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Abstract: Since 2011, the organisational and management process of the Italian Prison Administra-
tion has started to change. The Open section and Dynamic supervision measures introduced into 
the Italian penitentiary system, requires that all prison workers participate in the observation and 
treatment of the prisoners’ activities, carried out within a multidisciplinary perspective. This may 
imply a significant increase, in both the workload and possible sources of stress for prison workers 
and, therefore, hinder the organizational change. To enable the process of change, while monitoring 
the employees’ wellbeing, monthly multidisciplinary meetings have been planned, involving the 
ward staff of each prison. This study aims to both understand the impact of the organisational 
change on the employees of a prison in northern Italy and to explore the sustainability of the ward 
staff tool. Ten multidisciplinary meetings were analysed over a year, focusing on topics discussed 
within the group and relational positions assumed by the members. Content analysis has been per-
formed through the T-LAB software, whereas the analysis of the interactive modalities has been 
carried out through the application of the Interaction Process Analysis grid. Results showed the 
group’s tendency to focus on the task, neglecting the relational dimension and moments of shared 
reflection related to the process. The study allows us to reflect on those aspects that may undermine 
the organisational and employee wellbeing and to assess the sustainability of a new organizational 
tool. 
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1. Introduction 
In the last ten years, through Ministerial orders No.445330/November 2011, 

No.206745/May 2012, and No.36997/January 2013, Italy has gradually witnessed the or-
ganizational change of the national prison administration. Even though the 1975’ prison 
reform proposed a conceptual paradigm shift from a control-oriented organisational 
model to a re-education and reintegration one, daily practice has continued to highlight 
an anchoring to the concept of prison as a punitive measure for many years.  

The organisational change led the introduction of the measures Open Section (i.e., the 
possibility to serve a sentence with greater freedom of movement within the prison) and 
Dynamic Supervision (i.e., detention not merely as custodial, but as an opportunity for ed-
ucation of the person for social reintegration), representing a shift from a quantitative 
(e.g., number of years) to a qualitative concept of punishment and its execution [1].  

The open sections and dynamic supervision involve all prison workers who actively 
participate—each with their own experience and training—in the process of observation 
and prisoners’ treatment, requiring the assumption of a multidisciplinary perspective. 
Accordingly, each case should be tackled from different points of view, mediating be-
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tween different approaches. For example, educators could be oriented towards a re-edu-
cation and resocialization model, according to the approach they have been trained in, 
while prison officers could be more control- and security-oriented.  

Therefore, the implementation of such an organisational change implies not only a 
regulatory prescription, but also the readiness for change of the people involved [2]. The 
Administration must actively support workers during the change process and mobilize 
resources and tools necessary to change the past visions, procedures, technologies, and 
behaviours [3,4]. As the sustainability of psychology gave evidence, only by making an 
effort across the organisation, can the employees means be improved [5].  

Despite the challenging nature of the task, in the prison environment, there is a lim-
ited or sporadic offering of potentially useful support systems such as regular supervision 
or reflective practice [6]. Prison workers reported needing a space to discuss their role and 
reflect on difficult situations with their colleagues [7].  

In order to fill this gap and to facilitate the organisational change, the ward staff tool 
has been set up by the local prison administration, requiring monthly multidisciplinary 
meetings.  

Ward staff can be likened to what Caldwell called “formal staff”, i.e., the formal or-
ganization of the prison. It includes those prison workers that are responsible for organ-
izing the work, maintenance, and rehabilitative programs of the prison, give leadership 
and direction to the prison program [8]. 

Multidisciplinary meetings are two-hour meetings, once a month, attended by the 
prison workers of each prison’s ward (i.e., the ward staff). Professionals involved are edu-
cators, psychologists, teachers, prison officers, physicians, members of the Addiction 
Treatment Service, criminologists, social workers, volunteers, and networking agents (Ac-
cording to a promotion of social inclusion policy, the task of the networking agents is to 
activate social reintegration paths by involving territories). 

The aim of implementing ward staffs and multidisciplinary meetings is to bring to-
gether the expertise and the skills of different professionals to assess, plan and manage 
health and needs of individuals with complex care needs [9,10]. Moreover, ward staffs aim 
to facilitate an effective meeting between parties and to pursue a working group, despite 
the disparity in training among roles. 

The initiative was promoted by the local prison administration and extended to all 
prisons in Lombardy.  

Creating and enhancing high performing ward staffs should be a priority for the 
prison administration because the rehabilitative treatment requires the involvement and 
skills of a multidisciplinary treatment team. It represents a vital component in the treat-
ment activities for the prisoners [11,12] and the working wellbeing of prison workers.  

Moreover, it could combine elements of lower-level participation and management 
direction that successfully implement the organisational change in the public sector [13]. 

Having a common line of action and shared objectives among practitioners helps to 
make the prisoners’ treatment fair. It is well-known that inequality is a driver of prison 
environment degradation which adds to the problem of organizational change [14].  

The implicit assumption is that the team could act as a unit between the organisation 
and the individual and could contribute to various types of change through the connec-
tions between the individual and the team, and between the team and the organisation 
[15]. 

Members of an organisation may support or oppose organisational changes through 
the enactment of specific passive or active resistance [16]. Inertia to change can be elicited 
by both individual and systemic factors.  

On an individual level, the literature has shown that self-interest, fatigue, feelings of 
frustration, a sense of threat, and a need for security (induced by a lack of information 
about the changes), constitute the reasons that trigger specific worker resistance to the 
organisational change. In a previous Italian study [17], the authors analysed the represen-
tations and feelings of prison workers towards the organizational change, highlighting 
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the pervasiveness of their feelings of loneliness and confusion. Prison workers perceived 
themselves as solitary players. These feelings were due to the lack of communication be-
tween the prison administration and the prison workers about the organizational changes 
which were perceived as sudden, radical, and dropped from above.  

On a systemic level, the set of interdependent relationships involving individuals, 
roles, resources, and domains of an activity can hinder the implementation of the organi-
sational change due to difficulties of the whole system adapting to the new operating 
model required. Specifically, Lines [18] stated that from a systemic point of view, reasons 
for resistance could be related to: 1. Organizational culture and power structure; 2. Inter-
dependence between parties; and 3. Group dynamics [19].  

Here the system under analysis is a prison in Lombardy, which depends on the Re-
gional Penitentiary Administration. As mentioned above, in order to meet the users’ care 
needs, many different professionals work in prisons at various levels. The highest hierar-
chical level is occupied by the director of the prison. In addition to the staff provided by 
the prison administration, volunteers play a key role in terms of treatment activities, alt-
hough they are not an integral part of the organisation. 

In Italy, there is a lack of psychological literature on prison organisations [20]. Despite 
understanding their operating mode, social factors and the relationships that occur among 
them, represents an essential goal for increasing work wellbeing and promoting the best 
prisoner treatment. Manzoor (2014) found out that there is a positive relationship between 
workers and organizational effectiveness, but organisations should aim to recognize, em-
power and allow workers participation in the decision-making and implementation pro-
cess of changes [21].  

Given this background, the present explorative and longitudinal study aimed to 
monitor the progress of the recently introduced ward staff tool by assessing its sustainabil-
ity.  

We assume to observe over time equal engagement by the staff members, the im-
provement of communication and relationships between parties which will enable them 
to focus on their new tasks and to manage the issues arising from the introduction of the 
open sections and dynamic supervision measures. 

