
Journal of Criminal Law and Criminology

Volume 57 | Issue 4 Article 8

1967

Challenge of Correctional Change: The Interface of
Conformity and Commitment
Jay Hall

Martha Williams

Louis Tomaino

Follow this and additional works at: https://scholarlycommons.law.northwestern.edu/jclc

Part of the Criminal Law Commons, Criminology Commons, and the Criminology and Criminal
Justice Commons

This Article is brought to you for free and open access by Northwestern University School of Law Scholarly Commons. It has been accepted for
inclusion in Journal of Criminal Law and Criminology by an authorized editor of Northwestern University School of Law Scholarly Commons.

Recommended Citation
Jay Hall, Martha Williams, Louis Tomaino, Challenge of Correctional Change: The Interface of Conformity and Commitment, 57 J.
Crim. L. Criminology & Police Sci. 493 (1966)

https://scholarlycommons.law.northwestern.edu/jclc?utm_source=scholarlycommons.law.northwestern.edu%2Fjclc%2Fvol57%2Fiss4%2F8&utm_medium=PDF&utm_campaign=PDFCoverPages
https://scholarlycommons.law.northwestern.edu/jclc/vol57?utm_source=scholarlycommons.law.northwestern.edu%2Fjclc%2Fvol57%2Fiss4%2F8&utm_medium=PDF&utm_campaign=PDFCoverPages
https://scholarlycommons.law.northwestern.edu/jclc/vol57/iss4?utm_source=scholarlycommons.law.northwestern.edu%2Fjclc%2Fvol57%2Fiss4%2F8&utm_medium=PDF&utm_campaign=PDFCoverPages
https://scholarlycommons.law.northwestern.edu/jclc/vol57/iss4/8?utm_source=scholarlycommons.law.northwestern.edu%2Fjclc%2Fvol57%2Fiss4%2F8&utm_medium=PDF&utm_campaign=PDFCoverPages
https://scholarlycommons.law.northwestern.edu/jclc?utm_source=scholarlycommons.law.northwestern.edu%2Fjclc%2Fvol57%2Fiss4%2F8&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/912?utm_source=scholarlycommons.law.northwestern.edu%2Fjclc%2Fvol57%2Fiss4%2F8&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/417?utm_source=scholarlycommons.law.northwestern.edu%2Fjclc%2Fvol57%2Fiss4%2F8&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/367?utm_source=scholarlycommons.law.northwestern.edu%2Fjclc%2Fvol57%2Fiss4%2F8&utm_medium=PDF&utm_campaign=PDFCoverPages
http://network.bepress.com/hgg/discipline/367?utm_source=scholarlycommons.law.northwestern.edu%2Fjclc%2Fvol57%2Fiss4%2F8&utm_medium=PDF&utm_campaign=PDFCoverPages


THE JoanNAL Or CRIMINAL LAW, CRIMINOLOGY AND PoLicE SCImNCE
Copyright 0 1966 by Northwestern University School of Law

Vol. 57, No. 4
Printed in U.S.A.
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The task of the correctional worker is defined as one of effecting change, and his professional role
is conceived of as society's paid "agent of change". Correctional change strategies, based on various
combinations of change agent concerns, are discussed in this paper, along with the particular "views
of man" which underlie the emergence of these concerns. The behavioral sciences provide useful
information to the correctional worker regarding the efficacy of various change strategies and pro-
vide a "Grid" model for putting the many current theories of change into perspective.

The field of corrections seems to be caught up in
a peculiar paradox. At long last, it is beginning to
receive the kind of public support and attention
that it has needed. State and Federal legislatures
are beginning to appropriate more funds for im-
proved correctional systems. Community organiza-
tions are becoming active in programs of reha-
bilitation and research projects of correctional
significance are popping up all over the country.
In the midst of all this, however, the correctional
worker has been lost in the shuffle. Indeed, in many
respects he is as isolated from the mainstream of
society as are the individuals with whom he must
work; as a consequence, he finds it increasingly
difficult to maintain his identity. Aside from the

impact of this on the individual worker, such a
blurring of identity has sweeping implications
for the professional image of the whole correctional
field. Thus, the paradox is that the field of correc-
tions is beginning to come into its own as an
important social force while, at the same time, the
correctional worker is sinking into the morass of
professional ambiguity.

An interesting facet of this paradox is the fact
that much more has been written about the
offender and how he should be handled than about
the correctional worker who must do the work or,
for that matter, about the work itself. The upshot
of this is that the field of corrections is charac-
terized by a "practice without theory" approach
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to its task; the only attention paid to the individual
worker is in the form of prescribing the kind of
person he shauld be, rather than a formulation
of the task-relevant skills which should make him
professionally unique. So it is that in some quarters
the correctional worker must be a "discreet person
of good moral character", while in others he must
categorically be a "trained social worker", and in
some others he must be "any person of good
character who has earned a college degree and can
give proof of having supervised the work of at
least three other people for not less than two
years". On the basis of these criteria one is still
left with the question, "Who is the correctional
worker and what does he do?". It would seem that
until this question is answered, little real progress
will be made in either the theories of corrections
or the training of correctional personnel. More-
over, such an answer will not be forthcoming until
the objectives of correctional agencies have been
clarified to the point of allowing some measure of
success and failure in the attainment of objectives.

