlon between
operatlnq anencies and the Center for Law Enforcement and Correctlons

in making the educational and traunlng programs avallable through the

resources of the ‘main campus at Unlverscty Park and thc 20 Pennsylvania

State UnlverSIty Commonwealth Campuses located in various parts of the

state.

G S gE u Sm SN, 0N By B NP BN U SN .En En, Sn Oy S g



d
|
1
I
1
1
i
d
|
4
|
q
i
1
!
|
d
|
1

Top Priority materials.included:
(1) The Dynamics of Human Behavior,
- (2) Skills in'Interpersonal Relationships. -
(3) Communication skills ‘(both verbal; written, and non-verbal).
These particular priorities combined with the questionnaire tabu-
lations reveals a’'basic organizational flexibility and a high degree of
commi tment to a rehabilitative (as opposed to a custodial) philosophy
which is most consistent with the evolying‘programé of the College of
Human DeQelopment of which the Center for Law Enforcement and Correct-
fons is a part.

A few reactions to the Executives' Workshop are included in Appen-

- dix D. In gemeral, they support, that both cohesion and.eénthusiasm were

generated by the conferences. The sigﬁed-conférence products : (Policy
Guidelines for a Statewide Correctional'Staff-Deveiopmént Program and
Operational Guidelines for a Correctional Staff DeVélopment Program)
must stand on their own merits. Their acéeptabflitytto the bérticipa—m

ting agencies, however, can hardly be disputed.-




PLAHNING FOR IMPLEMEﬁTiNG A STATEWIDE'DﬁVELOPMENT PROGRAM

Contingent on receipt of second phaﬁe funding, the following
.arrangements have been tentatively scheduled. The basic directives
. of the policy and oﬁerational guidelines will be adﬁered to. Speci-
‘ ficafly, special. emphasis will be directed toward:
A. The generation of quality curricula materials and specific
- methodologies with heavy concentration.on:
1. The Dynamics of Human Development.
2. Interpersonal Relationships.
3. Communication Skills.
Conducting pilot institutes for representative personnel from
all correctional and allied agencies with special efforts
..targetgd toward personnel Qho have direct day-to-day contact
with offenders. - | :
Utilizing pilot institﬁfgs as laboratories in which training
m#terials can be evaluated and modified. .
Encouraging continuing interaction between the Center for Law
Enforcement and Corrections and operating agencies in the
development of training strategies which will ensure contin=-
uation after special grant funds are depleted. Priority will‘
be given to enterprises in which shared responsibility in
terms of finance and personnel are forthcoming.
.Dcvelopment of training packages which can be used in an expand-

ed program at Penn State Commonwealth Campuses. Thus, reaching
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increased numbers or correctional personnel close to their
home base.
tle have tentatively scheduled, to date, some seven pilot insti-

tutes in which training materials and methods will be tested.. The

: program for the first two institutes has already been outlfned. Ve

are pleased to be in consultation with the American Foundation

‘Institute for Corrections in the development of suitable training

films. As was the case in the Executives' and Managers' VWorkshops,

specific workshop instructional and resource peréonnel vwill be

drawn from contributing faculty of the Center for Law Enforcement

‘and Corrections and ‘the College of Human Developmenf, as well as

from training and proféssiona!'staff of cooperating agencies, and

from national and state correctional associations.
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County Probation Vorkshops'

THE PROBATIOU OFFICER S ROLE Iﬂ TJE ADMINISTRATIOH OF JUSTICB

PROGRAN

| “WORKSIIOP ORTENTATION: |
his session would provide partncnpants with an overview of the purpose,
content, organization, and. operatlon of the workshop. - = i

Attention would also be- given to the relatlonshlp of thesc'uorlshops toAthe
Policy Guidelines and Operatlonal Specnflcatlons dcve]ooed by PACT Il and 11,

“THE PR ODATION OFFICLA'S RULL Tl THE AJ;IAIS"RATION JF JU“TYCC“

This session would illuminate the role of the probation officer and delin-
eate the competencies he must have to perform commensurate with the demands
placed on hlm by the community, the agency, and the clients he serves.

In discussing the probation officer's role, five functional areas wull be
delineated toward which the content of the workshop sessions will be direc-
ted: 1) Investigatory; 2) Interpreter; .3) Resource mobilizer;

L) Coordinator; and 5) Supervisor.

“THE PROBATION OFFICER THVESTIGATES

This session would relate to the probation officer's role as a gatherer of
information about the offender, his background, behavior, resource; liabilities,
etc. Attention would be given to the methods by which facts and significant
subjective materials are collected and their difference. interpreted.

Attention would be focused on this subject by having group-task sessions
in which participants deal with a pre-sentence investigation format.

Subsequent 'to the group task, a crithuc would be held regarding the work .
completed and a discussion held regarding the importance of the lnvestlgation
as it relates to influencing the correctlonal careers of clients.

i f IMTL.P?EZATION UF ChI'Zuh - GEHAVIOR!

This session would relate to the probation offlcer s task as lnterpretanq
the behavior and needs of his client to the court, the correctional agency,
the community, and even the offender himself, as well as, the consequences
of his interpretations for the client's future.

In discussing these tasks (interpretation), attention would be given to
the dynamics of human behavior, sociocultural determinants, and the lmpact
of environment on individuals.

Attention would also be n:ven to the need to consider the situations and
attitudes of those to whom such information is interpreted and the fact
that their needs and use of information places special requirements on
the officer in terms of report writing.




“THE MOBILIZATION OF RESCUZCES"

This session would relate to thie probation officer's role in mobilizing
resources which are appropriate to the needs of the offendefr in terms
of control, support, treatment, and rcintegraticn into the communi ty

he offended.

The effective mobilization of appropriate resources requires a knowledge
of what exists, the manner in which workable referrals can be consummated,
and the ways in which such resources can be properly coordinated in the
total treatment plan for the individual client.

Attention would also be given to the legal rights of offender in terms of
obliging them to make use of the various resources of the community, as
well as, the proper use of authority by the probation officer.

Some discussion should be conducted regarding new strategies in developing
such resources. This can be tied in with a group task project in which
they could take case studies and collectively develop a mock plan.

"THE PROSATION OFFICERFAS COOTDTHATCR"

This session would deal with the growing role of the probation officer

as the coordinator of a range of client-serving services -- indeed, as

a broker who sees to it that there is a functional continuity of services.
commensurate with the timely needs of the client.

Here, there could be an involvement of representatives of the several
community agencies as a workshop \faculty,

Attention would be given to the techniques which officers should use in
providing this coordinating function, as well as, some hints as to how he
can gain the greatest cooperation and sharing of information. '

"THE PROBATIOI OFFICER SUPERVISES"

This session would, in essence, be the summary session in vhich attention

is paid to the integration of materials which were presented in earlier
sessions.

Additionally, attention would be given to the strategies by which the
probation cofficer fulfills his obligation of feeding information on his
activities back to the agency which can be useful in assessing the value

of services and their applicability and become the basis for generating
change consistent with the rehabilitative goals of the agency. '
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CHARLES L. HEGHAN

Charles L. iiewman is Professor and Head of the Center for Law Enforce-
ment and Corrections established at The Pennsylvania State University in
1966. The Center is located in the College of Human Development.

A graduate of llew York University, Hr. !llewman also earned the degree
of Master of Public Administration in Correctional Administration at New
York University. His doctoral work ﬁombined an interest in clinical psy-
chology, sociology, personnel administration, and correctional administra-
tion at the University of Minnesota and Hew York University.

llr. fiewman came to Penn State after seventeen years as a teacher,

‘administrator, consultant, and analyst in vafious areas of crime preven-
tion and corrections. From 1959-1966, he was associate professor and

director of the program of correctional training at the University of

Louisville. Previously; he taught at the Flbrida State University,

University of iorth Dakota, and Fairleigh Dickinson University.

Vhile at Louisville, he served as president of the Kentucky Council
on Crime and Delinquency, lectured on family law, and directed the annual
institutes on probation and parole supervision at the University of
Louisville. He has served as consultant for many social and correctional

agencies throughout the country. His book, Source Book on Probation,

Parole, and Pardons, now in its third edition, is widely used as a uni=~

versity text and staff training manual in correctional agencies, From
1962-1966, he was executive secretary of the American Society of Crimin-
ology, and editor of 'Criminologica, the Journal of the Society. In
1367, he was elected a vice presidentvof the Society.

In 1963, lir. llewman was named a Fellow of the American Association

for The Advancement of Science; in 1965, Fellow of the American Society
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of Criminology. -Also in 1965, he was named to the Joint Commission on
Hanpower and Training. . Ih 1966, he received the Herbert Block Hemorial .« -

Award from the American Society of. Criminoloay.. & -

i

. DR. LEONARD J. HASSOL . - . o

Dr. Leonard Hassol, a recognized leader fh'thé‘néfiéﬁw}de'éémmunityll
mental health movement, was appointed associate professor of human devel-
opment in the University's College of lluman Development effective Septem-.
ber 1, 1967. ' D ‘

Since 1963, Dr. Hassol was Chief of the Community Consultation
Service of the South Shore Mental Health Center, Quincy, Hassachpse;ts,
which hés pioneered in attempting to coordinate the work of all commun=~ . "
ity resources that affect the mental and emotional well-being of theiffj"’
citizenry.

The Center, among the first of 30 currently operating in llassachusetts, -
has a staff of 50 professionals on full-time duty. . lt“algo serves as ‘a -
training clinic. . As Chief of the Consultation Service; Dr. Hassolzdfréc-
ted and supervised a program of administrative, mental health, -and social
change consultation for care-taking agencies and Institutions in a
surburban area of 275,000 persons. His staff of 12 included psychologists,
psychiatrists; a social worker, and public health nurses pth'édvanced :
graduate students from five universities across the country..:.