Promoting the integration between the ward staff’s members represents a central ob-
jective for the increase in work wellbeing and to facilitate the transition process from the 
old to the new organisational model. Prison’s staff represents a key factor in the progress 
of the institution which means that their behaviour and wellbeing directly affect the ser-
vices it provides [22, 23].  

The assumption is that organisational change occurs through and because of changes 
in employees’ attitude and values. Thus, organisations need to make systematic, planned, 
and proactive efforts to improve employees’ subjective and relational wellbeing to receive 
beneficial outcomes in turn [5]. In this sense, through the current research, we tried to 
assess the sustainability of the ward staff tool.  

2. Materials and Methods 
In this study, qualitative content analysis (CA) and interaction process analysis (IPA) 

were conducted to analyse the process of setting up the ward staff. The term “process” 
refers to a set of interrelated actions carried out within an organization [24]. According to 
Gelo and colleagues [25], the process analysis assists in:  
1. Observing what happens during the process under examination;  
2. Identifying which variables are most appropriate to describe the phenomena of in-

terest; 
3. Describing the frequency of occurrences; and  
4. Evaluating the relationship between the selected phenomena and their distribution 

among different groups over time.  
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Content analysis is defined as a technique used to extract desired information from 
a body of material (usually verbal) by systematically and objectively identifying specified 
characteristics of the material [26] (p. 313). It is a technique for making replicable and valid 
inferences from texts (or other meaningful matter) to the contexts of their use [27]. Berel-
son first defined it as “research technique for the objective, systematic and quantitative 
description of the manifest content of communication” [28].  

Interaction process analysis was introduced by Bales in 1950 [29]. It is a technique for 
studying interaction in small groups. Researchers record and target every expressive act 
and classify them into twelve categories: shows solidarity, shows tension release, agrees, 
gives suggestion, gives opinion, gives orientation, asks for orientation, asks for opinion, 
asks for suggestion, disagrees, shows tension, and shows antagonism.  

Through CA and IPA, we were able to study both the content of each ward staff 
meeting and its relational aspects.  

As regards the meetings’ content, we hypothesised that regular ward staff meetings 
would allow the evolution of the themes dealt with by the group. As ward staff was a newly 
introduced tool, we expected it to produce a change over time. Specifically, we hypothe-
sized a shift from a focus on role organization aspects to the work tasks (i.e., on the pris-
oners and on the operational practices).  

On the relational aspects, the study refers to the theoretical model proposed by Tuck-
man [30] concerning the development phases of a work team and its relationships: firstly, 
team members meet and begin to develop a mutual opinion and an idea of the objectives 
and methods adopted; secondly, the group faces its first structural conflicts; thirdly, the 
group moves to the task and operationalisation; fourthly, the group moves as a focused 
unit; lastly, closure and suspension. 

In our study, the process of setting up the ward staff of a Lombardic prison was ob-
served for one year, focusing on two variables: themes discussed in the group; and rela-
tional positions taken by the members. 

The aim and the sampling process of the research was defined in agreement with the 
local prison administration.  

2.1. Participants  
Using convenience sampling, the research involved a prison indicated by the local 

prison administration because it had been struggling with the organisational changes re-
sulting from the introduction of the orders mentioned above.  

At the time of the research, the prison housed 599 inmates in 15 male sections. The 
total number of staff consisted of 373 prison officers and 4 educators. In addition, the 
prison also employed many professionals such as health workers, experts, volunteers, and 
teachers.  

The ward staff involved in the study consisted of workers employed in the prison’s 
open sections. Therefore, the selection of this group is linked to its direct exposure to the 
organisational changes.  

The ward staff included 7 different professionals: educators, prison officers, teachers, 
members of the Addiction Treatment Service, psychologists, physicians, volunteers, and 
a priest.  

The number of workers in each professional category who attended the ward staff 
meetings varied over time.  

2.2. Data Analysis  
Data collection required the researcher (LDL) to attend 10 ward staff meetings which 

took place over a year. In line with Gobo’s classification, data collection was characterised 
by a moderate level of participation by the researcher [31]. The researcher was at an inter-
mediate level between being a member of the group and being totally outside of it.  

All meetings were recorded and transcribed, then content analysis (CA) and interac-
tion process analysis (IPA) were done.  
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The content of the meetings was transcribed into Italian, and CA and IPA were con-
ducted on the original transcriptions. Then the results were translated into English for this 
publication taking care to preserve the original meaning. 

CA was conducted through the software T-Lab 5.5 [32], that allows a linguistic, sta-
tistical, and semantic analysis of written texts based on occurrences or co-occurrences be-
tween words. Content analysis—conducted through T-LAB—allowed emerging topics to 
be highlighted in a specific and/or transversal way during the meetings and subsequently, 
to group them in specific thematic areas observing central transitions from a procedural 
point of view.  

Specifically, we conducted thematic analysis of elementary contexts, which belongs 
to the broader category of thematic analysis which could build and explore a representa-
tion of the contents of the text under analysis through significant thematic clusters. Each 
cluster is made up of a set of elementary contexts (sentences, paragraphs, or short texts) 
characterised by the same keyword patterns. Each cluster is also described through lexical 
units (words, lemmas, or categories) and variables that if present, most characterises the 
elementary contexts of which it is composed. The set of clusters thus makes it possible to 
reconstruct the thread of the discourse within the overall plot constituted by the text (or a 
subset thereof). At the end of the thematic analysis of elementary contexts, the researcher 
will be able to propose a mapping of isotopes intended as general or specific themes char-
acterised by the co-occurrence of semantic traits, as well as to explore the relationships 
between clusters and between clusters and variables (if any) [32]. 

In reference to the IPA, to delineate the process of the constitution of the ward staff 
tool, an analysis was conducted of the typical ways staff members interact with each other. 
To this aim, the observation and classification procedures of interactive behaviour, de-
scribed by Bales (i.e., IPA, Interaction Process Analysis) [29–33], was applied by 3 inde-
pendent judges (LDL, AS and ES).  

IPA is based on a system of categorisation of minute-by-minute interactive behav-
iour. It represents a system of analytical and sequential detection and filing of acts as they 
occur. 

Developing IPA, Bales divided the 12 coding categories into 3 macro areas (See  
Table 1).  

Table 1. Interaction Process Analysis Grid—IPA—adapted from Bales, 1950. 

Areas Categories and Behavioural Indicators 

Socio-emotional Area: positive  
1. Shows solidarity, shows respect, gives help and support, gives praise.  
2. Shows tension release, jokes, laughs, is relaxed and content.  
3. Agrees, nods, approves, accepts, follows through.  

Area of examination: neutral  

4. Gives suggestions, ideas, while respecting the autonomy of others. 
5. Gives opinions, evaluates, judges, analyses, interprets, expresses desire and feelings.  
6. Gives orientation, informs oneself, repeats, confirms, clarifies, shows. 
7. Asks for orientation, explanations, confirmations.  
8. Asks for opinion, asks for evaluations and judgements, questions, feelings, and states of being. 
9. Asks for suggestions and specific directions.  

Socio-emotional Area: negative  
10. Disagrees, refuses help, non-participation doubts, gives up, too formal.  
11. Shows tension, asks for help, increasing tension, non-participation.  
12. Shows antagonism, tries to lower the level of others, defends, or asserts himself. 
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3. Results 
3.1. Content Analysis  

Thematic Analysis of Elementary Contexts (TAEC) were performed through the T-
LAB software on the transcriptions of each of the 10 ward staff meetings.  