TME DILEMMA OF THE CORRECTIONAL WORKER

If we can accept the suggestion of social scientists
that one's identity is, to a great extent, dependent
upon the role he performs in society and that
this role, in turn, is defined for him in terms of
the objectives of his culture, then the dilemma of
the correctional worker may be brought into
sharper focus. The objectives of the correctional
culture are to protect the public and rehabilitate
the offender and herein lies much of the dilemma
which confronts the correctional worker. While
it follows at a common sense level that successful
rehabilitation of offenders would at one and the
same time result in a protection of the public,
there are basic procedural and timing discrepancies
between the two facets which frequently create
ambiguity and frustration on the part of the
worker. The problem lies not so much in the
statement of objectives per se therefore, as it
does in the individual correctional worker's per-
ception of those objectives.

"Protection of the public" is a crisis-oriented
objective and, as such, it addresses itself to swift
and definitive action. "Rehabilitation of the of-
fender," on the other hand, would seem to speak
to a more fundamental type of action which is less
observable and anything but swift. Thus, the
correctional worker is urged to move quickly and

decisively in one instance and to be tolerant,
insightful, and helpful in another. No real guide-
lines for priority are given in the statement of
objectives and the worker is left to his own devices
in translating the objectives into action. It is at this
point that the identity of the individual worker,
if not that of the profession, begins to slip away;
for taking objectives as the source of role defini-
tion, the conditions have been created for role
conflict. Put another way, this says that the
correctional worker may feel that he must serve
two masters; each with different demands.

As Sarbin' has pointed out, to be caught up in a
conflict of roles situation can be particularly
punishing and demoralizing. For many correctional
workers, the role conflict which results from the
perceived discrepancy between the protection and
rehabilitation components of correctional objec-
tives has proved to be virtually immobilizing and
the tendency has become one of dichotomizing
the goals so that they might be dealt with as two
separate issues. This separation of issues, as a
reaction to the ambiguity and frustration generated
by the total objective, has utility for simplifying
the task of the correctional worker and reduces it
to a level of abstraction with which he can com-
fortably cope. Such a dichotomy may not create
the conditions for an effective program of cor-
rections, however, for typically the worker does
not stop with a mere partitioning of goals, but
tends to lose sight of one or the other facets of
his objective and comes to identify with but a
single aspect of the correctional process. In its
least extreme form, this tendency is reflected in a
"Render unto Caesar that which is Caesar's and
unto God that which is His" approach to protec-
tion and rehabilitation; in its more extreme forms,
however, it results in some workers' describing their
work as "law enforcement", while others view
themselves as "helping persons" concerned with
treatment issues. Needless to say, the goals
of "law enforcers" are not the same as those of
"helping persons", nor are the strategies they are
likely to employ. As a result, the corrections
profession itself is divided along protection-reha-
bilitation lines and theorists are still trying to
resolve questions posed by John Augustus and
Major Savage one hundred years ago. So it is
that we are still asking who the correctional
worker is and what he does.

1 SARBIN, HANDBOOK OF SOCIAL PSYCHOLOGY (1954).
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TBE CORRECTIONAL WORKER AS AN
AGENT OF CHIANGE

It begins to appear that a different perspective
toward the work of corrections is needed, and the
objectives of corrections may provide the context
for this perspective, just as they did for the di-
lemmas cited above. Implicit in the charges of
protection and rehabilitation is a more funda-
mental consideration than either of these taken
separately, and this is the mission change. The task
of the correctional worker, when stripped to its
most essential elements and presented in its
most incisive form, is one of changing individuals
from offender to nonoffender status, with the
result that the public will then be protected and
the offender can be considered to be rehabilitated.
Indeed, those who describe the work of corrections
as "law enforcement" or "treatment" are not
speaking to the goals of corrections at all; they
are really revealing their own assumptions about
how change can be brought about. Thus, by
adoping a change perspective to the correctional
task and by redefining the correctional worker as
an agent of change, it may become possible to
gain insight into why various workers see their
work as they do and to actually evaluate their
assumptions systematically within the context of
change theory. At the same time, because there
is an abundance of theory and research regarding
the induction of change, such a perspective may
allow an influx of new theories and criteria for
effective corrections and, thereby, lead to a clarifi-
cation of the professional image of correctional
workers. Therefore, let us consider the correctional
worker in a new light; namely as society's pro-
fessional agent of change. Simultaneously, let us
begin to assess more systematically some of the
assumptions and their consequent strategies which
have prevailed in the field of corrections with an
eye toward testing their efficacy for the successful
induction of change.