A Qraduate‘of Brooklyn College, Dr. Hassol studied for two years at: -
the University of Yisconsin and received both the master of arts and the '’
doctor of philosophy (in clinical psychology) degrees from Boston Univer-




Dr. Hassol ‘is a fellow of the American Psychological Association” and
holds membership in the Massachusetts Psychological Association, and
American Public Health Association.. His other activities have included
training consultant for the Peace Corps and executive board member of
the Division of Community Psychology of the American Psychological Asso-
ciation. At the annual meeting of.APA, Dr. Hassol was appointed editor

of thg,Division-of'Cqmmunity,Psychology Hewsletter.

DR, NENRY L. GUTfENPLAH

Dr. Henry Guttenplan: joined the faculty of the Center for Law
Enforcement and Corrections in September, 1967. "Previously, he was the-
commanding officer of the Scientific Research Office of the New York =
City Police Department.

For twenty years a member of the New Yérk City Police Department,

Dr. Guttenplan is nationally recognized, today, for his leadership in
the application of scientific knowledge -and-techniques to problems of
law enforcement and corrections. He has been:a consultant in determin- -
ing»regional needs for police laboratories on a national basis, and,
recently, was elected first vice president of the ilational Association
of Police Laboratories. He is also a member of the Executive Committee
of the Socicty.of Professional Investigators,

An experienced teacher, Dr. Guttenplan has taught courses and lec~
tured at such institutipns as llew York University, the John Jay College
of Criminal Justice of the City University of ilew York, the Baruch School
of the City College of. llew York, and Brooklyn College. ' From 1954-1959, he
was assigned to the Police Academy Recruit Training School, iew York, where

- he taught courses for probationary patrolmen, conducted in-service trafning
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for members of -the department and coordinated programs for the Plainclothes
School and for instructor training and evaluation.

Dr. Guttenplan became Executive Officer of the Police.lLaboratory in - -
1959 and was designated Commahdinglofficer'of tHé Bureau of Technical!~ i
éervices-in 1562 where he coordinated activities of the Police Laboratory, -
Bomb Squad, and Ballistics Squad. The name of the uhit‘was-changed-to"‘m
Scientific Research Office’ in 1966.° L

Dr. Cuttenplan earned the bachelor of science and master of science’ ' °
degrees‘from'tity College of dew:'York and received a full-academic scholar-
ship for his doctoral work at ilew York University, being granted the
Doctor of Public Administration degree in 1965. At the i!YU Founder's
Day Honors Convocation 1966, he was présented the Honors Award by the’
Graduate School of Public Administratfon.

Dr. Guttenplan is author of many professional articles, including -
a series on problems in the operation of a large police laboratory
which appeared in Police, a national bi-monthly publication.

He is a member of the Hew York Academy of Sciences, American
Academy of Politi;al and Social Sciences, International Association
of Chiefs of Police, ilational Association of Police Laboratories,

Society of Professional Investigators, and Academy of Police Science. =

wr 0 JAY CAMPBELL, IR

B
R

Jay Campbell, Jr., joined the‘faéultyvof‘the Center for Law Enforce- .
ment and Correétions as an assistant professor in August, 1967, after
a broad career in corrections teaching, research, and treatment services.

Mr. Campbell came to Penn State from Washington, D.C., where he was




asscciate research director for the Joint Commission on Correctional iian-

power and Training since June, 1986. His duties there were to déVeloﬁ a
design for the manpower studies of the Commission which has nearly 100
éffi]iates,-among them the iHational Council on Crime and Delinquency, the
Arerican Psyéhological Association,. the American Dar Assocation and the .
American lledical Association.

For three years previously, ilr. Campbell was research director with

the California Department of Corrections, California Hedicai;Facilfty;,

in charge of a seven-year research project to evaluate a pioneering pro-

gram of group psychotherapy with adult felons. He also has served as
assoﬁiate in psychology with the University of California at Davis and
instructor with the University of California Extension Service, Derkeley.

From 1960 to 1963, he was parole supervisor with the John Howard
Society of British Columbia in Vancouver. There he conducted group
therapy of inmates, parolees, and their families, a unique program
ih that the meetings. took place in a non-prison setting.

A graduate of the University of California at Los Angeles in
psychology, lir. Campbell received the master of criminology degree
from the Universify_of California at Berkley in 13%3. He is continuing
his work toward the doctoral degree at Berkeley.

He is author or co-author of several articles and papers including

""Common Sense and Correctional Science' published in 1966 in the Journal

of Research in Crime and Delinquency; "A Strict Accountability Approach

to Criminal Responsjbility,“ Federal Probation, December,xIQGS; and "An

Experience In Group Counseling,' Canadian Journal of Corrections, April,

1963.
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WILLTAM il, PARSOHAGE

Uilliam H. Parsonage, whose academic and profeséiohal cxperience’rn
includes both correctional work and law“enforcement,rwas appointed instrdc;
tor in the Céntcr for Law Enforcement and Corrections of the Coliege of
Human Development at Penn State. |

Hr. Pafsonage devotes much of his tiﬁe to continufng education bro-
jects spohsored by the'Ceﬁter, with emphésfs on crime prevention..

Prior to his appointment ét Penn'Stafe,‘Hr; Péréonage was consultant
in delinquenﬁy and crime prevention for the Hinnesota Department of’Cor-
rections, staff consultant to the Governor's Crime Commission, and
executive secretary for the Governor's Advisory Council on Children
and Youth.

in the latter capacity, he had administrative responsibility for
the statewise activities and operations of the L400-member Advisory
Counci l (cémposed of lay and professional leaders of the state) and its
eleven standing committees. The committees studied matters affecfing
children and youth in the state, coordinated the work of youth-serving
agencies, and developed program proposals where neceded.

Previously, tir. Parsonage was an instructor of sociology at Hamline
University, St. Paul; State Parole and Probation Agent, Adult Division,
llinnesota Department of Corrections, and a group supervisor of the
Hennepin County Home for Boys.

He was graduated from Hamline University and received the master of
arts degree from the University of South Dakota. As a student, he held
several part-time positions as a police officer.

His research activities include an experiment in adult group parole

supervision, reported in Crime and Delinquency; a survey of the educational




attainment of corrections caseworkers in llinnesota, for the ilinnesota
Corrections Association;vqnd a surggy_of the neced for group homes for
adjudicated dglinquent girls in the St. Paql area.

Hr; Parsonage is a member of a number of professional, acadenic,
and service organizations in?luding: the Citizens Advisory Council to
the Presidgnt's Committee on Juvenile Delinquency and Crime, American
Society of Criminology, Hipnesota Corrections»Association, Alpha Kappa
Delta,.American Acadenmy of Political and Social Science, and the

American Sociological Association.
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'PROBLEXS AND PROGRESS IN STAFF -
© - TRATWIN o

by

Reprinted from Crime and Delinquency
Volume 12, Wo. 3, July 1966.
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Reprinted from Crime and Delinquency
Volume 12, No. 3 July 1966

Problems and Progress in Staff
Training
Merritt Gilman

General acceptance of the idea that competent staff is needed in order to
promote the rehabilitation of offenders has meant that correctional administrators
are giving more attention to training. The aim of staff development through

orientation and in-service training, is to improve services by improving staff
performance, ‘

Problems in Stdff.Training

When training school and penal programs were almost entirely custodial and
punitive, there was no demand for trained staff. Almost anyone old enough could
qualify for a job. But with the advent of the rehabilitation concept, institution-
al administrators, judges, and the public gradually realized that the helping
professions had contributions to make in the care and treatment of offenders
and delinquent youth. They began to seek the services of social workers, psycholo-
gists, nurses, psychiatrists, and sociologists. Such staff were hard to find,
and it quickly became apparent that for many years it would be necessary to
provide training programs for those newly hired and for the present staff as well,

Apprentice training based on learning the routines of the job was no longer
adequate to meet the new demands to rehabilitate offenders. Orientation and
in-service training programs required different formulae.' Perhaps the most
important of these was the exposition of the policies and goals of the court
or institution, based on its philosophy of dealing with offenders. Staff needed
to know whether the youth referred to the court was to be helped or punished;
whether the offender in the institution was to be treated or contained. Policies
needed to indicate whether staff members were expected to aid or control;

whegher they should seek to offer opportunities or only to prevent acting-out
conduct,

Today, the goal of all training activities is to prepare workers to achieve
the legal and social objectives of the court or treatment goals of the institution.
Unfortunately the objectives and goals are seldom reduced to specific terms that
are translatable to training, For example, a goal may be to stop delinquent behavior
or to rehabilitate the offender. Such goals are too general. They only indicate

the staff's need for knowledge of the dynamics of behavior and of the interaction
of the social environment and the individual,

Orientation programs provide for training in the routines and procedures of
the court or the institution and for a fundamental understanding of the
philosophy behind the service that is offered. The more difficult problems in
training are to determine and £111 the gaps in knowledge, to ascertain and
possibly modify attitudes of staff, and to develop appropriate skills for a
Particular position. The orientation program is not designed to accomplish all
this. An in-service training program is also necessary,

In-service training should work on the daily problems that staffs face. The
academic-course model for learning is seldom suitable, for it does not tie in with
the swift moving events of the current caseload., For example, a series of meetings
regarding the meaning of separation to the child and to his parents may be useful

in providing necessary knowledge for staff members; but unless the content {s tied
to_cgirgnt Problems in the caseload, it is not effective,
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Training personnel attached to:courts and.institutions are, in general, not
kaowledgeable regarding learning theory. Seldom do they have an adequate -
understanding of the dynamics of individual and group behavior in learning.

The training person needs to know not only the principles that must be taught

but also the sequence in which they should.be presented to the learner., In'
addition, he should analyze the capacities, abilities, and needs of the wide
variety of learners in orientation or in-service programs and develop a training
program based on them. This skill is in.short supply. - - T T '

An additional complicating.factor in the correctional field is that no one
agrees on.the best method of treatment, For example, the proponents of individual
therapy, of group interaction, and of a comprehensive community approach tend to
emphasize an alleout effort in the method that they espouse, and to deny the help-
ful characteristics of other methods, Perhaps the fact that no leader has come =
forth to enunciate an acceptable blend of these methods is.an indication that the -
methods are not compatible, It is equally possible that no leader has been able
to gain followers interested in integrating these methods appropriately, so that
offenders would be assigned to the method most likely to be of assistance to them.