3.1.1. 1st Meeting 
Twelve prison workers attended the meeting: 3 educators, 1 prison officer, 2 physi-

cians, 1 psychologist, 1 member of the Addiction Treatment Service, 2 teachers, 1 volun-
teer and a priest. During the first meeting, the members of the ward staff were all present. 
Subsequently, some absences occurred, which will be specified for each meeting. 

TAEC was carried out on the transcription of the first recording—highlighting the 
occurrence of four thematic clusters, respectively covering 19.9%, 15.8%, 34.2% and 30.1% 
of the total variance (see Figure 1).  

Based on their content, clusters were named as follows: 
− Cluster 1, “the importance attached to the health workers contribution” 
− Cluster 2, “organising prison treatment: a shared challenge” 
− Cluster 3, “ways of sharing in the decision-making processes” 
− Cluster 4, “integrating different perspectives” 

 
Figure 1. Histogram 1st meeting. 

The first meeting’s clusters deal with the methodological aspects of prison work. 
Cluster 3 covers the highest percentage of the total variance (34.2%). In fact, during the 
first meeting, the ward staff mainly focused their discussion on how to share the decision-
making processes within the working group. Employees highlighted the need to activate 
a real and concrete communication flow concerning practical and organisational issues, 
as required by the rule of the Dynamic Supervision (e.g., see the quote extracted from the 
first meeting in Table A11 in the Appendix A).  

Cluster 4 (30.1%) and Cluster 1 (19.9%) deals with the need for integration between 
different points of view and the importance of the health professionals’ contribution to 
the choice of many aspects related to prison treatment activities. It was mainly the educa-
tors who tried to involve health professionals in the process of sharing their work. They 
asked health professionals many questions and gave them plenty of time to speak, under-
lining the urgency of integrating their contributions and creating synergy between differ-
ent areas and perspectives.  
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Lastly, cluster 2 refers to the needs of the ward staff to ensure that the organisation of 
the prisoners’ treatment is a shared challenge.  

3.1.2. 2nd Meeting 
Attendance corresponds to that of the first meeting. 
TAEC was carried out on the transcription of the second recording highlighting the 

occurrence of 4 clusters, respectively covering 38.8%, 24.5%, 25.7% and 10.8% of the total 
variance (see Figure 2).  

Based on their content, clusters were named as follows:  
− Cluster 1, “open sections, a new container to fill” 
− Cluster 2, “communication difficulties between players” 
− Cluster 3, “what does re-education mean?” 
− Cluster 4, “role of the school” 

 
Figure 2. Histogram 2nd meeting. 

The second meeting’s clusters bring together several issues relating to the Open Sec-
tions management. The introduction of the open sections had important repercussions in 
the prison (e.g., see the quote extracted from the second meeting in Table A11 in the Ap-
pendix A). Ward staff seemed to share the need to consider them in their different aspects, 
trying to cope with them in the most functional way.  

Cluster 1 covers the highest percentage of total variance (38.3%). 
Another central theme was the proposal of new treatment activities (learning activi-

ties, leisure activities and school activities). Based on those proposals, ward staff began a 
moment of shared reflection on criteria and motivations for the prisoners’ participation. 
Educators initiated the discussion on this theme and the health workers actively re-
sponded to the discussion.  

Finally, particular attention was paid to the inadequacy of the communication meth-
ods between the members of the ward staff. Such methods are not adequate when consid-
ering the dynamic and complex communication that characterises the prison context. 
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3.1.3. 3rd Meeting  
Attendance corresponds to that of the first meeting. 
TAEC was carried out on the transcription of the third recording highlighting the 

occurrence of 3 clusters, respectively covering 38.5%, 17.1% and 43.8% of the total variance 
(see Figure 3).  

Based on their content, clusters were named as follows:  
− Cluster 1, “dynamism versus precariousness”  
− Cluster 2, “synthesis requires team”  
− Cluster 3, “tradition versus innovation” 

 
Figure 3. Histogram 3rd meeting. 

The third meeting was characterised by a dialectical and confrontational nature. Ward 
staff addressed the issue of change and how it brings with it the conflict between tradition 
and innovation (e.g., see the quote extracted from the third meeting in Table A11 in the 
Appendix A).  

Cluster 3 covers the highest percentage of the total variance (43.8%). Innovation is 
represented by the open sections and their dynamism. However, according to opinions 
expressed by ward staff, such dynamism is associated with many issues. 

They are well represented by the Eighth Section of the prison, where the study took 
place. The eighth section houses prisoners in pre-trial detention. Such conditions make 
the treatment precarious and seem to place a significant burden on the volunteers.  

The meeting continued to focus on issues related to the eighth section and on the 
open sections’ potentially negative effects. 

3.1.4. 4th Meeting 
The fourth meeting took place after a holiday break in August. Attendance corre-

sponds to that of the first meeting. 
TAEC was carried out on the transcription of the fourth recording highlighting the 

occurrence of 3 clusters, respectively covering 36.4%, 22.9% and 40.5% of the total variance 
(see Figure 4).  

Based on their content, clusters were named as follows:  
− Cluster 1, “school versus work” 
− Cluster 2, “adaptation and innovation of procedures” 
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− Cluster 3, “the impact of bureaucracy in everyday working life” 

 
Figure 4. Histogram 4th meeting. 

The fourth meeting’s debate was mainly characterised by the demonstration of re-
sistance to everyday prison bureaucracy (e.g., see the quote extracted from the fourth 
meeting in Table A11 in the Appendix A).  

Cluster 3 covers the highest percentage of total variance (40.5%). Volunteers declared 
more difficulties accepting that every single activity must be rigidly codified to be moni-
tored. As a result of their resistance against bureaucracy, their acts and behaviours were 
considered inappropriate by the rest of the group.  

Another important theme is represented by the comparison of work and school ac-
tivities. The ward staff agreed that most prisoners seemed to prefer work to school. In fact, 
prisoners frequently drop-out of school in order to apply for paid work. This attitude 
seemed to greatly disappoint and distress the teachers.  

Lastly, ward staff debated the possibility of evaluating the proposal to make schooling 
compulsory at least until the eighth grade. The group moved towards the definition of a 
concrete proposal for action during the fourth meeting. This seems to be very different 
from the first meetings, where schooling appeared in a more marginal position. Now 
teachers take a more integrated position within the ward staff. 

3.1.5. 5th Meeting 
The fifth meeting took place in November, due to staff holidays. Members of the 

group belonging to the teacher’s category were absent.  
TAEC was carried out on the transcription of the fifth recording highlighting the oc-

currence of 4 clusters, respectively covering 21.9%, 20.4%, 30.6% and 27% of the total var-
iance (see Figure 5). 

Based on their content, clusters were named as follows:  
− Cluster 1, “school versus work”;  
− Cluster 2, “adaptation and innovation of procedures”;  
− Cluster 3, “the impact of bureaucracy in everyday working life” 
− Cluster 4, “volunteers versus educators”  

36.4%

22.9%

40.5%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

30.00%

35.00%

40.00%

45.00%

school versus work adaptation and innovation
of procedures

the impact of bureaucracy
in everyday working life

4th meeting



Sustainability 2021, 13, 10392 10 of 28 
 

 
Figure 5. Histogram 5th meeting. 

The fifth meeting was characterised by thematic clusters which highlighted opposing 
positions.  

Cluster 3 was strongly connected to the theme of change. It covered the highest per-
centage of total variance (30.6%). Participants discussed the proposal to introduce opera-
tional tools to manage the change. They proposed the creation of a “pact of responsibility” 
to be submitted by the Open Sections’ inmates in order to guarantee more authentic treat-
ment activities and high levels of participation.  