THE CHANGE GrD: A MODEL OF
CHANGE AGENT STRATEGIES

Corrections has long been characterized by an
eclectic approach to its task, and this is good so
long as objectives are clearly defined. In looking at
the process of change, a new source of theory
becomes available, and this is applied social psy-
chology as it has been used in management train-
ing.

The Managerial Grid Concept

Robert Blake and Jane Mouton, two pioneering
behavioral scientists engaged in the study of
management and organizational change, have re-
cently synthesized the results of years of theory
and experience into a conceptual model of mana-
gerial behavior called the Managerial Grid.2 This
model, based as it is on complex theory and em-
pirical research, has proved to be a powerful in-
strument for creating insight into the managerial
process and for the development of new manage-
ment techniques. In addition to its use in manage-
ment, however, the Blake and Mouton Grid
technique constitutes a more universal contribu-
tion in that it provides a descriptive and diagnostic
tool for the systematic analysis of goal-oriented
behaviors in terms of (1) the dichotomized needs
or concerns which motivate an individual and (2)
the personal assumptions or "theories" the indi-
vidual has about the relationship between these
concerns and their relevance for deciding on the
relative importance of each.

Correctional objectives call attention to two
such concerns within a change context and we
have already seen that people manifest assump-
tions about their relative importance. Therefore,
it would seem that the Grid technique of analysis
might have much to say for the task of correctional
change and the strategies various correctional
workers employ as agents of change. Let us pro-
ceed, then, to draw upon existing theory and
research in the area of change and, out of this,
to construct a Change Grid which will allow an
assessment of individual change agent strategies
and their significance for the corrections profes-
sion.

Identifying the Basic Dimensions of the Change Grid

The concerns of the correctional worker provide
the basic dimensions of the Change Grid. As they
stem directly from the objectives of corrections,
these might be called a concern for protection of
the public, on one hand, and a concern for reha-
bilitation of the offender, on the other. Within a
more general change context, however, these
reflect concerns for (1) conformity on the part of
the changee and (2) acceptance of or commitment
to the program of change on the part of the
changee.3 Thus, we will take as the basic dimen-

2 BLAKE & MOUTON, THE MANAGERIAL GRm (1964).
3 The word conformity as used here refers to con-
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sions of the Change Grid the individual change
agent's concern for conformity and concern for
commitment. Research in the induction of change,
while not focusing directly on these two areas of
concern to agents of change, has indicated that
the degree to which an agent is concerned for
either dimension is closely related to the effective-
ness and duration of his change strategies.4

Orienting and Scaling the Change Grid Dimensions

The concern for conformity and the concern for
commitment are conceived in the Grid format as
being independent of each other. That is, a concern
for one is not theoretically contingent upon a
concern for the other. Whatever relationship may
be found to exist-be it positive, negative, or
zero-is imposed by the individual change agent;
in its pure form, however, the Grid is based
on independent concerns. In view of this the two
dimensions may be thought of as being oriented
at right angles to each other as shown in the chart
1. In it, the horizontal axis of the Change Grid
represents the concern for changee conformity
experienced by agents of change. The vertical
axis represents the concern for changee commitment
which a change agent is likely to have in working
with a changee.

Since we are also interested in the degree to
which a particular change agent is concerned
about these basic dimensions, it is necessary to
provide a measurement of "degree of concern".
Therefore, each axis has been scaled from 1 to 9
(as was the case with Blake and Mouton's Grid)
in order to reflect the degree to which a person
is concerned for either conformity or commitment.
For purposes of our discussion, the value 1 denotes
a minimal "concern for" while the value 9 denotes
a maximal "concern for". Thus, by placing the
two concerns at right angles to each other and by
scaling the degree of concern represented, the
change strategies of individual change agents can
be evaluated from the standpoint of the relation-
ship which they perceive between concerns for
conformity and concerns for commitment.

formity on the part of a changee to a set of social
standards, however derived. Commitment is defined as
the subjective feeling on the part of the changee that
his conformity to such standards is desirable and
necessary. Commitment should not be confused with
"incarceration," the usual definition of the term in the
correctional field.

4 Bmz:DrAN & ZnnrzR, THE MANIPuLATION or
HumAN BEHAVIOR (1961); BENNIs, BENNE, & CmN,
TuE PLANNING Or CrANGE (1961).

Conflict Assumptions of Change

Three approaches to achieving change in others
rest on the assumption that the concern for con-
formity and the concern for commitment are in
basic conflict with each other and, therefore,
mutually exclusive. The person who embraces this
assumption and perceives the two concerns as
immutably separate finds himself in a self-imposed
forced-choice situation in which he must choose
one or the other, but never both, as his particular
focus of concern. The change agent assumptions
and strategies which result from this perception
are (reading Grid fashion, right and up) the 9/1
Change via Compliance approach, the 1/9 Client-
Centered Change approach, and the 1/1 Custodial
Change approach. Each of these is found in
corrections and, it should be mentioned at the
outset, each approach can result in change.