In most instances the method of treatment is based on the knowledge and
training of staff rather than on a diagnostic consideration of what is the best
way to reach a given offender. It seems logical that administrators and instructors
will see the need to develop the multi-method worker, since no one method is .
likely to serve all the social needs of offenders in the caseload. Impliéd in this
conclusion is the need for differential treatment of offenders, which will lead to
a search for useful.typologies. 8 ' E e

Sociologists, psychologists, social workers, and criminologists, representing
their respective disciplines, have arrived at no consensus regarding the tasks of
correction and hence no consensus regarding the preparation of the worker in the
correctional field., At times, in order to get along with one another, they have
pretended to equate graduate preparation in the various disciplines. This kind of
accommodation or camouflage avoids the necessity of defining the variety of tasks
required., Furthermore, it tends to postpone a clear description of correctional
positions; a determination of jobs requiring professional competence, and the
nature of that competence. - - S ' o

Piven suggests three.reasons why educational and correctional leaders make so
few efforts to describe and explain basic practice deficiencies: ’

First, there are the limitations of practice theory. Practice =
norms are frequently vague, incomplete, and inconsistent, Their
relative priorities are often unclear. Their assumptions, their
relationship to scientific knowledge, and their location in a
scheme of values are often left unestablished., " Given the -
complexity of the task, much of our practice theory is rudimentary,

Second there are,substantial differences in practice theory.
Various:training and service groups differ with respect to the
substance and comprehensiveness of practice norms which can be
ascribed to them, .. - - .. .. R

Last, many engaged in correctional training and service '
shrink from the task of openly affirming and analyzing the
practice beliefs and actions to which they subscribe.
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Shannon, a sociologist, has suggested criteria that could enable a-deter=-
mination to be made of which, groups or professions are competent to deal with .
offenders. But present problems in dealing with increasing caseloads have
obliged practitioners and instructors to move ahcad without waiting for the
conflict among the . disciplines to be settledi: N N

The contrasts between the correctional and health fields are evident from’
the way in which each is organized to attack its own problen, Both require
professional and non-professional personnel., The health field is organized so
that the various disciplines are interdependent and coordinated for harmonious - -
action, ,K The functions of each discipline are clear; hence, the training for each
has been relatively easy to develop. The correctional field, however, has not
agreed on the cause of delinquency and crime, on procedures for dealing with
offenders, or on the organizational arrangements necessary to prevent or control
deviant behavior, As a result, disorder and confusion prevail among the B
professions involved, - e Co

) .

Having defined the‘problemé inherent in training of correctional manpower,
We can now proceed to review and comment on the contributions made in the last
few years in determining the roles of staff. : ' -

_Probation and Parole Staff .

Before sound training can be accomplished the role of the probation officer
must be defined and understood. Studt has made ma jor. contributions toward this
goal in Education for Social Workers in the Correctional Field and in "The
Training Needs of Probation Officers.” The latter paper was used as the basis _
for discussion at a workshop concerned with the problems of training for probation
services to juvenile courts. The educators and practitioners involved had '
difficulty achieving agreement on the task of probation. Their varying opinions
and attitudes offered ample evidence that probation is in a transitional phase.
Conclusions of the workshop report point up the need for more involvement of

practitioners in devéloplng standard-setting material and for educators' study of
actual practice, : T E :

Ives and Shireman have also made contributions in determining the role of
the probation officer and in suggesting training methods, However, training
opportunities have not kept up with progress:in.theoretical concepts. Only a few
metropolitan areas have training personnel and a scheduled period for staff
training, By far the greater number of probation and parole departments have
paid verbal respect to the idea of training, but have not provided either the
time or the money for it. The pressure of large caseloads is most often the _
reason for the failure to develop training, Thus, poor service is perpetuated.

Small probation departments most frequently depend on the leadership of a
knowledgeable member of the staff. In a few scattered locations, imaginative and
productive training programs have been developed, Where such leadership is not
forthcoming, howeve:, local resources are often used.. : These include talks to the
staff by a variety of professional People, and courses made available through either
the state department of correction or a nearby university., Unfortunately, such
resources lose their potential unless a logical sequence of ideas is presented to
the learners. The Jigsaw-puzzle pattern of training is frustrating; the learner
soon surmises that there are more pleces missing than are present, =~ @~ o
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‘This is not,.to belittle the short-térm cdurses and workshops available under.
a variety of auspices. They can stimulate and inform, though they cannhot be-
regarded as basic preparation. In the parole field, the outstanding short course
has been the National Parole Institutes, which,were designed to emphasize - -
the role of the parole officer as an agent of change rather than:as:an agent of -

control. The success of.these institutes is attributable to the._following.formula:

(1) competent leadership, (2) careful planning of the educational content and
process, (3) administrative sanction, plus (4) evaluation of the results of
training so_tha;_nonproductive ideas are dropped.and new‘forqp}g:;qns:tpged;,l

‘Juvenile court judges have also benefitted from national and regional training
programs under similar training schemes, In addition, several state associations
of judges have received grants to provide training to augment the knowledge and
increase the skills of the participating judges.

; Institutional Workers :

The Sahara of training has long been in detention homes, jails, and -
institutions..” Perhaps the reason for this is that service to the offender is
often subservient to the concentration on custody and control. - Employees
needed for housekeeping are taught procedures, but insufficient attention is -
paid to their potential for influencing the offencder, Our folklore contains '
many stories of the brutal guard, the good housemother, etc., but our nation-wide
performance in establishing institutional workers as skilled people is a dismal
one. Only a handful of colleges offer courses to assist them, and they are the
very people with whom the offender has most contact.

The bleakness of this picture is relieved by the occasional instance of
an institution which has a well-planned training program for all staff members.
One hopeful factor is the development of group counseling. This form of treatment, °
now being used in a variety of situations, has the potential for myriad adaptations.
In all institutions, groups are handled to accomplish everyday tasks. As personnel

learn the dynamics of group response, chances of rehabilitation of the offender
will be enhanced, :

Training Staff for Program Development in Youth Correctional Institutions is

a recent publication which details one way of developing a program for staff.
Another helpful publication is Institutional Treatment of Younger Offenders, a

giisonnel development aid prepared for use at the Federal Reformatory, El Reno,
ae

More attention has been given to the training needs of those working in the
juvenile field, though here again, most of it consists of homage to the idea rather

than provisions for time and money. The writings of Konopka, Burmeister, and lMayer
are especially helpful,

Next Steps

In addition to the delineation of roles in the correctional field, certain

administrative measures are imperative before effective training programs can be
established:




1. "Administrative backing of training. :This is clearly shown vhen the’
position of training director is equal to that Of'Other»departmgn; headSé,. ’

2. Provision 6f-tra£n1ng gersénnel. Alarge staff requires full-time

personnel for-training; a small staff requires that the person responsible for ' '' ' °

training should understand that this responsibility is as important as his other
assignments,. .. . o . : . : s

3. Allotment of time and money for training. Because of the importance
of improving service by training, provision should be made for training time during
work. The employee should not be expected to contribute his free time. In |
addition, provision should be made for attendance at appropriate conferences and
workshops., B oo Co R ‘- ‘

Instructors themselves need more knowledge of learning theory and of the
contributions of the several disciplines concerned in correction. They need
also to develop closer ties with college faculties in order to widen the horizon of
training, Still another perspective can be gained as training personnel team

with researchers who evaluate their programs and feed back information on the
usefulness of material presented. S '

The future of training depends on the.investment'made'in'stu&y, réseérbh,-v

and financing, and in the dialogue among those who are responsible for this
investment. : o - L ,
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. Iit SERVICE TRAIMING: .. . .-
. A KEY.TO CORRECTIOHAL PROGRESS - . .

. by, .
Elmer H. Johnson, Ph. D.

Reprinted from Crininologica
Volume 1V, {lo. 3, ilovember 190(6.
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Reprinited from Criminologica
Volume IV, No. 3 November 1966 -

In Service Training:
A Key to Correctional Progress
Elmer H. Johnson, Ph.D.

As one of the social institutions specializing In 'peoplework," the
correctional agency is especially dependent on the quality of its staff if
its programmed activities are to have positive long-term effect. In-service
training of existing agency staff must be the major device for creating a
core of competent personnel during thefcurrent'transitional phase of the
professionalization of correctional practice.. This thesis does not challenge
the importance of pre-service training tecause institutions of higher education
are best equipped to provide the high level of prolonged and theoretical
instruction essential to development of a correctional profession. Rather,
this paper assumes that the academic world is not prepared at present to
provide the necessary quantity of competent personnel. Universities will have
to expand programs for training correctional ?rofessionals at an unprecedented

rate if personpel requirements are to be met.] Fundamental issues have not
been resolved.

In-service training has potentiality as a tool for correctional reform
through performing functions we shall discuss under the terms preservation of
the agency's social system, development of staff sensitivity, and implementation
of organizational change.

THE CORRECTIONAL AGENCY AS A SOCIAL SYSTEM

The correctional agency is supposed to instill in its offender-clients an
identification with the total social order and to reorient their attitudes:into
a more constructive and positive form. In striving to meet these responsibili-
ties, the therapeutic-oriented agency is handicapped by inadequate facilities,
insufficient operating budgets, mounting caseloads, and shortage of qualified
personnel, The need for specialized training has increased with the awareness
of the complexity of behavioral maladjustments and greater resolve in many
agencies to improve treatment tactics. When the agency has been able to
marshal the higher quality of resources and personnel necessary to meet its
obligations, awmore &laborate divison of labor has created the need to
systematize the relationships among staff members and between staff and
offender-clients. Informal and personal arrangements have had to be supplanted
by codes of formalized rules and deliberately created organizational plans
implemented by specialized functionaries skilled in the techniques ‘6f
bureaucratic administration. This trend has raised the problem of counteracting
the formalistic impersonality favored by bureaucratic administration since
correctional techniques require individualistic handling of the offender.