Educators supported the proposal. Prison officers were the most sceptical about the 
change, because of their direct experience among the sections. They reported that inmates 
seemed to prefer past practices (e.g., see the quote extracted from the fifth meeting in Ta-
ble A11 in Appendix A).  

During this meeting, the group seemed to experience high levels of fatigue trying to 
find shared lines of thought and action. Many questions concerning volunteers remained 
open, with participants expressing concern about the management of the volunteer’s re-
lationship with the prisoners and their attempts to manipulate volunteers. 

Lastly, in order to reduce the chaotic atmosphere of the meeting, the ward staff under-
took the job of tidying up and mapping out the various activities proposed. It was the 
educators and teachers who carried this task out. 

The ward staff succeeded in initiating a shared dialogue about the possibility of con-
crete and immediate action. However, probably due to the presence of so many different 
professional roles, it remained difficult to reach a compromise and achieve teamwork.  

3.1.6. 6th Meeting  
The Addiction Treatment Service operator was absent.  
TAEC was carried out on the transcription of the sixth recording highlighting the 

occurrence of 5 clusters, respectively covering 14.8%, 21.3%, 15.5%, 27% and 21.3% of the 
total variance (see Figure 6).  

Based on their content, clusters were named as follows:  
− Cluster 1, “the value of a signature: different views” 
− Cluster 2, “interaction between parties” 
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− Cluster 4, “need to think about new tools” 
− Cluster 5, “the impact of current events between the outside and inside” 
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Figure 6. Histogram 6th meeting. 

The sixth meeting took on a creative and integrative approach. Ward staff continued 
to seek concrete solutions to the issues surrounding the introduction of organisational in-
novations. They proposed, as in the previous meeting, the signing of the ‘pact of respon-
sibility’ to encourage greater adherence to treatment by the open sections’ inmates (e.g., 
see the quote extracted from the sixth meeting in Table A11 in the Appendix A).  

The establishment of a teaching secretariat was also proposed (especially by educa-
tors and teachers). Cluster 4 covers the highest percentage of variance (27%). 

Clusters 2 and 5 cover the same percentage of variance (21.3%).  
Cluster 2 refers to the theme of integration between parties. Ward staff highlighted 

the need to discuss the co-construction (and sharing) of a common language, which would 
allow parties to structure a shared thought and to attribute a specific meaning to the pro-
posed activities. Volunteers struggled to share the meaning of the proposals. The discus-
sion seemed to be fixed on a priori vision related to the different working approaches.  

Cluster 3 (15.5%) includes proposing that volunteers cooperate more. Aside from the 
necessity to cooperate towards the achievement of the same objectives, the ward staff un-
derlined the impossibility of thinking of the detention activity as a series of disconnected 
interventions. 

Lastly, Cluster 1 focuses on the signing of ‘the pact of responsibility’ as a concrete 
commitment by prisoners towards the organization. It was mainly the educators who sus-
tained such a position.  

3.1.7. 7th Meeting 
Psychologist and physicians were absent.  
TAEC was carried out on the transcription of the seventh recording highlighting the 

occurrence of 4 clusters, respectively covering 17%, 18%, 32.5% and 32.5% of the total var-
iance (see Figure 7).  

Based on their content, clusters were named as follows:  
− Cluster 1, “urgency of concretising”  
− Cluster 2, “communication block”  
− Cluster 3, “face the needs” 
− Cluster 4, “the impact of top-down logics” 
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Figure 7. Histogram 7th meeting. 

The seventh meeting was characterised by the assumption of responsibility by the 
ward staff. In parallel to this, the group highlighted the presence of a communication block 
which made it difficult for the management of prisoners’ and their daily work. 

Cluster 3 emphasizes the urgency of addressing the needs expressed by each organ-
isational stakeholder. Participants proposed to uncover each category in order to identify 
resources and limits for the construction of a shared project (e.g., see the quote extracted 
from the seventh meeting in Table A11 in the Appendix A).  

This step strongly highlights the need to consider the complexity of each role within 
a process of common work (with a continuous reference to the organisational culture).  

Cluster 4 takes up the theme of the signing of ‘the pact of responsibility’ again, as a 
tool designed to manage the process of adherence to the open sections’ standard.  

Cluster 3 and Cluster 4 cover the same and more significant percentage of the total 
variance (32.5%). 

Cluster 2 includes the debate about the communication block, which was mainly in 
relation to the flow of information between professionals. Often the means of communi-
cation between the parties are the prisoners themselves, but the information resulting 
from this exchange is partial, incorrect, or unfounded. This is mostly an attempt at trian-
gulation and exploitation. 

Then, in Cluster 1 the need to achieve greater concreteness between the proposals 
presented at the meeting and their implementation was expressed. 

3.1.8. 8th Meeting 
As per the previous meeting, psychologist and physicians were absent.  
TAEC was carried out on the transcription of the eighth recording highlighting the 

occurrence of 5 clusters, respectively covering 14.5%, 19.8%, 18.1%, 30.5% and 17.3% of 
the total variance (see Figure 8).  

Based on their content, clusters were named as follows:  
− Cluster 1, “from need to project” 
− Cluster 2, “unity is the strength” 
− Cluster 3, “tasks’ division”  
− Cluster 4, “a puzzle to be reassembled” 
− Cluster 5, “School crisis”  

17% 18%

32.5% 32.5%

0.00%

5.00%

10.00%

15.00%

20.00%

25.00%

30.00%

35.00%

urgency of
concretising

communication
block

face the needs the impact of top-
down logics

7th meeting



Sustainability 2021, 13, 10392 13 of 28 
 

 
Figure 8. Histogram 8th meeting. 

The eighth meeting followed the meeting in which the presence of a communication 
block between the prison workers was made explicit. Consequently, it was characterised 
by discussions relating to a theme of ‘fitting together’ and ‘uniting’. Participants expressed 
the need to restructure themselves, like a jigsaw puzzle, which implies adaptation be-
tween its various components. 

Cluster 4 points out a fragmentation between parties, especially between the volun-
teers and educators. The volunteers strongly underlined the need to be considered as an 
independent organisation. They complained about poor consideration of their needs by 
the prison organisation which seems unable to recognise them in their identity and indi-
viduality (e.g., see the quote extracted from the eighth meeting in Table A11 in the Ap-
pendix A).  

The difference between the parties was strongly underlined by the educators, as if 
the integration required by the ward staff meetings could not be applied due to different 
organisational time management.  

Cluster 4 covers the highest percentage of total variance (30.5%).  
The other clusters show that participants (prison officers, physicians, teachers, and 

educators) had an urgent need to set up a common task to coordinate their efforts in order 
to guide inmates along a concrete and effective re-educational pathway, in response to the 
thematic core of cluster 4.  

As in the previous meetings, schooling was indicated as an activity difficult to 
achieve when the alignment between the parties was absent.  

Lack of cohesion has repercussions on the participation of prisoners in school activi-
ties. The engagement of prison workers seems to be closely linked to the involvement of 
prisoners themselves, as if integrity and accountability cannot be expected from them if 
the same dimensions are not first evoked in the ward staff. The establishment of a school 
secretariat was proposed again. 
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3.1.9. 9th Meeting 
As per the previous meetings, psychologist and physicians were absent.  
TAEC was carried out on the transcription of the ninth recording highlighting the 

occurrence of 5 clusters, respectively covering 14.7%, 27.9%, 17%, 24% and 16.2% of the 
total variance (see Figure 9).  