The 9/1 position-Change via Compliance. The
lower right-hand corner of the Grid represents that
change strategy which is characterized by a maxi-
mal concern for conformity and minimal concern
for commitment. This strategy is based on the
assumption that the majority of people whose
behavior has been deemed in need of change will
actually change only if what is required of them is
dearly spelled out and consistent enforcement of
these requirements is insured. The importance of
the changee's commitment to these requirements
is either minimized or denied entirely. Two some-
what different assumptions contribute to this
strategy. Some change agents feel, on one hand,
that if changes in behavior can be induced under
conditions allowing little deviation from specified
requirements, commitment will occur in time on
the basis of the fait accompli effect. This assump-
tion is particularly apparent in "legalized" change.
Other agents, on the other hand, feel that commit-
ment concerns are impractical in view of the
natural resistance of people to change coupled
with the fact that these people are primarily
committed to the behavior which is the target of
change in the first place.

The success of programs of change based on
compliance rests primarily in the power of the
influencing agent over the changee and the degree
of surveillance which the agent of change is able
to devote to the case. Change via compliance
requires a relatively formal and well defined power
differential between the change agent and the
changee since compliance, by definition, implies an
ability on the part of the change agent to mediate

[Vol. 57
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THE CHANGE GRID
Individual Strategies of Change

Client-centered Change:
There is a natural trend toward personal growth
once an individual is free to accept himself. The
task of the change agent is to help the person
accept his strengths and weaknesses without
the judgmental pressures of others' values being
introduced. Then he will be able to accept both
society and its values.

Change via Credibility:
Since behavior is learned, it may be modified
through re-learning. The change agent's task is
one of creating conditions under which people
can learn the consequences of current behavior
and explore the feasibility of new behaviors in
realistic settings. Reality testing results in con-
formity based on commitment.

High 9

8

7

6

4

3

2

Low 1

1/1
Custodial Change:
No one person can really change another.
People only conform or fail to conform if they
want to. The task of the change agent neces-
sarily is one of apprising the changee of the rules
and then leaving it up to him to decide whether
he wants to follow them and stay out of trouble
or break them and suffer the consequences. At
the same time, the change agent must keep those
in authority informed as to how the changee is
behaving.

9/1
Change via Compliance:
It may not be possible to change a person's
attitude, but one can change his behavior if he
makes it clear what is expected of the changee
and what can happen if the changee fails to con-
form. The change agent's task is to transmit this
information clearly and then to follow up by
keeping "tabs" on the changee to see that he
conforms and knows that the change agent
means business.

2 3 4 5 6 7 89'
High

Concern for Conformity
CHART I

rewards and punishment for the changee for
compliance and noncompliance, respectively. At
the same time, change via compliance requires
maximum surveillance on the part of the change
agent, since conformity on the part of the changee
occurs on the basis of power differences rather
than on the basis of commitment to the conform-
ing behavior. Withdrawal or reduction of surveil-
lance will usually result in a decrease in conform-
ing behavior.

The 9/1 position receives much use in correc-
tions and contains the seeds of its own problems.
Surveillance is increasingly difficult to maintain
due to large caseloads and ever-rising offense
rates. There is also some question as to who can
perform surveillance more effectively-the police-

man or the correctional worker. Some jurisdictions
compel the worker to assume a dual stance of
policeman-change agent which reinforces the 9/1
approach. It also follows that the power ingredient
in 9/1 takes on an added dimension as required by
the police role thereby limiting the change plan-
ning of the agent.

The 1/9 position-Client-centered Change. The
"client-centered" strategy of change, as repre-
sented in the upper left-hand corner of the Grid,
reflects the assumption that people are basically
motivated by growth needs and will gravitate
toward the social values representative of the
mature person once they have been freed to do so.
This strategy focuses on the commitment of the
individual since growth requires freedom of choice

Charismatic Change:
People only accept suggestions from people they
can respect. The change agent must be a "regular
guy" if he is to gain enough prestige to influence.
Changees will copy his behavior to win his respect
and will then learn it is better.

19661
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of the type which is apt to result in high commit-
ment. It rejects the concern for conformity since
implicit in such a concern is a host of subjective
values and judgments regarding "correct" be-
havior. These are seen as antithetical to the free
choice situation. Thus, Client-centered change is
designed to help the individual accept his own
short-comings, as a means of finding himself in his
society and accepting others as well. As such, it
tends to focus on the "there-and-then" determi-
nants of present behavior.

Change under Client-centered conditions re-
quires a minimal power differential between
change agent and changee, with minimal surveil-
lance. What power difference there is is likely to
be tipped in favor of the changee. It is necessary
under this strategy that the changee feel that he is
master of his own fate and capable of making his
own decisions without the restricting demands of
the change agent being emphasized as under other
strategies. The agent of change, in effect, reduces
his own power in the change situation in order to
force the burden of change onto the shoulders of
the changee and avoids influencing either the
occurrence or direction of change beyond the point
of "freeing" the changee to grow. Trust and
appreciation are central to this relationship and
concerns for conformity are seen as mutually
exclusive of such considerations.