The flesh-and-blood human beings who man the bureaucfatic structure
interact under social and psychological conditions and face everday situations
which only approximate those assumed in abstraction when the formal organiza-
tional norms were established. Consequently, informal groupings emerge as a
result of the workers' adjustments to the realities of daily situations and
their efforts to achieve personal goals which may be distinct from (even
conflicting with) formal organizational interests. The executive has the
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problem of mlnlmlznng ‘the adverse effects of nnformal groups on agency operatlons.
Hopefully, he may be able to enlist the informal groups as a force promotung
the ultlmate purposes of the agency. . o o

The correctlonal agency has specual urgency inits efforts to motivate its
employees. The relationships initiated by staff members are lntended to.
resocialize the offender through learning and internalnzation “of pro-socual
~norms. To initiate and sustain the resocialization process, the staff member
" must be sensitive to the social and psychological dynamics of .interpersonal
relationships, be capable of recognizing the offender as a unique and total .
personality, and be able to coordinate his efforts with other specialists brought
together as a team with a particular division of,.labor. He. serves as a behavioral
model for clients and as the most immediate and direct symbol of the organization
to which they are subject. The formal organization ideally represents a rational
plan for mobilizing the talents of the staff to press offenders toward pro-social
behavior, But the spontaneity and . unpredictability of the dynamic resocializa-
tion process counter-indicates uppression of the .informal relationships .
developing among staff members and between staff and offenders.

The correctional agency is a social system in that ideological . themes, . ..
roles, and statuses lgnd order to the interaction of the individuals comprising
the collective whole.”? The behaviors of agency personnel are given continuity
and predictability through persistence of an agency culture developed in the
course of the experience ofgdealing with successive generations of offender-
clients, of adjusting to the agency's external environment made up of political,
social, and economic forces, and of developing routines of Intra-staff’
cooperatlon. .

The status system of the agency is a means of allocating the agency functions
among personnel and provides incentives for effective membership in the work
organization. The work of the various specialists on the staff are integrated
with one another when the job roles press the job holders toward reciprocal
‘behavnors converting |nd|v1duals into a team.

The agency ideology provides its adherents with an intellectual
orientation  toward the behavior of themselves and of others within their social
universe. The ideology colors the setting of specific goals to be implemented
more effectively through changes . in staff attntudes and the upgrading of staff
competency through in-service training.

Tradituonal]y, penological practlce has been based ‘on-a punltlve |deology
which defines the criminal as a peril of life and property, probably
incorrigible. In recent decades another idedlogy has received :ncreaStng
support as correction has felt.the impact of concepts derived from social
“welfare, mental hygiene, and social science. The therapeutlc ideology views
the offender as a person of value with a potentiality for improvement., The
focus of attention is upon his personal qualities and his social environment
because the major obJectlve is to modify the relationship between these two.
sets of variables as ths means of reducing the ciminality through various
therapeutlc approaches. IR o _ -

. The punitlve ldeology favors the establishment of an authorltar:an reqime
centralizing power at the apex of a high pyramid, symbol|2|ng a sharply
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limited diffusion of decision-making authority. An authoritarian .
‘administration required indoctrination of the staff in a code of specific

rules and in a set of standardized procedures. Efforts to improve staff . |
communication are devoted largely to minimizing the possibllity of inaccurate
reception of messages and Instructions from the top management level. The .
therapeutic'ideology‘demands'individuallzation,of techniques to fit the
particular treatment problems posed by the offender-client and his environment.
It requires the gaining of rapport with him to enlist his voluntary participation
in the rehabilitative process. Compared with authoritarianism, greater permiss~
iveness is granted the client and therapist.’ The greater diffusion of authority
calls for a,broader'distriyutlon of competence among staff members. ‘

“:PRESERVATION OF THE SOCIAL SYSTEM

When any single element, or a set of elements, making up the agency .
environment is altered, a new permutation of relationships is created. The.
elements -include: ‘superior authorities who assign responsibilities and allocate -
resources to the agency; the quality of agency leadership in terms of ideology,
attitude toward reform, and managerial skill; functional relationships with
allied agencies; degree of public concern with criminological issues; and the
treatment’ amenability of offender-clients. In-service training - is a tool for
preserving the equilibrium of the agency's social system because it deals with
staff'efficiency, one of the common denominators for all elements.

A. Communication of policy or procedural changes: Preservation of the
agency's social system appears to imply conservatism in the use of training to .
counteract tendencies to upset the status quo. ‘But even this use of training
requires a recognition of the dynamic relationships among the elements of the
agency's environment with stability a matter of a moving equilibrium. "It
takes all the running you can do, to keep in the same place," the Queen told
Alice. 'However, when organizational and ideological change is the assigned goal
for training, preservation of the fundamental order of agency activities Is
still necessary. Training sessions offer the opportunity to inform all parties
of the new policies and procedures as a means of avolding intra-staff conflicts.
Communication of the larger significance of changes reassures personnel
experiencing status anxiety and affords the basis for maintaining the cooperation
essential to effective divison of labor. ' '

'B. Readjustment of division of labor: Organizational efficiency requires
an allocation of work functions to enable each specialist to integrate his
efforts with those of other specialists. The agency itself can facilitate
administrative disorganization when inconsistencies are incorporated within the
employee role or between roles. The parole officer may be expected to maintain
surveillance similar to a policeman and simultaneously follow social work
practice in reintegrating the parolee into the fabric of community life. Factions
of personnel may organize to ‘support specialized goals against the interest of
‘the agency as-a whole. Job speciadlization itself may promote the formation of
coalitions. By increasing awareness of the total organizational scheme,
in-service training minimizes role conflicts. Furthermore, in the course of
work, the employee wil encounter unique problems not specifically within his
task responsil.ilities. Over a period of time, the employee may perform tasks
not his own in order to expedite handling of a particular case. These informal
extensions of his duties may become habitual .to the point of interference with
the efficienty of the agency's division of labor. In-service training may
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bring these informal arrapgements to light and bring about readjustments - |n
routinized procedures for sake of . greater organlzatlonal effxC|ency. :

C Counterlng of bureaucratlc lmpersonalnty. The treatment:of offenders
within rehabilitation-oriented organizations raises the dilemma of :
organizational dlsc1pl|ne versus individual initiative.. Bureaocratic organiza-

‘tion holds the promise of efficient application of specialized knowledge for

ore’intensive dlagnosxs and treatment. Expensive personnel and- faculltles can
e utilized more efficiently .through rationally developed organization of

procedures and occupational roles. However rehabilitative treatment must be
sensitive to the uniqueness of the offender as a person, of the relationship
between his background and his behavior, and of the implication of his
particular status with the social systems wuthln whcch hlS past present, and
future behaviors occur. : _ : .

The_ultlmate.purposes of treatment are likely to be subverted if offenders
are regimented into impersonal categories on the basis of superficial

“similarities among offenders leading themselves to routine handling when

procedures become an end in themselves to routine handling when

promoted by raising the staff members' ability to translate theoretical _
principles into personalized applications to everyday, unpredictable activities
while taking advantage of agency resources through adJustment to organazatxonal
patterns.' o L

- D. Preventaon of employee dnsc1pl|nary problems. The prlnclple of
individualization is applicable alsa to employee interrelationships. In-service
training enhances competence of supervisers in preventing and handllng employee
disciplinary problems, The staff interactions during training are opporunities
for diagnosing employees' potentiality for undisciplined behavior. By restimu-

~ lating the work drive and clarifying the purposes of agency polncues, tralnlng

reduces the likelibood of employee. 1nfract|ons.

E. Easnng of. employee tensions. Dlsclpllnary problems among employees
are of unusual importance to a correctional agency whose major responsibility
is to deal with maladjusted and sometimes hostile. persons. ~To deal effectively
with such, cllents, the staff member must be a behavioral model in self-control,
maturity, and insights into oneself. Personal problems of staff members -and
intrastaff dissention can become destructive to treatment program by sub-
stituting the staff member for the offender as a proper candidate for therapy.
Prevention of employee disciplinary incidents involves sens:tlvity of super-
visors to the emotional pressures exerted on correctional workers by their
troubled clients and by the conflicts between organizational rules and the’
individual qualities of both client and staff member. Training sessions raise
the employee's tolerance of emotional stress through ventilation, by increasing
emotional support from peers, and by ralsing the employee s faith in his own' o
competence. .. - : ‘ : : ; :

wi et i

IMPLEMENTATION OF ORGANIZATIONAL CHANGE

5 Correctlonal reform.involves lntroductlon of fundamental changes to reduce
discrepancies between generally accepted~ggals and exlsting practices. In-Service
training may be introduced in the final phase of externally-stlmulated lmplemen' _
ting change stlmulated by the agency itself. SRR ’




Involvement of executives in the very activities to be changed calls for
remarkable degree of objectivity toward a program with which they felt personal
identification. However, familiarity with current practices and the realities . -
of correctional work, coupled with a resolve to Initiate fundamental changes,
places the executive in a favorable position to affect improvements of lasting -
significance because the changes are more likely to be consistent with the devel-

~opmental history of the agency. The brand of reform advocated here would alter
the agency's status-role system, extend adherence to a therapeutic ideology to
the lower levels of staff, and raise the level of competence in the theories and
practice of treatment tactics among personnel. in direct contact with offenders.