Based on their content, clusters were named as follows:  
− Cluster 1, “critical case 1” 
− Cluster 2, “encouraging dialogue”  
− Cluster 3, “the importance of work in prison” 
− Cluster 4, “critical case 2” 
− Cluster 5, “the role of time in prison”  

 
Figure 9. Histogram 9th meeting. 

During the ninth meeting, most of the time was devoted to dialogue and the discus-
sion of critical cases. Focus was shifted from the sections and prison organization to peo-
ple, indicating that the ward staff needed to refocus on the users (i.e., the prisoners). 

The need for dialogue was stressed and the educators asked the prison officers to try 
to consider not only the custody perspective but also a re-educational one. There was a 
clear difficulty in reconciling these two aspects (e.g., see the quote extracted from the 
nineth meeting in Table A11 in Appendix A).  

Another important theme that emerged from the ninth meeting was that of “time”, 
which is linked to that of “waiting”. Waiting for something to happen concerns both the 
prison workers, who perceive themselves as part of a slow and excessively complex mech-
anism, and the inmates, whose lives seem to be “suspended” while waiting to serve their 
sentences. 

3.1.10. 10th Meeting 
Psychologist, physicians, and prison officers were absent.  
TAEC was carried out on the transcription of the tenth recording highlighting the 

occurrence of 4 clusters, respectively covering 25%, 33.1%, 14.3% and 27.5% of the total 
variance (see Figure 10). 

Based on their content, clusters were named as follows: 
− Cluster 1, “school versus work” 
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− Cluster 2, “adaptation and innovation of procedures” 
− Cluster 3, “the impact of bureaucracy in everyday working life” 
− Cluster 4, “importance of volunteers”  

 
Figure 10. Histogram 10th meeting. 

During the last meeting, teachers reported on the performance of the school during 
the past year, complaining about the high drop-out rate of prisoners (e.g., see the quote 
extracted from the tenth meeting in Table A11 in the Appendix A).  

Cluster 2 covers the highest percentage of total variance (33.1%).  
Contrary to the previous meetings, a lot of time was also dedicated to the recognition 

of the role of the volunteers. Even though they are “outsiders”, the rest of the ward staff 
indicated that volunteers are indispensable in the work with the prisoners. On the other 
hand, the volunteers as outsiders, valued the ward staff’s arrangement which allowed 
them to compare and share their work with other professionals during the year. 

Lastly, the tenth meeting was characterised by a sort of paralysis due to the absence 
of the educator, who had assumed the leadership of the group from the beginning.  

While the ward staff stressed the need to take up some of the issues discussed in the 
previous meetings, they were not able to do so due to the absence of the educator. 

3.2. Interaction Process Analysis  
Interactions between the ward staff were analysed through the Interaction Process 

Analysis (IPA) grid by Bales [25–28]. The charts in the Appendix A show the occurrence 
of the interaction modes of each meeting. Occurrences are the number of times in which 
participants express themselves during the meeting according to the 12 categories of the 
IPA grid (12-factor model).  

The specific sub-frequencies for each professional category are also shown.  
Among the ten ward staff meetings, category 6 (i.e., gives orientation) is the most 

frequently occurring (n = 2579), followed by category 5 (i.e., gives opinions) (n = 1052), 7 
(i.e., asks for orientation) (n = 882), 3 (i.e., agrees) (n = 532), 4 (i.e., gives suggestions) (n = 
237), 2 (i.e., shows tension release) (n = 227), 8 (i.e., asks for opinions) (n = 143), 10 (i.e., 
disagrees) (n = 60), 9 (i.e., asks for suggestions) (n = 53), 12 (i.e., shows antagonism) (n = 
18), 11 (i.e., shows tension) (n = 17) and 1 (i.e., shows solidarity) (n = 15). 
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First meeting. It was characterised by a strong predominance of category 6 (n = 230) 
followed by category 5 (183) and 7 (115). This highlights the group’s tendency (especially 
educators and prison officers) to focus on the task, in an exchange of questions and an-
swers aimed at sharing information. The interactions falling within the socio-emotional 
area (cat. 1, 2, 3, 10, 11, 12) were much lower. Moreover, they tended towards the area of 
positive reactions (cat. 1, 2, 3) 

Second meeting. It was also characterised by a predominance of category 6 (n = 289) 
followed by category 7 (139) and 5 (96). This is indicative of the tendency to focus on the 
task. The educators played the role of the main stakeholders and posed many questions 
to the prison officers. The interactions in the social-emotional area were much lower, high-
lighting the tendency to move towards the area of positive reactions. 

Third meeting. It was characterised by a predominance of category 6 (n = 186), fol-
lowed by 5 (93) and 7 (84). The group remained task focused. The interactions in the socio-
emotional area were much lower, tending towards the area of positive reactions. 

Fourth meeting. As with the previous meetings, it was characterised by a clear pre-
dominance of category 6 (n = 194) followed by 5 (117). The fourth meeting was mostly 
aimed at the exchange of information among participants (task area). The interactions in 
the socio-emotional area were much fewer, tending more towards the area of positive re-
actions. Unlike the previous meetings, there was an episode of tension by a volunteer, 
falling within the negative reactions (category 11).  

Fifth meeting. It was characterised by the predominance of category 6 (n = 339) fol-
lowed by 5 (144) and 7 (126). The group still focused on the task and discussing several 
questions and answers aimed at sharing information. Unlike the previous meetings, the 
number of interactions in category 3 (104), referring to the area of positive reactions in-
creased, as did those in category 10 (18), referring to the area of negative reactions. It was 
predominantly the educators, prison officers and volunteers who showed tension. 

Sixth meeting. It was characterised by a predominance of category 6 (n = 407) followed 
by 5 (130). There were also numerous interactions in category 3 (111) corresponding to the 
socio-emotional area of positive reactions, but there was also an increase in interactions in 
categories 10 (32), 11 (7) and 12 (10) promoted by educators and prison officers. 

Seventh meeting. Participants still focused on the task and showed a predominance of 
category 6 (n = 157) supported, unlike before, by the teachers. Even the volunteers were 
involved, almost equating themselves to the educators, who were up until that moment 
the main informants. Compared to the past trend, both positive and negative interactions 
decreased. 

Eighth meeting. Category 6 was predominantly (n = 157). Participants were still in the 
task area. An interesting finding came from the analysis of categories 10, 11 and 12 where 
it is evident that there was a tightening of the relationships between volunteers and edu-
cators. In the socio-emotional area of negative reactions, it shows an escalation of tension 
between the roles. 

Ninth meeting. There was a predominance of category 6 (n = 268). The trend of cate-
gories 5 (108) and 7 (85) was also high. The number of interactions falling within the socio-
emotional area of negative reactions fell sharply, while those in the socio-emotional area 
of positive reactions rose. 

Tenth meeting. The last meeting was still characterised by a clear predominance of 
category 6 (n = 354) compared to all the other categories. Sub-frequencies confirm a par-
ticular activation of the educators compared to the other participants. Negative interac-
tions were almost completely absent, while positive interactions were significant, espe-
cially between educators, teachers, and the volunteers. 

The general chart trend (see Figure 11) shows how the ward staff maintained a con-
stant focus on the task area during the 10 meetings. Participants expressed a rich commu-
nication flow, mostly based on interactions of questions and answers aimed at sharing 
information. Within this area, there are more interactions labelled as “attempts to re-
spond” (category 4, 5, 6) than those labelled as “questions” (category 7, 8, 9). 
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Figure 11. IPA categories for the general trend of each meeting (n = 10). 