This is the kind of change which has permeated
the traditional social work change strategies. Such
approaches tend to form a "free floating" change
tactic which has difficulty integrating with the
structured corrections milieu. This factor helps
explain partially the conflicts which correctional
social workers have experienced in the authori-
tarian setting.

The 1/1 position-Custodial Change. Custodial
Change, as depicted in the lower left-hand corner
of the Grid, is based on the premise that individuals
are basically autogenous and, therefore, change or
fail to change as a result of their own desires.
Custodial change strategies are not change strate-
gies at all in the strictest sense of the word, but
reflect the change agent's unique perception of his
own role rather than a concern with inducing
change. It may well be that Custodial Change
represents the resolution of conflicts and frustra-
tions which many change agents experience in the
face of pressures to effect change, on one hand,
and resistance to change attempts, on the other.
The result is an increasing conviction that indi-
vidual propensities for maladaptive behaviors are

in direct conflict with external attempts to effect
more adaptive behavior. Individual behavior-
whatever its dynamics-is viewed as too deeply
ingrained to change substantially and what
changes do occur are seen as more a product of
changee desires than change agent strategies.

Therefore, the role of the change agent under
Custodial Change is reinterpreted to reflect the
more mechanical aspects of the task; namely,
providing the apprisal of limitations, conse-
quences of failure to conform, and evaluation
of adjustment. The Custodial Change agent focuses
more on accurate documentation and reporting
than on plans for change and operates more as a
detached observer of progress than as an initiator
of action. Personal power is rechanneled toward
these pursuits and may be seen by the changee as
implying a laissez faire condition. Surveillance is
usually of the mechanical nature, relying on for-
mally scheduled contacts rather than on the
informal types which characterize both 9/1 and
1/9 strategies.

The 1/1 approach has long been a thorn in the
side of correctional administrators because of its
unimaginative "mechanical" approach to human
dilemmas. It is important to realize, however, that
this approach to change tends to result from the
conditions of the agency per se, rather than from
any inherent trait of the change agent. For exam-
ple, change agents who are predisposed toward 1/9
strategies may well revert to a Custodial approach
should they find themselves in an essentially 9/1
agency, and vice versa. Similarly, heavily bureau-
cratic practices on the part of agencies promote
1/1-ism by holding to within-rank promotions and
administrative appointments which perpetuate the
"party line".

Reciprocal Assumptions of Change

While the three change strategies discussed so
far represent conflict or suppression orientations
to the concerns for conformity and commitment,
there are others which are based on the assumption
of a reciprocal relationship between concerns.
These strategies reflect a recognition of the fact
that both concerns are the legitimate domain of
the correctional agent of change; but they sub-
scribe to the notion that conformity and commit-
ment concerns exist in a reciprocal relationship
such that the degree to which the change agent is
concerned about one determines automatically the
degree to which he can be concerned about the
other. Thus, the implicit assumption is that it is

[Vol. 57
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necessary to be concerned about both conformity
and commitment, but that one must strike a
"mechanical balance" between the two in order
to do this. Two commonly used strategies fall
under this assumption.

The 9/1 to 1/9 Paternalism Pendidum. Blake and
Mouton identified the existence of a "wide arc
pendulum" phenomenon in management which
they felt lay at the roots of paternalistic practices.
Similarly, a pendulum approach to change seems
to be employed by many correctional change
agents. The Paternalism Pendulum approach
stems from a recognition of the need for both
conformity and commitment in achieving change,
and seeks to deal with the two concerns separately
because of their assumed reciprocity. The Paternal-
istic change agent pursues a 9/1 Compliance-
oriented course in matters pertaining to changee
behavior and a 1/9 Client-centered course in
issues not directly related to the plan of change.
By virtue of requiring strict compliance to the
plan for change, one one hand, and by offering
help and support in nonchange areas, on the other,
the change agent is likely to be seen as paternalis-
tic. That is, he may fall into the role of a father
figure who metes out both punishments and re-
wards and thereby increases his control over the
changee. Implicit in this approach is the notion
that continued compliance may result in increased
rewards in areas not germane to behavior change
per se. As such, this approach reflects an attempt
to show concern about the feelings of the changee
while at the same time exacting model behavior.
The changee, in turn, may be confused and
frustrated by the lack of consistency which such a
strategy interjects into the change process.

The 5/5 Position-Charismatic Change. In the
center of the Change Grid is found the 5/5 or
Charismatic Change strategy. This approach to
change also proceeds on the assumption that,
while concerns for conformity and commitment
are both necessary and realistic, they exist as
reciprocals; i.e., it is possible to be concerned for
both, but the more concern one has for one the
less he can have for the other. Basically, the
Charismatic Change agent is more concerned
with conformity and in this respect his strategy
may be thought of as a distorted 9/1 approach.
At the same time, however, he is eager to gain
enough commitment to the conforming behavior
to insure its continued use. (It might be noted
that this is the first instance in which this concern

for change duration has entered into a change
strategy.)