Correctional reform indigenous to the ‘agency has'taken several approaches,
not necessarily exclusive of one another, humanitarianism has motivated the easing
of the pains of confinement. Administrative procedures have been modernized.
Hlew forms of architecture have reduced the foreboding appearance of prisons and,
less frequently, sought to substitute psychological controls for physical restri-
ctions. The adjustment of released prisoners has been promoted, C

None of these approaches necessarily involve serious modification of the -
traditional correctional agency as a social system. They are not specifically
directed toward behavior change of offenders, ideological reorientation of staff,
and restructuring.of intra-staff and staff-offender relationships. There are
correctional concepts which do involve these fundamental changes. The therapeu-
tic community Is an example of an approach directed toward creating an attitud-
inal climate whereby all social relationships between staff and inmate social
structure of the prison itself to negate the effects of confinement, of the pun=
itive ideology, of the inmate social structure, and of the pathological aspects
of bureaucratic organjzation. The Provo experiment is an exarple of a similar :
effort for.probation. : : R ' A ‘

In-service training comes into play after superior authorities have com-'
mitted themselves to reform and have amassed the resources for bringing the pro-~
posed changes to fruition. This conception of training is consistent with the
use of education as an agent for change. Although the school cannot create a
new society independent of the other forces of change; it can contribute to the
change process when the group controlling the school permit initiation of change.
In-service training can be a vehicle for organizational change in several re-
spects: < e : PREE S B

. A. Increasing adherence to the new ideology. A soclal system is an organ-
ization of ideas.0- Therefore, ideological change is basic to reform of the
agency's social system.  The brand of correctional reform’advocated here empha~
sizes the importance of extending the identification of employees with a new’
ideology as a key to lasting change. In-service tralning serves this purpose
because it Is a means of promoting and facilitating the extent of communication
between management and personnel, among staff members, and between agency and
experts in allied fields, Tralning sessions become seminars wherein all persons
present participate in a common educational experience. Theoreticians and
experts from other allied fields introduce new ideas and offer frames of refer-
ence to give significance to the discrete events of correctional practice. The
employees contribute the empirical experiences of correctional work and give
reality to discussions through their concern for concrete applications of the
abstract ideas to which they are being exposed. : - o - :

-84 -

Wy == PpE s ‘.Flll -, BE By =N W HE N N =n Mn N Ny L 1'Il




‘A climate for idteogicél;chéhgegis created because the:individual's scope
of understanding of his experiences Is extended. .The.correctional worker is ..
released from the trammels of tradition because he is exposed to:unfamiliar: -
ideas and familiar Ideas are exposed to critical analysis. . The difference itself
induces change. " The training sessions are a means of creating a tradition of .
learning, stimulating curiousity, and nurturing a quest for new and diverse.
knowledge. Furthermore, innovation is encouraged because the ‘training inculcates
an atmosphere of anticipation of change.  If the employees expect something new,
it'is more likely to appear than if it is unforeseen and unheralded, - RN

However, it is unrealistic to belleve that the possibilities of ideological
change are unlimited. "The ultimate objectives of training are broken down into
tnterim goals. Each interim goal is beyond present accomplishment but is within
the grasp of the employees. ' As training proceeds through a series of .interim: -
goals the scope of employee acceptance is broadened but never beyond the limits .
of the employees' expectations. ' Otherwise, varying degrees of resistance will
be encountered to negate achievement of the ultimate goal, :

Introduced for the sake of economic benefits, new procedures frequently
imply acceptance of new ideas not envisaged by the innovator. Application of
the procedure soon involves the agency in adjustments to these ideas. Then the
way is open for in-service training to gain staff understanding of, and adherence
to, the new ideology which inadvertently had been introduced. : :

B. Revision of the rolesstatus system. ‘To stabilize the social system on
the basis of a new status hierarchy and new role norms, the staff members would ..
be oriented to the new organizational structure and the functjonal relationships .
pertinent to their particular place in that structure. By breaking down the
total reform program into evolutionary stages, training can be planned to.imple-
ment each stage in its turn. By interpretation of abstract principles into its-
concrete applications, the training sessions can be adapted to the empirical
interests of the workers. The shock of change is reduced by revealing to each
worker the benefits to the workers themselves accruing from the increased effect-
iveness of the agency program. Furthermore,: shock is reduced when the worker
realizes the familiar ideas are incorporated within the new ideas to which he is
being exposed. His new role is not as divergent from his previous role as he . .
first feared. a o o RS

- C. Minimization of disturbance of staff'relationships:_<Changes in the
agency's status-role system upset familiar relationships and necessitate adjust- -
ment of the employee to new rules for ranking himself and his assoclates. Status
anxiety is likely to be created when newcomers are .introduced into,.the organiza-
tion to perform new functions. The “older hands' will feel insecure because, their
familiarity with habitual routines is less of an asset. SRR :

Because anxiety breeds on misinformation, a systematic explanation of the
reasons for the changes is an appropriate antidote. Probably the employee already
has been dissatisfied with the very conditions _to be corrected. .These conditions
may -have brought role conflicts and ‘status anxieties of their. own.  His new status-
role may free him to demonstrate initiative and imagination in ways previously: :-
forbidden. RE S OO S PR PR SPRE

i

:D. Enlistment of informal staff gfdups. _Eaflfgrxwe notéd;thé“fmpofténce~v
of informal relationships in affording the spontaneity essential to support the
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resocialization process. .In seeking to mobilize informal groups to support pur-
poses of ‘the formal organization, in-service training has precedence in that o
these groups are shaped infirectly by the personnel policies and procedures used .
in selecting employees from the wider range of persons who present themselves as '
job candidates. ‘In this sense, the employees select their associates for congen-
datity groups from personnel who were previously selected according to skills,
aptitudes; education, personal characteristics, and prior experience demand appro-
priate characteristics, and prior experience demand approptiate for achieving
agency ‘'goals.: In-service training goes beyond this situation to try to develop

a closer affinity between Informal and“formal group Interests. o

To enlist the support of Informal groups, two-way communication between the
levels of the status hierarchy must be opened. The general objectives and treat-
ment tactics have been determined, but there is plenty of latitude remaining for
decision-making in the details which must be worked out. But listening to sub-
ordinates, the administrator can correct the discrepancies between his abstract
assumptions in policymaking and the concrete realities faced in implementing
policies. Because the individual employee has a change to participate, there is
a greater possibility that his daily activities will more closely correspond with
the requirements set by the formal organization. R

E. Raising staff competence. Competence for what purpose? What kinds of
competence? VWhat level of competence should be sought? How will the compétence
be brought to bear on the recurrent problems characteristic of the agency's
activities? Attempts to answer these difficult questions soon involve one in
the study of the social system of the agency as it is and as it is hoped it will
be.. Because in-service training must conform to the political principle of seek-
ing the possible, study conclusions will vary with the particular opportunities
available to the agency within ‘its particular environment and its present state.
It is useful to consider the level of competence on can realistically expect to
achieve within a reasonable period of time. o

The elementary level of competence is achieved through an'orientation type
of training. The new employee receives instruction in.the functions and proce-
dures.of the agency to-enable him to integrate his work within the total system
of job positions.” New employees, lacking of desired quality, will be upgraded
when the tasks do not require extensive and prolonged-ipstruction. Training
sessions return the experienced employee's attention to the fundamental princi-
ples of his organization. Re-examination of the relationship between his tasks
and the agency's purposes will serve as an intellectual’refresher, restoring the
zest of challenge to work which has become routine. ‘ o

_ ~The intermediate level of competence calls for application of criminological
principles to empirical prattice, but at a level within the grasp of personnel.
unlikely to have more than a high school education. Emphasis is placed on con-
crete applications of theories. o o o '

~ The advanced level of competencé'implies'thaf a substantial proportion of the
staff has undergone intensive pre-service training. Knowledge. and skills already
possessed are:given new meanings through re-assessment on,the course of studying
problems encountered by the agency. Common interest with allied academic disci-
plines are revealed through common study of problems by diverse specialists. This
level of competence is the ultimate ofjective toward which the elementary and
intermediate levels are’interim stages. - SRR R
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DEVELOPMENT OF SEHSITIVITY. -

“Since all criminological practice entdils to some degree the diversion of
criminal behavior into socially approvéd channels, in-service training has the
goal of enhancing the ability of the correctional worker to motivate the offender
to change his behavnor. -

The worker-offender interactions take place within an environment made up of -
a host of visual and auditory stimuli which must be interpreted if meaningful
behavior is to occur. Social behavior requires selection out for attention of-
only a fraction of the stimuli present in a sjtuation. The criteria for selection
affects what the actor perceives in a situation and how he evaluates what he
selects out for attention and action. Both .the worker and the offender select a
fraction of the.stimuli according to the .frame of reference each has brought to
the situation. The frame of reference is made up of values, feelings, and assump-
tions which prestructure the observer's orientation to the situation.7 Rehabili-
tation . is a process of reducing the discrepancies between the offender's frame of
reference and the one the correctional worker has the duty to support. ¥

Sensitivity, the capacity to respond to stimulation, is involved in two
general ways. The worker must view the situation as the offender sees it if -the
worker is to contribute actively to creation of situations which move the offender
from one form of conduct to another. The offender must be sensitized to the
inadequacies of his habitual orientation to his social universe.

Psychology's conception of sensitivity centers on accuracg of perception.
In this sense, sensitivity refers to a capacity to assess visual and auditory
stimuli in a meaningful way. However, the perceptions must be integrated within
an intellectural framework of concepts if observation is to result in knowledge-
able assessment. For examples, Korn and McCorkle imagine two professional crim-
inologists assessing routine activities in a cell block. The first visitor is
impressed favorably by a guard's close contacts with the inmates. The second
visitor, more experienced in prison administration, soon.detects evidence that
the présoners are manipulating the guard to conceal transgressions of prison
rules. Because of superior experience and theoretical insights, the second
criminologist was able to select those aspects of the situation which were crucial
to the task of inspection. His training had made him- lntellectually sensitive in
his selection of cruCIal stimuli from the host of stimuli present in the cell
block.