As shown above in Figure 12, the educators were the most active members within 
the interactions (with a total of 2104 interactions), followed by prison officers (950 total 
interactions), volunteers (896 total interactions), teachers (713 total interactions), physi-
cians (509 total interactions), members of the Addiction Treatment Service (433 total inter-
actions) and psychologists (240 total interactions). Psychologists were the least numerous 
category, and therefore also the least active actors in the group. 

 
Figure 12. Frequency of interactions for each ward staff’s professional role. 

As mentioned before, the interaction mode related to category 6 (i.e., gives orienta-
tions) is the one most frequently used amongst all ward staff professionals. Specifically, it 
is the interaction mode most used by the educators, volunteers, and teachers (see Figure 
13). 
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Figure 13. IPA categories for the general trend of each ward staff’s professional role. 

The interactions related to the social-emotional area are much lower than those fo-
cused on the tasks. Nevertheless, from the fourth meeting onwards there was an escala-
tion of tension, which took the form of a clash of views highlighted during the sixth meet-
ing between the educators and prison officers. Another clash took place in the eighth 
meeting between volunteers and educators.  

Despite these moments, the group managed to rebalance itself and decrease the in-
tensity of the conflict. During the tenth and last meeting, negative interactions were almost 
completely absent, while positive ones remained significant, especially between educa-
tors, teachers, and volunteers. 

4. Discussion 
The present study aimed to understand the impact of the organisational changes in-

troduced by local prison administration and the sustainability of the ward staff tool for 
prison workers.  

We observed across one year the development of 10 meetings carried out by the ward 
staff involved in the open sections of a Lombardic prison, with the absence of an ideal 
model for guidance in handling the meetings.  
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The ward staff’s longitudinal observation made it possible to obtain and analyse in-
formation, both related to the impact of organizational changes (i.e., open sections and 
dynamic supervision) on the prison employees’ tasks and to the development of relation-
ships within the group.  

The organisational changes of the prison administration promoted a multidiscipli-
nary approach aimed to improve the wellbeing of both the prisoners and prison workers. 
It has produced new areas of need by the prison employees: the redefinition of their tasks 
and the adherence to new ways of meeting other members of the ward staff. 

The change took place through a strong top-down approach. The prison administra-
tion promoted a teamworking attitude—as a result of the introduction of the Open Sec-
tions and Dynamic Supervision—through ministerial orders and guidelines.  

However, to set up a working group, does not suffice to assign a common objective 
that could not have been achieved individually [34]. The construction of a group culture 
implies the transition from thinking in groups to groupthink [35]. According to the psy-
choanalytic tradition, it refers to the experience of “thinking together” [36], i.e., an ensem-
ble of operations, including their product, deriving from the relational exchanges between 
group members [37]. As conceptualized by Bion [38] and Foulkes [39,40], the group is not 
a mere sum of individuals, but a specific psychological entity where lived experience of 
everyone converges in a sort of “common medium, which is autonomous from the single 
individuals” [41] (p. 75). 

It is necessary for the parts and the whole to interact and influence each other, for the 
transition to take place. Achieving a balance involves forces, tensions and conflicts caused 
by the difficulty of bringing together dissimilar, or even divergent points of view and 
ways of working [42]. If stabilization—a condition of balance among the members—is not 
reached, the team may experience disorganization—a general lack of balance and chaos. 
Such a condition could be a prerequisite for the development of syndromes such as burn-
out, which has been associated with working in a challenging prison environment [6].  

Creating a working group necessarily implies considering two dimensions: the task 
orientation and the relational dimension [43]. Those dimensions are related to the achieve-
ment of common objectives and the satisfaction in social relationships.  

We hypothesised that we would observe a progressive focus by staff members on 
new operational practices resulting from organisational changes. In order to test this hy-
pothesis, we conducted the content analysis of the ten meetings using T-LAB software. 

According to our results, themes addressed by ward staff can be divided into three 
phases.  

The first phase is characterized by the need for knowledge and alignment to common 
objectives and specific roles (meeting 1.). During this phase, a working method (a way of 
sharing and integrating different perspectives)—constituted by circularity and reflexivity—
emerged.  

In the second phase (meetings 2, 3, 4, 5, 6, 7), concrete themes/problems were dis-
cussed (e.g., definition of new procedures and tools, reorganisation of school activities, 
facing bureaucracy etc.) producing wide debates. This phase can be considered a neces-
sary interaction that allows the achievement of concrete and shared working results start-
ing from different points of view [35]. 

The third phase (meetings 8, 9, 10) ended the productive phase (phase 2) highlighting 
the difficulty of integration (puzzle to be reassembled), both between those “inside” and 
“outside” (e.g., the volunteers, considered as the most external members of the group) 
and among the working positions held by the members. Third phase indicates the need 
for further reflection in order to integrate values, sub-objectives and sub-cultures, limits, 
resources and to minimise the loss of energy aimed at the achievement of real, shared 
goals. 

As shown by the IPA analysis, communication within the ward staff moved mainly 
within the area of the task, leaving the socio-emotional aspects more in the background, 
in general belonging to positive interactions. 
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With regard to the engagement of the staff members, contrary to our initial assump-
tion, we observed an important imbalance towards the figure of the educators, who as-
sumed leadership from the beginning, often deciding on the topics to be discussed and 
covering most of the discussion time. This was particularly evident at the end of the ob-
servation period when the educator was absent. His absence created a lack of discussion 
and ideational confrontation and seemed to put the group’s development process in crisis, 
merely increasing the information level. 

According to Tuckman’s theoretical model [30] our ward staff did not adhere to the 
normative and functional steps for the development of teambuilding. Little space was 
given to mutual knowledge and normal conflicts to avoid the anxiety resulting from being 
involved in a network of interpersonal relationships. In this sense, the literature under-
lines that problem-focused coping strategies are a protective factor from stress [44]. 

In our experience we can say that the ward staff tool has only been partially effective 
enhancing multidisciplinary approach and improving prison employees means.  

Despite the integration of different professionals in the handling of people to support 
improves the outcomes and promotes sustainability [45], the process of building a multi-
disciplinary team in the prison context seems to present more difficulties of implementa-
tion.  

Our results seem to confirm previous findings. Functional adaptation of staff to or-
ganisational change is unlikely to occur if it is characterized by ideologically driven initi-
atives, bureaucratic and unresponsive processes, and a climate of uncertainty [46]. 

In our case, this seems to be linked to the coexistence of two different organisational 
models, one oriented to the re-education and social reintegration of the offender, the other 
more control and security oriented.  

As stated by Carlson, corrections’ primary business is control of those in its custody. 
Prisons realized and kept control through the adoption of military-style expectations for 
its staff and highly bureaucratized methods for its operations [47].  

Even if from a theoretical point of view, the prison administration attributes these 
two organisational models to the present and to the past, respectively, from a practical 
point of view these two models still seem to coexist in the everyday working practice. 
Prison workers must provide care, custody, and control for those housed within correc-
tional institutions. 

This inevitably also produces a conflict of work requirements, which often emerged 
during the ten meetings. Different definitions and operationalizations of norms lead to a 
lack of consensus when and to what extent norms may influence behaviour [48].  

