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Preface

In April 1994, the Scottish Prison Service commissioned the Relationships Foundation (a

research and social policy group in Cambridge) to develop a methodology for 'Relational

Prison Audits'. This was for use as a management tool by S.P.S. to assess Scottish prisons'

progress in developing a good 'relational' ethos between prisoners and staff in the context of

the annual strategic planning exercise. The project began on June 1 1994, and this report

represents the conclusions reached at the end of the project.

In addition to developing the methodology for relational audits, the Relationships Foundation

also undertook to trial the audit. Before it was possible to trial the audit in a Scottish prison, it

was necessary to carry out a pre-trial in an English prison. H.M.P. Littlehey, Cambridgeshire,

was willing to be used for this trial. In November, members of the Relationships Foundation

and Sima UK (a management consultancy specialising in individual assessment), carried out a

relational audit on Darroch Hall in Greenock Prison. This report details both the developed

methodology, and the results of this trial.

The team are grateful for the advice and comments given by various sources. In particular, they

would like to thank Professor Hans Toch, Professor Leslie Wilkins, John Pearce, and the

governors and staff of Littlehey and Greenock prisons. Dr Brendan Burchell of the Social and

Political Sciences Department of Cambridge University, provided a highly efficient and

invaluable service to us in his processing of the raw data, and explanation of the process in this

report. We would especially like to record our thanks to Dan Gunn and his staff, whose co-

operation and help made the trial of the audit such an interesting process.

Catherine Brett
Michael Schluter
Margaret Wright Cambridge 1995
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Chapter 1 - Development and Scope of Prison Audits

S.P.S. and relational audits

Relational Justice prison audits arose from a three year project by the Jubilee Policy Group

(JPG) into the concept of 'Relational Justice', funded by the Relationships Foundation. At the

heart of relational justice is the premise that crime destroys the nexus of relationships which

holds a local community together. Thus crime should not be regarded as simply a case of

breaking a law set down by the faceless and remote 'society', but rather seen in terms of person

a hurting person b. Justice, therefore, requires not simply punishment for offences committed,

but an attempt to restore the damaged relationships. Ultimately, this approach will widen the

concerns of the criminal justice system to include the victim and their family, the offender's

family and the local community, as well as the state and the offender. The wider implications of

the relational justice concept are discussed in a recent book Relational Justice - Repairing the

Breach, published by Waterside Press. I

Relational audits are a practical application of relational justice. They aim to examine whether or

not the current prison practices are tending to operate in a way which encourages the

development of healthy relationships, or not. Consensus among experienced practitioners is

that good relationships are central to attaining security and control, to treating prisoners with

humanity and to enabling them to become more fulfilled and responsible human beings. By

focusing on the quality of relationships in prison, relational audits have the dual advantage of

offering a means of identifying and quantifying existing examples of good practice, as well as

providing a plumb-line against which the impact of particular reform initiatives within a prison

can be measured. As part of relational justice, the audits aim to achieve a balance in the prison

service between the need to satisfy the demands of justice with regards to fairness, objectivity

J. Burnside and N. Baker, eds., Relational Justice : Repairing the Breach (Winchester, 1994).

@ Relationships Foundation 1994

1

2



and security and the human requirements of seeking the rehabilitation and restoration of the

offender.

On the basis of papers produced on the theme of relational justice, the Scottish Prisons Service

commissioned the Relationships Foundation to carry out further research into prison audits.

This was with the aim of developing the methodology for Relational Justice prison audits in a

way which could be applied to assist strategic planning in S.P.S.

Functions of non-financial audits

Recent years have seen what has been termed an 'audit explosion' with the proliferation of

different types of audit, with quite diverse uses. Audits which gather hard data, such as the

achievement of quality targets, usually look specifically at end results. Other audits, such as

corporate culture audits, gather soft data and serve to isolate the values, attitudes or feelings

within an institution. Neither, though, fulfil the purpose of a relational audit. Results oriented

audits dependent on hard data are unable to assess relationships which are important in

achieving those results. Culture audits give an impression of the attitudes and experience of, for

example, a firm, but do not focus specifically on relationships and do not provide a

measurement of the factors which create the preconditions for good relationships.