Sotlal psychological sensitivity is synonymous with ''empathy'', '"'diagnostic
skill"', or "understanding others'.? Empathy implies an intuitive process whereby
one is able to take the role of the other through ''feeling'’ his situation. Diag-
nostic and therapeutic tasks require inter~-personal understanding and skllls
which penetrate beyond superficnalttles to the covert meanings- of behavior. Effi-
cient task performance is complicated when the offender has undergone experiences
and personality conditioning not shared personally.by the correctional worker.
Sociocultural and personality theories offer a framework for formal training of
personnel as a means of increasing sensutivity to orientations the worker has not

o

Sensitivity,toward se]fiiéléﬁvifaiyquality to be developed in the correctional
workers because his own personality is a major ingredient of therapy. Through
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training he is helped to build a mirror to see himself as an actor in a social
system which emcompasses interactions of staff members and offenders within the
structure of correctional programs. He is sensitized to new modes of evaluating-
his own behavior through new awareness of the dynamics of the socio-cultural
environment within which his tasks are performed. By gaining insights into him-
self, the worker develops greater sensitivity toward others and greater effect-
iveness in inter-personal relationships.

In emphasizing the importance of the in-service -training, Giardini has drawn
from his empirical experience 'in parole administration to offcer practical prin-
ciples which are appropriate for bringing our discussion to a tlose.!0 The admin-
istrative heads must be convinced that in-service training is desirable, Training
should encompass all members of the staff and should be formulated as much as
possible by all members of the agency. It should be in continucus operation, at
least in the sense of planning. It should be repeatedly re-evaluated as to its -
aims, effectivenss, and results. It should be under competent leadership and
carefully planned by experts in the behavioral sciences, educational methodology,
and social administration. This latter point is consistent with a major theme of
this paper: that understanding of the agency as a social and ideological system

is vital to effective use of in-service training as a tool for correctional pro-
gress, ‘ '

* X % * * * * *
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Excerpted from

TRAIHING METHODS

by

Lyman K. Randall

Reprinted from ''Targets for In-Service Training',
Report of a Seminar convened in VWashington, D.C.,
May L-5, 1967, by the Office of Law Enforcement '
Assistance and the Joint Commission on Correctional
Hanpower and Training; October 1967.




GROUP |

Hethods

[HDIVIDUAL LEARIING HETHODS

Basic Activity

Level of Experience

Lecture

Books, Articles
Slides, Filmstrips
lovies, Television

Phonograph Pecords, Tapes
Programmed Instruction

Data input for the
individual (Intel-
lectual concent)

Low Involvement

GROUP 11

Hethods

Basic Activity

Level of Experience

Case Study
Incident Process
in-Basket

Data-processing and
decision-making by
individual
(skill-intellectual)

Moderate !nvolvement

GROUP 111

Hethods

_Basic’ﬁctfvity

Level of Experience

Role Playing

Task Exercises

Laboratory iiethods
*T-Group
*Instrumented Group

Psychodrama

Personal interaction
*Skill-interpersonal
*Attitudes/Values

{loderate to high
involvement

GROUP 1V

ilethods

Basic Activity

Level of Experience

Hanagement Games
Uyadic Programming
Diagnostic Task Group

Combinations of
previous 1, I, 11}

iloderate to high
involvement
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- LEARNING METHODS: DATA INPUT ;. ... . ..

The chart shows about 20 iearnlng héfhodé combined fﬁfo three family...
groupings determined by the common types of learning for which the methods
seem most appropriate.. ‘ : ~ T A N

We are all probably familiar with the learning methods . in Group 1. They
include lectures, books, articles, film strips, slides, movies, TV, phonograph
records, tapes, and programmed instruction. | categorize these methods as a
group because the basic activity involved Is data input and the:type of learning -
is largely the intellectual learning of new concepts. LAY c -

A1l of the methods in this first group, with perhaps the exception of
programmed instruction, put the learner in a fairly passive role which usually
results in low involvement. For example, all of us have probably had the ‘ex-
perience of falling asleep during a lecture or a movie or nodding off over a
conversation. This simple example illustrates what |.mean by low involvement
versus high involvement. CLo ey ¢ : T

An advantage of this first group of learning methods Is that they can be
easily used to magnify. . Through magnification, it is possible to reach more
people quickly, to dramatize a point and make It come into sharp focus by
cartooning or diagramming it. But magnification has some Inherent dangers.
If the original content is basically poor material, we may maanify it so that
a large number of people are coerced into a poor learning experience. For
example, my own experience tells me that most industrial training films are
poorly made. - Thousands of people may have to suffer from a poor learning
input because the original material in the films was low-grade ore.

A. second advantage coming from the use of the learning methods stressing
magnification is a motivational one. A well-done learning Input of this type
really can catch hold of people. It can be an attention-grabber. If we can
effectively dramatize something, we can make sure everyone will pay attention.
However, this advantage also holds a danger. If we sit back through life
waiting for the '"big curtain" to go up on experience, we will spend most of
our lives. very passively., It seems to me this passive posture will work
against the concept of a continuously learning Individual. My own expcrience
seems to point out that it's very difficult to be passive very long and learn
very much. To learn, | must get involved. At some point | must get out of
the monologue stage and into the dialogue process. This last danger certainly
is one of the messages contalned. in the medium of data-input methods listed
In Group I. P - , S - .

'DATA-PROCESSING AND DECISION-MAKING METHODS -~

~ Group Il of the learning methods includes. the case stddy,’the Incident
process, and the in-basket. They are grouped together since they all focus on
data analysis and decision-making. . : o : :

The case study is a detailed description of a complex problem. “All of
the important facts are iIncluded. -The learner .is asked to consider all.the
information, make a decision regarding .the problem, and support it:from the
available data. The Harvard Business School is usually.given credit for
developing this .technique into a formal method of learning. . o

In writing case studies, we can vary the complexities as much as we wish.
We can make it a2 simple yes-or-no type of decision. Or we can make it a
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decision that Involves two, three, or a hundred variables, such as: !'What are
the problems? List them. Knowing what you know about the case, what would
you do? And why?" B R : T :

The case study involves the learner to a moderate degree, since it requires '

some study on the part of the Individual or the group. It requires the learners

to wrestle with the data, to weigh the data and arrange them to make better sense.

As | have already mentioned, the basic activity characterizing the case study is
the processing of Information already available to the learner. |t teaches him
nothing about the skill of gathering the information because it Is already =
accumulated for him. The basic learning accomplished can be categorized as
Intellectual skill learning, f.e., teaching the learner to do something with
Information that is given to him. ‘ I

The incident process Is.a variation of the case study. In this method

the Incident itself is described very briefly with only a capsule of the informa-.

tion. The learner is then required to ask a resource person or persons for
additional information. Through this method we can build practice In the skills
required for gathering Information. The resource person in this situation is

the person who has the additional facts. - The learner has to work for them. They
won't be given to him unless he asks for them. Therefore the learner Is -
developing skills in both decision-making and information-gathering.

The third technique in this group is the in-basket. Basically an in-basket
is a simulation of what a person often finds in his own in-basket when he
walks into his office after vacation. He has a plle of letters, reports, notes,
or telephone calls. The In-basket method is structured on some unit of time.
"You have just ccme back from vacation, ‘and you have one hour before you have
to catch a plane to your main office in Pittsburgh. Your job is to work through
your in-basket. Jot down either on the letters or on a separate piece of paper
what you are going to do.'" The learner, having 60 real minutes, starts to go
through all the various pieces in the in-basket. He has to develop some sort of
overall framework to which he can relate each of the individual pieces. Often
he will project into the in-basket his own frame of reference. If his normal
behavior is to give a letter from the vice president first priority, he will
probably list the vice president’'s letter as the most critical decision he has
to make, regardless of its contents. Usually we ask participants in our in-
basket groups to list the decisions in order of importance after they have
worked through the total.in-basket. ' ' :

One problem with using in-baskets is how to help each participant at the
end of the exercise get some specific Individual learning and meaning from it.
We can discuss how he assigned priorities to the decisions required by the
in-basket. This Is meaningful to many people. “We may also talk about how
‘he tackles a complex problem. This Includes looking at the process of how he
went through the material and the order in which he worked on it. Sometimes
we staple the In-basket materials together, and it is surprising how many '
individuals work through it in the same order in which it Is given. Me ask:
"Why did you accept the given physical boundaries as a limitation, when you
could have ripped-the in-basket apart and spread the papers out on the floor
so that you could get an overview?' Some participants get very angry at this
question. Thelr attitude Is: "If you didn't want us to work with the material
in that order, why did you staple it?" | believe it helps them to take a look"
at thelr anger and their unthinking acceptance of artificial limitations:
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LEARMING METHODS BASED ON INTERACTION :

Group 111 methods'are primakiiy concerned with personal interaction. .The
areas of behavior that are being focused on here are interperscnal:skills,
attitudes, and values. - o L o

Let me quickly describe role-playing for you. Role-playing is designed
to capture certain types of personal interactions. .The interaction being
focused on may be betveen boss and subordinate, interviewer and applicant,
hnshand and wife, or some other pair or small group of people. A role-playing
ex?rclse‘normally begins with several separate plieces of printed material. A -
writeup is developed for each person involved in the incident under study.
Another handout will describe in some detail the incident which brings all of
the characters in th: exercise together. Each participant is asked to assume
the identity of one of the individuals in the incident, and it is then enacted.

The assignment of roles may cause difficulty if they turn out to be much
different from the ones the participants are accustomed to playing. For ex-
ample, if a participant is a boss and the role requires him to interact with
a subordinate, it may be easier for him to identify with the boss role. |If
the fole is that of a father interacting with a child, it may be easicr for the
participant to get into the father role. However, significant learning can
occur from having a participant assume a role which is opposite to his normal
situation. :

Typically in a role-playing exercise participants receive feedback either
from a preselected observer or from the remainder of the group. The partici-
pants themselves also often contribute to the feedback session. The feedback
normally includes information about such questions as: Vhat took place? Vhat
was the general nature of the interaction? Was the decision reached satis-
factory to each individual? How did each participant feel about the other
participants during the exercise? How might the interaction have been more
effective? ) -

In a task exercise, a joint assignment is given to a group of people. An
example: '"'In the next hour, plan how to construct this model airplane from the
pieces which have been distributed among you. You are competing against
other groups. The objective is to duplicate the model in front of you in the
shortest period of time without making any mistakes. You have the next hour
to plan this task. You will have no more than 15 minutes to work on the actual
building of this model from the pieces you have among you. You may start ‘actual
construction before the end of 60 minutes if you so choose. Ho pieces may be
pre-assembled before you begin actual timed construction.' S

NHost of the people in our American Airlines training courses with whom we
use task exercises initlally think: "This Is going to be simple." However, |
am repeatedly amazed at how involved grown-ups can get in something seemingly.
as simple as this. L ¥ o o

Normally, several issues arise during a team's work on a task exercise. How

~ do team members communicate with each other about the construction pieces which

are a basic part of their task? Do they assemble all of the resources necessary
and available for accomplishment of the task? .How do they handle the issue of
léadership for the team? How well do they utilize all of their resources? How
do they test their assumptions about the ground rules for the task and about
their ideas for accomplishing 1t?
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The primary focus In a task exercise is not on how fast a team can build
a model given to them to duplicate. Rather, the focus is on the process which

they as individuals and'as a group go through 'to accomplish an objective. What. .
kind of assumptions do they make? The task exercise serves as a means for gen- =

erating task-oriented behavior with the objective of looking at what takes place
in the exercise.

