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FOREHORD 

On August 31, 1972, the Chairman of the Probntion Board of the State 
of New Hampshire, Judge Richard F. Cooper, officially requested the Nc\v 
Hampshire State Planning Agency (Governor's Commission on Crinf2. and Delin
quency) to secure technical assistance services for the purpose of survey
ing prcsent program3 and procedures Vlithin the State Department of Proba
tion and developing recommendations for its future operation. Accentuating 
the need for such a survey, Judge Cooper pOinted out that \vhile the demands 
upon the Probation Department from the courts have greatly increascu in 
recent years, the basic organization and procedures of the Department have 
remained virtually unchanged since its ince:!ption in 1937. 

Not having the manpower available:! to directly provide:! the assistanCe:! 
called for, the Director of the State Planning Agency, Mr. Frecle:!rick P. 
Nader, requested the LEM Regional Office to secure the needed services. 
Although most probation office requests for technical assistance are han
dled through LEAA corrections channels, Hr. Nader felt that since the Ne\v 
Hampshire Department of Probation is governed by a Probation Board composed 
of three judges and is, operationally, an i~trinsic component of the court 
system, the services required ,-<Jcre more appropriate for court-oriented 
tecbnical assistance. Consequently) the technical assistance request 'vas 
fonvarded by the Regional Office to the LEAA National Office "lith a recom
mendation that it 'be handled by the American University Criminal Courts -. 
Technical Assistance Project. 

Upon the reconune.ndation of the Region I LEAA Com:t Specialist, Ml:". 
Maurice Geiger, the services of Dr. Alvin Cohn, a criminologist ,dth \vide 
experience in criminal justice system personnel training, Here secured for 
the l?robation Boarel request. Dr. Cohn spent September 3, 4, and 5, 1972, 
on-site in New Hampshire, visiting various prcibation offices, and meeting 
''lith a "scope" committee composed of judges from the Probatir.)ll Board, of
ficials from the office of the Director of the DCllartment of' Probation, as 
\vell as probation officers. The report which follo\vs is Dr. Cohn's impression
istic ovorvie\v of the Probation Department's operations, and includes reconuncn
dations for bo tIl immediate change, as \vell as more in-depth study of the 
existing system. The Criminal Courts Teclmical Assistance Project \vill 
follQ\v the results of Dr. Cohn's consultation. and present a chronological 
history of the New Hampshire Department of Probation's efforts at reorgani
zation in its !innl report to LEAA. 
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1. INTRODUCTION 

Purf..,uant to the r('>quest of the Criminal Courts Technica 1 Assistance 
Project of the Law Enforcement Assistance Administration, a cOM'ultative 
\ 1.sit \>las :.nnde.' to the S::ate of New Hau:pshire on September 5th thr.ough 7 th, 
1972, in order to obtain sarno insight into the structural problems, orBnni
za tion3.l issues, and programmatic concerns of the Ne\-l Hampshire Dep<1rtment 
of Probation. It was understood that the New Hampshire Board of rrobat;.ion 
is desirous of improving the quality of its probation program and, lhroueh 
the LEJ\A, haE' requested a consultant's report on immediate and future steps 
and programs the Board 3nd the DepB.rtmcmt might undertake. 

It is necessary to keep in mind that the follmving is an impressionistic 
r,-.)1ort, developed as a ref'.u .. t of only three days of observation and .inquiry; it 
is not based on an. intensive analysis of statistical data nor on intensive in
terviews at all person.s associated \<lith the delivery of probation services in 
Ne\v Hampshire, including probationers. 

II. DEPARTHENT OF PROBATION ORGANIZATION 

Overall, it appears that the Department of Probation is managed on a 
day-to-day basis, without substantial planning, forethought, or accountability 
of personnel. By design or tradition, most of the ~vorkers appear to be auto
nomous entrepreneurs, handling their caseloads independent of any direction or 
control from central authority. Hhile sUCll a situation is a normal ou tgr 0\'1 L11 
of the considerable tenure and seniority which exists on the part of most of 
the probation officers, there appears to be relatively little effort to direct 
or control their activities to ensure that an adequate level of service is 
prOVided the clients. 

Short of any declarations which might appear in the various biennial 
reports, and in. the absence of an organizational manual, the ,goals of the Depart
ment remain unstated or, at best, unclear. As a conseqt.ence, every employee 
almost has the right to determine his own kind and level ·of performance, al
lO'\ving the administration almost no opportunity to judge the quality of the 
services provided. Evaluations of performance are not routine, but are ,casual, 
infrequent, and OCCIJr as a l:esult of obvious and blatant infractions of non
published rules and regulrttions, but not according to established standards and 
cirteria clearly enunciated by the administration. 