Therefore, it is desirable that the administration makes a greater effort to facilitate 
the assimilation of the new organisational model by all the professionals involved. This 
could support the growth of the multidisciplinary team and its leadership, for the achieve-
ment of long-term goals, considered as value co-creation [49,50]. Value co-creation is 
based on an interactive and dynamic relationship which may create a common perspec-
tive, and everyone can act in a coherent way. As pointed out by Cosimato and colleagues, 
an ongoing value co-creation can add wellbeing to individuals and groups [51].  

Anyway, the ward staff seems to have sustainable behaviour that allows for the con-
sideration not only of each organisational role, but also the mental growth of the workers 
during the tenure of their work life, in accordance with the organisational purposes. This 
in turn, builds a sustainable organisation [52].  

5. Conclusions 
From our standpoint, the results here presented suggest that to be sustainable, the 

ward staff tool needs the organisation’s support in terms of training prison employees to 
the new organizational model. Only after a concrete internalisation of the new organisa-
tional model will the ward staff tool be effective.  

Another important issue that emerged is the need for a clear setting for ward staff 
meetings. In our experience, deciding where to hold meetings was a source of tension 
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among the staff members, who experienced a phase of impasse in the absence of the 
leader. Although there is little space for prison staff in our prisons, it should be considered 
that setting is particularly important during an organisational change.  

In the literature, it is well known that organisational change processes frequently 
generate feelings of fear, inadequacy, and resistance by employees due to both organiza-
tional issues and individual psychological factors [53]. Changing known actions and 
methodologies generates uncertainty and insecurity, taking employees out of their safe 
zone [54]. 

This seems to find total adherence within the prison context, where almost 40 years 
after the last law reform, employees are asked to rethink some basic elements of detention 
and penitentiary treatment. 

As conceived by the Prison Administration, the application of a multidisciplinary 
approach to the prisoners’ treatment represents the main point of the organisational 
change, to be achieved through a real integration between the parties. It requires the acti-
vation of cognitive and relational resources and higher operational skills than in the past 
[55]. 

The picture that has emerged from our study described an experience characterised 
by a degree of suffering for a lack of shared process of change. Ministerial orders do not 
seem sufficient to activate a real process of understanding, criticism, and adherence to 
what is required. Longitudinal observation of the ward staff revealed that it is a necessary, 
but not sufficient tool to facilitate the implementation of organisational change in the 
prison context. The group’s tendency to act rather than to reflect, especially in the absence 
of a leader (even if informal leader), highlights the lack of sharing between the admin-
istration and prison workers about the purpose of ward staff introduction. It was sup-
posed to be a space where to discuss their role, practices and reflect on the difficulty of 
implementing organizational change.  

Our findings could produce insights into how to develop, implement and evaluate 
new tools aimed at improving the wellbeing of prison workers and facilitating organiza-
tional change.  

Limitations and Implications 
The present study is not without limitations.  
Firstly, sampling and data collection was limited by the local prison administration. 

Only one ward staff was observed, therefore our results cannot be generalised.  
Secondly, employees missed some of the monthly meetings alternately. Future re-

search could plan longitudinal design, observing multiple ward staff groups for a longer 
period than 12 months. This would allow investigation of further elements of the work 
groups’ process and to observe the groups during organisational events (i.e., cultural 
changes, management transitions etc.).  

Thirdly, we conducted a qualitative study, but future research could also include 
quantitative measures to assess objective constructs such as work wellbeing and job satis-
faction.  

Despite the limitations, this study has tried to fill the gap in the literature within the 
context of prison organisation.  

Our results highlighted that a clear organizational model, shared leadership, and 
ward staff training are necessary to ensure employees work productively and feel good. 
A good employment environment in a prison context allows for the concrete rehabilitation 
of offenders and improves the levels of public health, which include prison staff, prison-
ers, their families, and the wider community. 
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Appendix A 
1st meeting  

Table A1. Interactive modes frequencies during the first meeting. 

Interaction 
Modes 

Total  
Frequencies Educators Prison  

Officers 
Addiction Treatment 

Service Members Psychologists Teachers Volunteers Physicians 

1 8 6 0 0 0 0 1 1 
2 43 0 15 10 10 0 0 8 
3 51 18 13 3 3 7 3 4 
4 51 18 12 6 8 0 0 7 
5 183 30 37 21 18 13 6 58 
6 230 77 37 21 18 12 6 58 
7 115 27 31 22 9 5 4 17 
8 16 8 3 1 1 2 0 1 
9 4 1 1 0 0 0 0 2 
10 28 5 5 3 1 7 1 6 
11 4 1 0 0 0 3 0 0 
12 3 0 0 0 1 0 0 2 

2nd meeting 

Table A2. Interactive modes frequencies during the second meeting. 

Interaction 
Modes 

Total  
Frequencies 

Educators 
Prison  

Officers 
Addiction Treatment 

Service Members 
Psychologists Teachers Volunteers Physicians 

1 1 0 0 0 1 0 0 0 
2 34 6 2 1 5 0 0 20 
3 64 15 13 3 3 7 15 8 
4 25 4 1 4 4 2 3 7 
5 96 18 7 5 14 13 17 22 
6 289 96 32 14 27 20 45 55 
7 139 31 31 10 7 11 16 33 
8 27 14 1 1 4 0 3 4 
9 6 2 1 1 0 2 0 0 
10 2 1 0 1 0 0 0 0 
11 0 0 0 0 0 0 0 0 
12 0 0 0 0 0 0 0 0 
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3rd meeting 

Table A3. Interactive modes frequencies during the third meeting. 

Interaction 
Modes 

Total  
Frequencies 

Educators Prison  
Officers 

Addiction Treatment 
Service Members 

Psychologists Teachers Volunteers Physicians 

1 0 0 0 0 0 0 0 0 
2 18 4 5 1 1 0 0 7 
3 39 15 11 1 3 4 2 3 
4 22 12 3 3 0 0 0 4 
5 93 18 45 6 8 0 2 14 
6 184 78 42 10 11 0 7 36 
7 84 28 20 13 4 0 8 11 
8 20 9 7 3 0 0 0 1 
9 1 1 0 0 0 0 0 0 
10 3 0 1 1 0 0 0 1 
11 0 0 0 0 0 0 0 0 
12 0 0 0 0 0 0 0 0 

4th meeting 

Table A4. Interactive modes frequencies during the fourth meeting. 

Interaction 
Modes 

Total  
Frequencies Educators 

Prison  
Officers 

Addiction Treatment 
Service Members Psychologists Teachers Volunteers Physicians 

1 0 0 0 0 0 0 0 0 
2 18 2 6 0 1 2 1 6 
3 54 10 7 1 4 12 17 3 
4 34 9 2 1 1 9 8 4 
5 117 18 25 1 12 21 24 16 
6 194 67 28 4 10 31 38 16 
7 47 12 6 6 1 3 10 9 
8 10 4 2 0 1 1 2 0 
9 2 2 0 0 0 0 0 0 
10 2 1 0 0 0 0 1 0 
11 1 0 0 0 0 0 1 0 
12 0 0 0 0 0 0 0 0 

5th meeting 

Table A5. Interactive modes frequencies during the fifth meeting. 

Interaction 
Modes 

Total  
Frequencies Educators Prison  

Officers 
Addiction Treatment 

Service Members Psychologists Teachers Volunteers Physicians 

1 0 0 0 0 0 / 0 0 
2 30 11 12 6 0 / 1 0 
3 104 52 15 5 3 / 29 0 
4 43 26 4 6 1 / 6 0 
5 144 47 33 24 7 / 33 0 
6 339 145 67 43 9 / 75 0 
7 126 48 16 27 3 / 32 0 
8 20 12 4 3 0 / 1 0 
9 18 11 1 1 1 / 4 0 
10 18 5 6 2 0 / 5 0 
11 1 1 0 0 0 / 0 0 
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12 1 1 0 0 0 / 0 0 

6th meeting 

Table A6. Interactive modes frequencies during the sixth meeting. 