The next learning approach in‘Groupvlll is the laboratory method. In most
laboratory method applications, a group of 10 to 20 individuals meet without
any formal written agenda. A trainer is also a part of the group. His basic

instruction to the group may sound something like this: 'Ye are primarily going

to be interested in what is happening here and now, right here in this room at
this moment. \We are not especially interested in people outside of this group
or your boss back on the job. What happens between us here in this room is
what | want us to give our attention to. Another thing we are going to do is
to collect data about ourselves from the other people here. That means that
we are going to be giving rather candid reactions as to how we see each other.
This carries with it the responsibility for each of us to accept his share of

ownership of what the group does. We have complete freedom to decide what we
wish to do in the group." ‘ .

This initial lack of structure, with an unaccustomed amount of freedom, is
a unique experlence for most people. Hy own years of experience in academic and
work settings have conditioned me to believe that time is a precious resource
and | ought to utilize it. Therefore, | have a strong urge to get something
going. Usually there will be several people in a group who will want to step
in and get things started. Probably there will be other people who resist them

and feel irritated because they try to take over and determine what the group
is going.to do.

Through his prior training and experience,. the T-Group trainer is able to
see most of the interpersonal process occurring in this kind of unstructured
group situation. Sometimes the group will get hung up and be unable to progress
because there is a problem with one person. Sometimes there will be a con-
siderable build-up of feelings that can't qui'te bubble up to the surface to be
discussed openly and candidly. In situations such as these, the trainer may
sometimes intervene. He may say, "Look, | have a féeling that there are some
irritations from the stunt that Frank pulled yesterday. Maybe we need to talk
about it before we can move on.'" Again | emphasize that the focus is on the
here and now, the process of interaction, and on what takes place between
individuals in the ongoing experience of the laborabory group.

The instrumented laboratory is another variation of the laboratory method.
Here, rather than having an expert sit with the group to help with its problems,
data about here-and-now interactions' between group members are collected through
the use of instruments or questionnaires. | may, for example, be feeling angry
toward Carol Veiss, but | can't tell her because | have difficulty telling women
| am angry with them. In an instrumented laboratory, | will have an opportunity
at various times during the learning experience to fill out a questionnaire
about my feelings and about my perception of other people in the group. The
data are collected. The group as a whole takes a look at them out in the open
and decides what to do. The group may choose to ignore the data or to identify
(or try to identify) what problems seem to be indicated. The instrumented
laboratory approach removes the trainer from the group, thereby resolving the
Issue of the trainer being perceived by group members as the authority.
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Some of you have probébly heard of Blake's management grid theory and
program. Blake.uses the instrumented laboratory approach’in his management
grid training seminars. S : SRR TC o '

In psychodrama, the last method in Group Il1, an individual is asked to
assume the role of a person with whom he is having some kind of difficulty.
For example, if Marshall Fels and | work together and he is tellihg.me?abcut
a problem he Is having with one of the men in the shop, | might try: to take
his role and he might take the role of the other man. Using this approach,
we would try to work through the situation to -see what Marshall's reactions
might be when he is in the other person's shoes. Or I might assume the role

~ of the man with whom he Is having the problem and ask him to co through it

again the way it actually happened or the way he imagines it is going to
happen when they have the encounter. In some respects, psychodrama is similar
to role-playing except that it is somewhat more reality-based and therefore
more involving. ' '

) LEARHING METHODS 1N COMBINATION

Each of the learning methods in Group 1V basically combines the major
features and functions of several methods previously described: data input,
data-processing and decision-making, and personal interaction.

The management game is a method being used more and more widely today
in American business. At American Airlines, we call our management qgame
Desertopolis. " As in any business game, our Desertopolis game involves giving
a problem to a team of men with a structured role for each of them which
contains specific information and tasks to be accomplished. The initial
task of Desertopolis is to organize and launch an airplane operation where
none has existed before. There are seven roles to be played: city manager,
sales manager, cargo manager, maintenance manager, market research and
advertising manager, controller and schedule manager. This roughly duplicates
our American Airlines form of local organization. Each team's task is to
make seven kinds of decisions which represent a distillation of the reality
they normally work in. On their real jobs, these same men would have to make
hundreds of decisions. However, we are taking out of reality and building
into this game key decisions to be ‘made by a group. For example, each team
must decide how much advertising it is going to buy, how many mechanics it is
going to hire, how mzny spare parts it will have to stock for its aircraft,

how many salesmen it will hire, where it will place them in the market, what
market or markets it will specialize in, etc. :

Desertopolis is played on a quarter basis. Every three months -- which
can vary in real time from 15 minutes to 30 minutes -- each team Is required
to fill out a set of decision forms. These forms are reviewed and scored by
the trainers.. The results. from each team's decisions are returned to the:
teams. From them they learn how many sales they made and -how many pounds of
?argo.they sold. These sales can then be converted into dollars which are,
in turn, used to buy more advertising, to hire more salesmen, to stock more
Spare parts, etc. The involvement in this type of exercise is extremely high.

Yhat is learned from it? Primarily, participants learn two things. For
many of our managers, the game provides a means for them:to.integrate for
the first time the multiple basic functions of an airline. \hen a spare part is
not available or a mechanic is not on hand to fix an aircraft, the operation stops.
This Is the way It happens in real 1ife. Usually the maintenance man will
- g5 -




understand it, but he really begins to feel what his function does  to other
functions as they Interrelate during the game across the organizational-struc-
ture. In a game such as this, where everything Is condensed in terms of sim-
plicity and time, it is easier to see how the various functions interrelate
with each other and how a problem in one area can cause problems in all others.,

The second thing a particupant Iearns Is the way in which his own analytic,

decision-making, and interpersonal skills affect his teammates in the results the-.

team achleves. - Periodically we stop the action and put the game aside for awhile
to discuss why each team is getting certain results. Sometimes it turns out

that one individual is having a real problem in being listened to by another

man. During the team feedback discussion, he may say: '"If you'd listened

to me, we wouldn't have got into that fix. But you never listen. You just

stand up and talk all the time!" -This is valuable feedback to get. It is

highly probable that each participant's behavior in his team is similar to

his behavior on the job. .

The dyadic programming approach to learning is an interesting experimental
attempt to program meaningful interpersonal interaction. One example is the
management improvement program developed by the Human Development Institute
in Atlanta, Georgia. The program requires two people to sit down and read
the programmed content aloud to.each other. Much of the program contains
information about how people often deal with each other. There are also gques-
tions about this Information, and the two people are asked to fill in blanks
just as in a traditional form of programmed instruction. However, at other
points in the dyadic program, they are asked to describe what they are feeling
at that moment. Or they may be asked to engage in a role-playing episode with
the learning partner and then describe how they felt about the interaction.
These discussions are then related back to the main content of the proqram.

Human Development lnstltute has developed. another dyadic program on
improving marital relationships. A husband and wife sit down and work through
the program, talking about key concepts of a marriage relationship and problems
that frequently arise between husband and wife. They stop from time to time
to discuss their feelings in the here and now. Role-playing situations are
enacted during the program,'problems with the kids and how they are handled.
The participants see each other in certain family situations. Thus they
work jointly toward a more open famsly relatsonshup wnthout the assistance
of a trained thlrd party. :

The diagnostnc data task exercise is a learning method aimed at bringing
about vital behavior change on the job. It enables people to take a look at
what's happening right now as they work together. As an example, Union Carbide
has used a one-page questicnnaire to generate data in group meetings about the
quality of interactions occurring at that moment In time. Such areas as trust,
open communication, and quality of member participation in the meeting are
rated by each individual on a nine-point scale. The data are then displayed
for everyone to see.  Because the data came directly from the group that they
are working in, it is difficult if not impossible for the individuals to disown
them by saying, ''Oh, that's someone else's problem'' If there is an area where
the average rating of a group Is a three, then the group knows that on that
point it has some real problems to resolve. Perhaps there is a distorting of
communication in the group. - They may not be sharing information fully because
they really don't trust everyone. Obviously, unless the ‘group faces up to such
problems, its effectiveness will be seriously Impaired. By using diagnostic
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data devices, individuals and work teams can find out what interpersonal
problems are influencing the effectiveness of the job.

SUMHMARY

In summary, there are numerous methods which we can use to help other
people learn about almost anything. Each method is particularly appropriate
for certain kinds of learning. Our major job in constructing programs that
will help others to learn is to select the right combination of methods for
the knowledge, skills, and attitudes to be learned. This task is analogous
to playing a piano. There are £8 keys which can be played in an almost infinite
variety of combinations. But unless we know in advance what the overall com-
position should sound like, our playing will be full of discords and void of
any real meaning. A
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SOME STRATEGY PROBLEMS IN UTILIZING "TRAINING" AS AN INSTRUMENT OF
| _ ORGANIZATIONAL IMPROVEMENT s - . -~ . . . .-

““-?Kepnéth D. Benne -

1. Movements from "steeply hierarchial" and authoritarian patterns of .control
of management toward "flatter" and consultative patterns of management sets a
complicated job of extensive and intensive reeducation of managerial behavior
throughout an organization. T .o Co

The job of reeducation must be extensive in the sense that it cannot _
be limited to any one level of supervision of management. For the success of
the new pattern requires the assumption of individual responsibility and more
reliance upon self-control, both by individual and by work units, at all levels-
or organization, not just at or near the top. . R o

The job of reeducation must be intensive in the sense that it must in=-

volve and affect not only the "external' skills and behavior ==:ithe "body" of the
manager -- but his "internal" attitudes, understandings, and assumptions =~ his

"mind" as well, For self-control and responsibility necessarily enlist the ful-
ler utilization of all the resources of a man than does the pattern of conform-
igg his outer behavior to goals and procedures set and determined by someone
else. S _ : .