Relational audits seek to draw on both types of data (see Chapter 2, ii), and by focusing on the

relationships provide a more holistic picture of an institution.

Non-financial audits, such as relational audits, can be usefully grouped according to three

distinct functions:

© Relationships Foundation 1994
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a) management tools: this includes customer care audits, communication audits, corporate

culture audits, quality audits and many others. They have become an important aspect of

modern management.

b) external validation: here audits are used to demonstrate publicly particular achievements or

levels of performance. Examples include environmental audits, social audits, and some quality

standards.

c) regulation and control: examples of this include the use of audits by central government to

control the delivery of public services e.g. in the NHS and universities.

Relational justice prison audits are designed as management tools and are intended for use

within an individual prison to enable the design and delivery of more relational regimes.

The objectives of relational justice audits

• to measure the quality of relationships within a particular regime, by means of both

quantitative and qualitative data;

• to provide a bench mark from which to determine, in future years, whether particular

policies are tending to impact upon the quality of relationships in a positive or a negative

• to identify those aspects of a prison regime which are most influential improving the

quality of relationships;

• to identify gaps in current working practice in regard to developing relationships which

can be addressed by separate initiatives;

• Relationships Foundation 1994
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• to assist management in their task of explaining the process of change to prisoners and

prison staff.

The relevance of relational justice audits to S.P.S. misston and strategy

Central to the S.P.S. reforms are the concepts of the 'responsible prisoner' and the sentence

planning exercise. Relational justice audits provide a measure of the success of these in two

- at the individual level, by assessing the extent to which the prison is fostering the kinds

of relationships that assist the learning of responsible behaviour by prisoners.

at the level of hall, or prison, by measuring the extent to which an institutional

environment is assisting the progression of prisoners towards more responsible

regimes.

at a wider level, by contributing to the strategic planning process by identifying

relational objectives in the prison to pursue in the next planning period.

a) The Responsible Prisoner

When trying to understand the notion of the 'responsible prisoner', it would seem that

relational considerations are critical. It is not sufficient to say to a prisoner. "Be responsible'.

Responsibility must be learned in a context and that context is relationships. This is because

relationships themselves mediate between choice (my freedom to do as I want) and obligation

(my duties towards others). Indeed, it is usually in the context of relationships (normally close

family relationships) that a person learns how to balance his or her self-interest against those of

© Relationships Foundation 1994
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the group. Responsibility cannot be understood apart from relationships, and this is as true

inside a prison as outside it. As Dietrich Bonhoeffer observed from his prison cell, "other

people constitute both the origins and limits of my responsibility". But there are two basic

kinds of responsibility, retrospective and prospective responsibility. It is the failure to

distinguish between these two that may lie at the root of the complaint that prisoners are

anything but 'responsible' people. A person is said to possess retrospective responsibility if he

or she bears at least some degree of responsibility for a state of affairs which has already

occurred. By contrast, prospective responsibility is when a person bears at least some degree of

responsibility to bring about a certain state of affairs which has not yet occurred. The problem

with the criminal justice system as a whole is that it tends to emphasise retrospective

responsibility to the detriment of prospective responsibility. By focusing on relationships, as a

necessary part of the development of prospective responsibility, relational audits support the

concept of the responsible prisoner.

b) Sentence Planning

Relational audits provide an institution with some measure of its place within the sentence

planning scheme, and therefore its suitability for an individual prisoner. The sentence planning

exercise aims to be a means by which prisoners can take on increasing responsibility during

their time in the prison system, primarily by making decisions about how they will spend their

time. The purpose is for prisoners to address offending behaviour and use the facilities of the

prisons they are in for their personal development. Its objective is to help restore the prisoner's

sense of being a whole person and to make him or her able to contribute to his/her family and

community upon release. If sentence planning aims to assist a prisoner through the system by

encouraging them to meet the targets set in their personal development files, the aim of

relational audits is to ensure that at each stage of the process, the regime is able to help the

prisoners to move in a direction of responsibility and self awareness. Auditing the quality of

relationships within an institution would contribute to the assessment of its ability to do so.

© Relationships Foundation 1994
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