Interaction 
Modes 

Total  
Frequencies 

Educators Prison  
Officers 

Addiction Treatment 
Service Members 

Psychologists Teachers Volunteers Physicians 

1 3 1 0 / 0 0 1 1 
2 35 10 9 / 1 2 1 12 
3 111 48 12 / 2 26 18 5 
4 23 11 4  / 1 4 2 1 
5 130 48 18  / 11 26 19 8 
6 407 175 68  / 5 80 51 28 
7 99 25 22  / 5 18 22 7 
8 21 9 4  / 0 4 3 1 
9 6 2 2  / 0 1 1 0 
10 32 11 15  / 0 2 2 2 
11 7 5 2  / 0 0 0 0 
12 10 7 2  / 0 0 1 0 

7th meeting 

Table A7. Interactive modes frequencies during the seventh meeting. 

Interaction 
Modes 

Total  
Frequencies 

Educators 
Prison  

Officers 
Addiction Treatment 

Service Members 
Psychologists Teachers Volunteers Physicians 

1  1  0  1  0  / 0  0  / 
2  5  2  1  1  / 1  0  / 
3  24  12  2  0  / 5  5  / 
4  11  4  0  3  / 1  3  / 
5  59  13  6  11  / 10  19  / 
6  157  49  3  0  / 62  43  / 
7  42  18  1  0  / 12  11  / 
8  8  5  0  0  / 3  0  / 
9  6  1  0  0  / 3  2  / 
10  0  0  0  0  / 0  0  / 
11  0  0  0  0  / 0  0  / 
12  0  0  0  0  / 0  0  / 

8th meeting 

Table A8. Interactive modes frequencies during the eighth meeting. 

Interaction 
Modes 

Total  
Frequencies 

Educators 
Prison  

Officers 
Addiction Treatment 

Service Members 
Psychologists Teachers Volunteers Physicians 

1  1  0  1  0  / 0  0  / 
2  5  2  1  1  / 1  0  / 
3  24  12  2  0  / 5  5  / 
4  11  4  0  3  / 1  3  / 
5  59  13  6  11  / 10  19  / 
6  157  49  3  0  / 62  43  / 
7  42  18  1  0  / 12  11  / 
8  11  5  3  0  / 3  0  / 
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9  6  1  0  0  / 3  2  / 
10  6  1  0  0  / 0  5  / 
11  4  0  0  0  / 0  4  / 
12  3  0  0  0  / 0  3  / 

9th meeting  

Table A9. Interactive modes frequencies during the nineth meeting. 

Interaction 
Modes 

Total  
Frequencies 

Educators Prison  
Officers 

Addiction Treatment 
Service Members 

Psychologists Teachers Volunteers Physicians 

1  2  0  0  0  / 1  1  / 
2  25  5  13  4  / 2  1  / 
3  31  11  11  1  / 3  5  / 
4  7  0  3  2  / 1  1  / 
5  108  42  38  8  / 9  11  / 
6  268  137  69  18  / 24  20  / 
7  85  29  15  13  / 16  12  / 
8  3  1  1  1  / 0  0  / 
9  2  0  0  0  / 1  1  / 
10  1  0  1  0  / 0  0  / 
11  0  0  0  0  / 0  0  / 
12  1  1  0  0  / 0  0  / 

10th meeting 

Table A10. Interactive modes frequencies during the tenth meeting. 

Interaction 
Modes 

Total  
Frequencies Educators 

Prison  
Officers 

Addiction Treatment 
Service Members Psychologists Teachers Volunteers Physicians 

1 1 1  / 0  / 0  0  / 
2 14 7  / 3  / 2  2  / 
3 30 6  / 2  / 11  11  / 
4 10 8  / 0  / 2  0  / 
5 63 35  / 10  / 6  12  / 
6 354 181  / 33  / 69  71  / 
7 103 46  / 12  / 20  25  / 
8 9 6  / 0  / 0  3  / 
9 2 0  / 1  / 1  0  / 
10 0 0  / 0  / 0  0  / 
11 0 0  / 0  / 0  0  / 
12 0 0  / 0  / 0  0  / 

Quotes from meetings 

Table A11. Quotes related to the main thematic cluster of each of the ten meetings. 

Meeting Cluster Theme Role’s Member Quotes 

1 3 

Ways of shar-
ing in the deci-

sion-making 
processes 

Volunteer 

“Yes, but prison officers told me that they would prefer to finish ten 
minutes earlier in order to be able to do... so actually finish at ten to 

three. In this way I would only have 10 min for the discussion, 
which is practically impossible. Suppose there’s even the slightest 
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interruption during the film, the discussion won’t be able to take 
place.” 

2 1 
Open sections, 

a new container 
to fill 

Physician 
“For those who are not very well mentally balanced the open section 

is not the best solution!” 

3 3 Tradition ver-
sus innovation 

Prison officer 

“So now only those inmates who exceptionally cannot stay open 
will be able to stay closed. Practically, my difficulty is that I have 

about ten inmates who do not want to stay open, but they are 
obliged to because of the new ordinary regime. So now we must 

convince them to stay open!” 

4 3 

The impact of 
bureaucracy in 
everyday work-

ing life 

Educator 

“Sometimes, the decision-making process is blocked because the 
magistrate or the public prosecutor have to wait for the behavioural 
reports from all the prisons where the prisoner has been during the 
period of early release request. That is the reason why early release 

does not arrive. If the public prosecutor or the magistrate do not 
also have the behavioural reports from the other prisons—including 

those in southern Italy- they do not proceed”. 

5 3 

The impact of 
bureaucracy in 
everyday work-

ing life 

Prison officer 

“A glaring case happened today. One defendant we had to take to 
the open sections told us clearly: I don’t want to go there because I 
don’t feel like it. They are too open, and I prefer to stay in my own 
little space with my own bed, do my own thing, write my own let-

ter, have my own interview and just do my own time!” 

6 4 
Need to think 

about new tools Educator 
“In my opinion the signature is an assumption of responsibility. 
When I sign up for a course, I sign and take responsibility for the 

rules.” 

7 3 Face the needs Volunteer 

“First of all, we need to understand what resources the foundation 
can provide, what resources we can provide, and what specific pro-
jects there are. The big problem with the associations is that usually 
when you move one person, you need to review the whole associa-

tion”. 

8 4 
A puzzle to be 
reassembled 

Educator 

“This meeting took place because of the need to get two institutions 
(i.e., prison and voluntary association) talking. After the previous 
meeting—where our director expressed a specific need—I had im-
agined that this could be an operational moment. A request was 
made, it was passed from institution to institution, and now we 

have to start working”. 

9 2 Encouraging 
dialogue Educator 

“I ask a courtesy. I saw that inmate XXX went back to ward 4. He 
moved from ward 4 to ward 6 and from ward 6 back to ward 4. I re-

ally can’t do that”. 

10 2 
Adaptation and 

innovation of 
procedures 

Teacher 

“Yesterday, not all of those in the second ward came to school. In re-
lation to the school, the inmates in the open sections are not called 
by name, they are called according to their classrooms. So, what 

happens when the sections are closed?” 
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