And, if under a system of consultative management, one major motiva= :
tion of people to be helped in their desire to grow, to improve their understand-
ings and skills, to learn effective re-education is not finished as a managerial
responsibility when a substantial change-over from an authoritarian pattern of
organization has been achieved, Rather, functions of effecting the re-education
of people' for whom he 1s responsible in an organization become central in his
managerial job. Every manager becomes, as I understand it, simultaneously an
adult student and an adult educator as an inherent part of his working role,

But an organization must keep going, prbducing and distributing its
products or services, even while it is improving its pattern of organization and
re-educating its personnel to man the improved patterns. .This fact generates

the problem of thinking strategically about the place of training in-effecting
organizational change. ' -

2, "Training" is a term which I use for the planned reeducation of behavior. -
It is important, I think, to recall the fundamental importance of relation-
ships in processes of influencing the growth and learning of others.  We can't
learn or grow another person, What we can do is to try to establish relation-
ships which support re-education, rather. than “freezing" or standardization of
present behavior and performance, C . RETRNRS ST
3. We have been concentrating at this conference on identifying the character- -
istics of a relationship, whether in a one-to-one relationship or in a group =
which facilitates the re-education of behavior. These have been stated in a
number of ways by Lee, Doug, and other. I would like to restate them here as
conditions which a trainer seeks. to establish in stimulating and supporting
growth and learning in himself and others. FERN S '

l * Reprinted from a pampiet, "Training Reports and ltems," Number 124; Boston
- University Human Relations Center, 270 Bay State Road, Boston, Massachusetts,
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a. A relationship in which reéogﬂition’éﬁd'bpeﬁ“diéchssion of difficulties
and dissatisfactions in one's situation, as well as aspirations and suc-
cesses are expected rather than inhibited, are rewarded rather than punished.

b. A non-judgmental relationship in which open expression of feelings and‘ﬂgTQ
- reactions toward one another's behavior is combined and tempered with "support" .

and "acceptance" of the other's right to be himself,

C. A relationship in which special influence by a person.Beééusé 6f the
position of authority or prestige he occupies is reduced to a minimum, where.

"objective" and "public" criteria for validating behavior and con;r#bq;ions are ..

established as the final court of appeal. '

d. A .relationship in which experimentation with new ways of thinking,'
evaluating, and acting is encouraged and where such experimental behavior is
protected from the full consequences of failure.

4, These réiatidﬁsﬁip.requirements for a'tr;inihg'SituatIOh differ in signifi-

cant respects from those required in the work planning and production operations. =

of an organization. -In part, these differences stem from differing assumptions -
about organizational control and management.,  In the training situation, the
relationship is designed to give optimum stimulation and support to comsultative
processes, to processes of helping others to learn and change and of being
helped by others to learn and change. 1In the authoritarian pattern of organi~-
zational life, different assumptions about control and about legitimate ways of
behaving toward others give shape to the working relationships. The discrepan-
cies between training and working relationships during a transition period in - .
the patterning of an organization are extreme, And the problem of .transferring
learnings achieved in the specially contrived environment of the training rela-

tionship to the work setting in which differing assumptions are at work is .
correspondingly difficult. . . ) A

But even as the climqte'of working relationships changes in an.organiza-
tion toward the helping pattern, there-is still a legitimate and important
distinction between the relationships required for stimulating and'supporting

effective personal growth and those required for effective work on a confront~- ..

ing "objective" problem., Put another way, the role of the manager as consult-
ant, as helper to a subordinate or a group of subordinates, is different in
some respects from his role in reaching a workable decision, along with his
subordinates, on how to do something within the limits of time and under exist-
ing organizational policies, however ideal the climate and patternings of the
organization may be.. S SR S L

The discfépéncies in.rble.relationships may be narrowed and reduced dnaéri4,-

more adequate patterns of management and should be, But some discrepancies

will still remain. A "pure" problem-solving group is not a “pure" training -
group. They have different jobs to do and the differing jobs require differing
standards of operation as well as different relationships among members,

Why is this so? (a)  The.job of a wofklgroup'is to plan and cétry”out}a _
concerted operation upon some area of their objective environment -- an environ-
ment which the group didn't make, an enviromment shaped by forces beyond the

- 100 -

Ny WD OgH EN AN EN, SN Wy BN NE BN SN EN BN I BN Ny Em g



‘-h-‘-.—ﬂ—ﬁ-h-‘-'-ﬂ-ﬁv

control of the work unit ~- a competitive market,:the needs of customers for a-
given product rather than some other, the technical requirements set by product -
materials and product designs, etc.: These "objective" requirements set limits
to the explorations and deliberations of a problem~solving, work unit which are
narrower and more compelling than those under which a training group operates.

b. Time enters differently into a training situation than it does into a
work situation, Deadlines in a work situation must be met, schedules must be
maintained. The needs of other work units in the organization limit the time
this work unit has for planning its part of the work and completing it., The de-
mands of customers also set time limits. By design in a training situation time
limits are more relaxed so that more leisurely experimentation with behavior and
reflection upon and analysis of this experimental behavior is possible, Its learn-
ing goal requires this just as the production goal of a work unit requires differ=-
ent attitudes toward time and related differences in what content it is appropriate
to consider in discussion and the optimum relationships of the people discussing it.

c¢. A closely related difference has to do with the relations of the full
consequences of the actions of a work group to what it does and decides as com=
pared to this relationship in a training group. In the latter, the group and its
members are protected from the consequences of their actions by design so'that
the range of variation in behaviors can be increased. In the work group, this
protection from consequences of “mistakes" is not fully possible so the‘range of
permissible personal variations in behavior in the group is also narrowed. "ﬂ

d. The focus of attention in a work group is on the objective reality to
be managed. Attention upon who are and how we are behaving, feeling, and -
thinking is secondary to this focal aim. In a training situation, attention
is rightly focused more upon how the group and its members are behaving,
feeling, and thinking, since the production of valid changes in these patterns
is the goal of the group -- the application of these changes to practical
working situations becomes more of a deferred goal.

5. A strategy of utilizing training as avmajor method of orgénizational
change must, as a result of these inherent distinctions between work and

_training situations, utilize some combinations of two modes of training. One is

the "cultural island" setting for training -~ the creation of special protected
environments in which relationships conducive to re-education of behavior are
worked out and established away from the forces in the work situation that

tend to stabilize and freeze behavior at a given level in the interest of
meeting its "objective" requirements.

The other is to infiltrate relationships conducive to re-education and
growth into the patterns of working relationships on or near the job, so that
the manager becomes a helper, teacher, trainer, as well as the representative of
the wider objective reality with which the wozk unit must deal, within more or

less fixed time limits, and with regard to the inescapable demands of the wider
social environment in which the work unit operates, . ' ‘

6. What are the virtues and limitations of a "cultural island" approach to
providing conditions for re-education of behavior: '




a, Rapid unfreezing of "normal" patterns of behavior is possibie.

b. Readiness to try new patterns of behavior and to evaluate the results ‘is

encouraged and rewarded.

c. Revelation and review of lmplicit assumptions in the working situation
is possible, L o . - o :

d. Rewards for creative variation in behavior, within limits, can be given.

But e.i Problems of transferring learnings from the training island to the
mainland of work are inevitably created. o ‘

7. What are the virtues and limitations of building the necessary conditions of
re-education into or near the job relationships of the organization?

a. Réduced problem of transferring any changes and learnings achieved into
changed behavior on the job,

But b, Greater difficuity in unfreezing existing patterns--consequences of
failure and temporary disruption of working relationships is very great.

c. Less readiness to back-off from working situations and relationships

and reveal, review and revise implicit assumptions operating within the working
situation. ‘

d. Role confusions tend to be multiplied, "Boss" as rewarder and punisher
and/or as helper. When is he one and when the other? ""Subordinate" as obedient
receiver of directions and prescriptions and as critic, reality tester of the
boss's ideas, as "helper" to the boss, When is he ona and when is he the other?

8. Any effective strategy of organizational change through training requires
some blending and alternation of these two approaches to personnel development
and growth, The two approaches must be planned together and this, of course,

requires collaboration between training and non-training personnel in the
organization, :

A few comments about each approach to training seem to me to suggest a few

of the valid conditions for optimum integration of the two in any adequate program
of planned organizational change. :

a, "Cultural Island" training,

(1) Where possible, prepare those in the working situation, especially
those in superior positions there, to expect certain changes in
colleagues sent to training and to support these colleagues on

their return in adapting their learnings and testing them under
working conditions, : : :

(2) Where possible, send. teams rather than individuals from a given
working unit for cultural island training, -
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Develop trainees in the skills of a change agent so that they can
work effectively to find points of readiness in their colleagues

where sympathetic consideration of possible applications of what

they have learned will be given.

b. On or near the job training

(1) Search for points In the work situation where supervision can
combine improvement of job effectiveness with personal growth for
individual subordinates or groups of subordinates.

(2) Use training approaches to improve the effectiveness of neetinags
where the main purpose is still to produce valid plans and
decisions.

Recognize and accept the variety of roles which a mananer with a
training point of view must play in relations to his associates
and try to help associates to accept this variety. and to vary
their own behavior appropriately to differing role behaviors of~
their superior in different situations.
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