Since the 5/5 change agent can appreciate the
resistance changees might feel toward adopting
certain required behaviors, he attempts to gain
commitment to himself as an agent who behaves
in the prescribed manner, rather than to the
behavior per se. Accordingly, he feels that it is
important for the change agent to understand the
problems of the changee while at the same time
being mindful of the requirements for more adap-
tive behavior. The 5/5 change agent relies heavily
on social power and his own attractiveness in
dealing with changees, and may well work hard
to be seen as "a regular guy". By gaining the
respect and admiration of changees, the Charis-
matic Change agent feels that he can also win
cooperation by virtue of the fact that those who
respect him will desire his respect in turn and will
conform in order to gain it. Needless to say, this is
a unique approach to effecting change and requires
a unique person for its employment. The success
of such a strategy rests on the ability of the change
agent to maintain the balance of social power via
his own attractiveness in the situation. Because
of this, both the direction and duration of change
become tenuous and subject to numerous dis-
tracting influences. Moreover, change achieved
on the basis of the somewhat manipulative Charis-
matic approach is analogous to "cure by transfer"
and, consequently, tends to endure only so long
as the change agent is both attractive and near at
hand. Because of its "personalized" quality, it
requires frequent informal contacts between the
change agent and changee as a means of reinforcing
the importance of the relationship.

SUMMARY

By orienting the concern for conformity and the
concern for commitment dimensions at right angles
to each other, it has been possible to delineate
several strategies of change which are commonly
encountered when individuals attempt to influence
others. The individual strategies of change which
have been touched on thus far reflect a strong
orientation toward the incompatibility of concerns
for conformity and concerns for commitment. It may
be this orientation which is responsible for the
general lack of a systematic approach which cur-
rently characterizes corrections and the profes-
sional ambiguity discussed earlier.

1966]



HALL, WILLIAMS AND TOMAINO

AN INTEGRATION OF THE CONCERNS FOR

CONFORMITY AND COMMITMENT

Realistically, if a change strategy is to be effec-
tive, the change agent must be concerned with a
behavioral shift in a given direction, i.e., conform-
ity. Contrary to many of the assumptions under-
lying other strategies, it is not necessarily judg-
mental to expect individuals to employ certain
kinds of behavior. Rather, personal experience-
without regard for personal values and labels-
indicates fairly consistently that some behaviors
result in constructive, mature relationships with
one's environment while others result in destruc-
tive and debilitating relationships. These conse-
quences are less a product of one's value-ladened
interpretation of another's behavior than they are
of reality-based fact. At the same time, it seems
apparent on the basis of research in the social sci-
ences that for change to endure (as well as to occur
in its strictest sense) some degree of commitment
to that change is necessary on the part of both
changees and agents of change. The fact that
many people see these two concerns as conflicting
may merely reflect their lack of the theoretical
orientation or the skills whereby the two concerns
can be made to converge in a single strategy.

A quite different strategy is represented in an
assumption based on research in the behavioral
sciences which indicates that where there is a high
level of participation and involvement in goal-
setting activities there is an equally high degree of
commitment and conformity to the behaviors
deemed necessary for goal attainment. 5 This is the
assumption underlying the remaining anchor posi-
tion on the Grid.

The 9/9 position-Change via Credibility. This
strategy is based on the assumption that for
change to be undertaken by a changee the reasons
for it must be understood and credible and the
behaviors required must be agreed upon by all
parties to the process. In effect, this assumption
focuses on the setting and testing of goals initially
as in the selective and individualized use of pro-
bation or parole conditions, and then on the in-
vention and selection of those behaviors most

5 Lewin, The Relative Effectiveness of a Lecture Method
and a Method of Group Decision for Changing Food
Habits, State University of Iowa Child Welfare Re-
search Station (1942); Levine & Butler, Lecture vs.
Group Discussion in Changing Behavior, 36 J. APPL.
PSYCHOL. 29 (1952); Coch & French, Overcoming
Resistance to Change, 1 HUmAN RELAT. 512 (1948).

likely to result in goal-attainment. The role of the
agent of change becomes one of an interventionist
rather than that of sanctioner or supporter. His
task under the 9/9 strategy becomes one of estab-
lishing the credibility of the need for change and
the various elements of the plan for change. This
he does, not as an "expert" with all the answers,
but as a mediator between the changee and his
environment, pushing for the articulation of
changee goals and an evaluation of current be-
haviors relative to these goals. This strategy
results in a form of reality testing on the part of
the changee under protected confidential condi-
tions in which he is free to experiment at both the
intellectual and muscle levels. The change agent
exerts influence by virtue of his consistent charge
to the changee to "test his behavior" against
reality. Since the changee's environment is part
of his reality, he must necessarily come to grips
with the issue of "What are the consequences of
my behavior for others and, in turn, what are the
consequences of their reactions for me?" The di-
lemma inherent in these issues provides the motiva-
tion for undertaking programs of change on the
part of individuals once the relevance and credi-
bility of the answers are recognized.

The agent of change who pursues the 9/9 change
strategy attempts to do so within the context in
which the problem exists; i.e., he attacks the prob-
lem in its natural habitat rather than in a setting
of his own making under artificially imposed
conditions. This may be within the family context
if the problem has its genesis there or within some
other reference group with which the changee
identifies and to which he is committed. The re-
learning of behaviors, therefore, may involve a
number of people other than the changee proper;
but to the extent that these others contribute to
current and future changee behavior, they repre-
sent a part of the reality with which the change
agent must be prepared to deal. Ultimately, the
change agent would hope to create the conditions
under which the changee can begin to assess
reality and its implications for himself. To do so,
however, requires that the changee have an
opportunity not only to reevaluate his situation as
it relates to the situation of the rest of society, but
an opportunity to practice and experiment with
new behavioral patterns as well. It is only in this
way that the changee will be able to generalize
from the experiences he has during change to his
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workaday world. In turn, the change agent who
pursues the 9/9 course will find that it is necessary
to share his power equally in order to attain the
amount of involvement and participation necessary
on the part of changees to result in their commit-
ment to the program.

Thus, the 9/9 agent of change serves as a repre-
sentative of society who intervenes into the social
life of the changee much as the psychoanalyst
intervenes into the mental life of his patients.
By sharing power of decision with the changee he
is able to reinterpret changee behavior in terms
of changee goals and to create conditions for
evaluating behavior by the nature of his inter-
ventions. He employs a problem-solving approach
to the integration of conformity and commitment
and exhibits a maximal concern for both as the
essential elements for enduring change.

Strategies of Change and "Views of Man"

Implicit in the whole notion of change discussed
here is the idea that the individual correctional
worker controls the probabilities of success in the
change process. This is so because, as we have
said, the assumptions the change agent holds
about change and how it should be effected di-
rectly influence the type of change strategy he
will employ. Thus, assuming that change is the
objective of corrections, it is no wonder that one
finds so many different perceptions and interpre-
tations of the task at hand and the resulting
blurring of the professional image. This is merely
a symptom of the failure of correctional personnel
to articulate an agreed upon objective, supported
by a set of definitive assumptions and principles.
One of the first tasks which must be confronted
toward this end is a clarification of the correctional
"view of man".

While it would be unrealistic to contend that
the assumptions that various agents of change
hold with respect to the means for effecting change
are uncolored by personal needs and dynamics,
this is a less important consideration than the
basic view of man which the correctional person
holds. The logic of this position is that we tend to
respond to people on the basis of the "theories"
we have about them. As might be expected, the
views of man which underlie each of the change
strategies discussed earlier differ in some very
fundamental ways.

The 9/1 view of man. Essentially, the view of

man which would necessitate the adoption of a
change strategy predicated on strict formal power,
close surveillance, and the use of rewards and
punishments is that man is primarily a hedonistic
pleasure-seeking animal who can be motivated by
either the possibility of rewards or by fear of
punishment. As such, he is seen as having little
personal integrity and sense of responsibility, poor
judgment, few of the more advanced social needs
such as those for affiliation or achievement, and
little capacity for controlling his own fate. He is
seen as dependent, passive, and indifferent and,
therefore, in need of a "firm" hand to get him
moving in the right direction. This is, of course,
basically an authoritarian point of view which
becomes translated into power-oriented actions by
the agent of change.

The 1/9 view of man. In many respects, the 1/9
view of man constitutes a reaction to the culturally
older 9/1 view. It represents an abhorrence of
the notion that man is primarily pleasure-seeking
and indifferent, but seems to retain many of the
ideas that he is dependent and incapable of con-
trolling his own fate. The upshot of this mixture
is a view that men who deviate from the norms of
their culture are basically good, but ill socially
and psychologically. Implicit in this view is the
idea that, because of their dependence and lack of
self-control, they must be helped by others if they
are to ever overcome their inadequacies. As such,
this view of man requires a strategy which em-
phasizes the dependability of the change agent as a
person who is interested in and accepting of people
in trouble and who, at the same time, has a ca-
pacity to understand them that they themselves
lack. In an extreme form, this view of man may
result in the assumption of a "holier than thou"
posture on the part of change agents as they deal
with "exceptional cases". In its less extreme form
it would seem to place relatively greater emphasis
on the psychodynamics of individual changees
than on the social determinants of deviant be-
havior.

The 1/1 view of man. The 1/1 view of man,
much as the 1/1 strategy of change, reflects a
change agent's feelings of disenchantment and
frustration with his professional world. As such,
it tends to be pessimistic in character and focuses
on the notion that people are what they are, re-
gardless of other's attempts to help or change
them. Man is seen as a free agent, who is good or
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bad as a matter of genetic chance and who, alone,
can decide to pursue programs of change or non-
change. Many of the elements of irresponsibility
and truncated social needs found in the 9/1 view
of man are also represented here; but the assump-
tion of independence (if not counter-dependence)
is made by the 1/1 change agent, rather than the
dependent characterization subscribed to by 9/1
and 1/9 agents. To a great extent, this view of
man belies the change agent's own feelings of
alienation as much as those of the offender. In
extreme instances, this view may even be bolstered
by an adherence to the somewhat unsophisticated
position of genetic endowment, as epitomized by
the Jukes and Kallikaks, or to such premises as the
"criminal mind" in an attempt to rationalize
away change agent responsibility for changee
behavior.

The 5/5 view of man. This view of man employs
a compartmentalized assessment of people with
the result that an assumption of innate "good-
ness" is made, on one hand, coupled with a per-
ceived need for leadership, on the other. The
vast majority of people are seen as followers, and
this idea reflects a basic distrust of their capacities
to lead themselves. Thus, the 5/5 view of man,
unlike those already described, incorporates and
places major emphasis on the social needs of
individuals to "belong" and to have meaningful
affiliations with people they can trust and respect.
Thus, deviant behavior is attributed to "mis-
identification" with deviant leaders on the part of
changees who have gotten in with the "wrong
crowd". Man is viewed as malleable on the basis
of his need for gratifying relationships which,
when used constructively, can become the source
of motivation for change and more adaptive be-
havior. Such a view requires a strategy which
can effectively initiate and sustain a "personalized"
relationship between the change agent and the
changee. The 5/5 change agent, in effect, pits his
leadership against that of less socially acceptable
leaders. It is perhaps symptomatic of the view
that a major source of concern to the 5/5 change
agent is whether or not he is being "conned" by
the changee.

The 9/9 view of man. Unlike the views of man
associated with other change strategies, the as-
sumptions underlying the 9/9 strategy attest to the
basic similarities of all men. While individual
differences are recognized, they are not used as

the basis for explaining deviant behavior or con-
forming behavior. Rather, man is seen as a social
animal motivated by the desire to achieve and
to behave responsibly, while at the same time
valuing both his independence and dependence and
his capacity for fate-control. He is seen as a learner
who finds ways of satisfying these basic needs on
the basis of experience with his particular reference
group or culture. Thus, deviant behavior under
this view is attributed to deviant learning and the
problem of change is seen as one of relearning more
appropriate means of need satisfaction. Neither the
needs nor the capacities of individuals are dis-
credited, as such; rather, the conditions for learn-
ing are seen as the prime determinants of behavior
and the generalized need for mature functioning is
seen as the only motivation necessary to prompt
relearning. This view requires a strategy which
facilitates learning by way of providing the means
for an effective translation of valid social principles
into changee awareness and behavior. That is, it
requires change agent skills in creating the condi-
tions for "discovery" on the part of changees
within those realistic limits of society which bind
us all.

"Views of Man" and the Self-fulfilling Prophecy.
It can be seen that each strategy of change has as
its genesis a distinctly unique view of man. Each of
these, if correct, would call for unique procedures.
Therefore, 9/1 change relies on the basic process of
coercion; 1/9 on a process of self-maximation; 1/1
on spontaneous remission; 515 on the dynamics of
identification; and 9/9 on a process of internaliza-
tion.6 As such, each of these processes is set in
motion by the agent of change; and each may meet
with some degree of success. While each success
experience may serve to reinforce the agent's
view of man, he should also be aware of his assump-
tions and their relevance for the self-fulfilling
prophecy. Since we all know that it is possible to
cause what we expect to happen to actually occur
in our relations with others, the correctional
change agent should ask himself why he finds
people dependent or irresponsible or sick or in
need of a leader. It may be that we view man
many times, not so much as he is but as we are.

6 The change processes of coercion, identification,
and internalization have been previously identified and
discussed at length by Herbert Kelman, and are sum-
marized in his article, The Induction of Action and
Attitude Change, Proceedings, The Fourteenth Inter-
national Congress of Applied Psychology (1961).
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To the extent that this is true in the field of cor-
rections, the profession will grow no more than
its most articulate spokesman.

SUMMARY CONSIDERATIONS

Thus, we have tried to present a wide range of
correctional practices as they exist and are cur-
rently being employed. It seems self-evident that,
given such a wide divergence of assumptions and
practices, the field of corrections cannot help but

be characterized by professional ambiguity, dupli-
cation of effort, and antithetical pursuits. More-
over, this will continue to be the case until some
unifying principle can be discovered which will
allow a new input of theory and experimentation.
We suggest that the canopy of correctional change
represents such a unifying principle and that under
it the profession and its workers can grow. There-
fore, the challenge of corrections, it would seem,
lies at the interface of conformity and commitment.
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