A. Personnel Responsibilitx and Performance 

Not\-lithstanding the absence of specific documentation, it is probably 
true that the performances of the various \vorkcrs are inconsistent throughout 
the organization, ranging from what can be described as professional through 
extremely shoddy. As can be expected in such a situation, Harkers probably 
tend to bear' in mind ",v11a t they can get a\vay ,vith" nlOJ;'e than vhnt thc.y need to 
do in the bost interests of the clients being fJcrved. 

l-bny of the officers hnvc been on duty for many years and probnbly have 
devo.lopecl thci1: otvn styles of managing their case and ~.,ork loads. Regnrdlcss 
of their age and experience, ho,..rev('r, one TIlust assume thnt all professionlll 



i 

I 
\ 
I 

\ 

I 

\ 
\ 

\ 
1 

\ 

! 

! 

. ...---------- -
~1 

J. 

page 2 

workers arc capable of change and groHth. Yet, the Departmcmt ma:i'nt,:lins no 
regular trnining program and, according to some, does not in {lny \·my encourage 
continuing educational <1chievcment. As a consequence, the officers clJntinuc 
doing Hhnt they h;we n.hmys donn, in the manner best suited to their ~~ndivj
dual needs, and HitllOut reg"'l':d for the belw[its of conLlnujllg <'ClucaLloll, even 
at the undergraduate level. 

Supervisors, for the IUor;t part, hold such titles in name aL:ld for salary 
purposes only. Promotions arc not based on established criteria, but come 
about as a result of fraternal evaluations. Although there may be exceptions 
among the four supervisors, there is little evidence that they truly supervise 
their subordinates from a clinical point of view. Supervisors in all probation 
departments are caught on the horns of a dilemma: do they represent their sub
ordinates or are they arms of the administration? In NeH Hampshire, supervisors 
appear to resolve this dilemma in personal \vays, ,.,ithout assistance from the 
Central Office. It appears that they, for the most part, perceive their primary y 
responsibility as that of producing routine statistical reports and summaries 
of activities to be forwarded to the Central Office, and ~vithout delay. Hhile 
there is an inevitable need for such routine and prompt reporting in any organi
zation, in the Department there is no regular system of feedback to the workers 
and supervisors concerning aggregate data and/or analysis of the data -- feed
back information ,,,hich could conceivably benefit personnel insofar as improving 
performance is concerned. 

B. Intra-Departmental Communication and Horale 

This one-I·my flmv of statistical l:eports leads many of the personnel" to 
the conclusion that the data are meaningless and that the reports are bother
some, irrelevant, and result only in keeping ,vorkers busy and unable to provide 
complete services to clients. Furthermore,' the workload associated I"ith Domes
tic Relations activities, especially collections, only provides I'lOrkers ,-lith 
an additional excuse for not doing their primary assignment: investigations 
about and supervision of probationers. 

The problem of low morale seems to be of considerable significance. Its 
genesis and resolution are not easily determined, but, in part, it must be at
tributed to remarkably poor communications Ivithin the total organization. 
Although the Department is relatively small, communications arc frequently one
way, there. is littlc.~ if any feedbnck to workers or administrators on problems 
of substance or feelings, and there appears to be little if any coordination 
among the personnel regarding future plann:i.ng and problem resolution. 

Finally, the exact role of the Board and its relationships to both the 
Director and the staff seems to be ill-defined llnd based primadly on trad;ition 
and historical precedent rather than on published and clearly enunciated guide
lines. 

C. nud)3(~t nno Physical Facil ities 

Alth~)lIgh only n cursory ~ln:llysjs of the Dl'!wrlmcnt IS budgL:t ,,,ns made, 
it appears to be wOl'fully jnadoquutc for the kinds and levels of services the 
DCp(ltlmenL is l'xpecLl~d to provide. Here it: not for funds provJded by LEAA, 
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there'would be fifty percent fewer probation officers. There is no budget 
for trajnin~ and no bucig(!tary support for continuing education. Exactly how 
many more permoncmt positions should be creat('!d and h01,l many additional clerks, 
typists, and/or bookkC'C~p(>rs are needed Hill require additional analysis, 
hm·l(wvr. 

Except for one of the district offices visited, the space provided for 
probation services it> inadequate and shameful. Certainly) the Central Office 
should be located in better-looking and more adequate ~Iarters -- one Hhich 
\'70ul<1 pennit a greater. degree of privacy and "lOrk space. Actual space needs 
and the locations of the district offices need to be explored in greater 
detail. 

D. Hitigating Factors 

Hhile the above ,o1ould appear to be a totally negative impression re
garding the current status of the Department, there do exist a number of posi
tive qualities ,o1hich should not be minimized. For ",hatever reasons, personnel 
do stay on the job, \"hich does guarantee the organization a continuity of ser
vices which might be envied by many other organizations. Hhether the ne~vly 
appointed \o,19rkers ~'lill continue to be as dedicated remains to be seen, how'ever. 
Additionally, the Vlork does get done, in one ,yay or another, and the consultant 
remains relatively una,vare of any substantive complaints from the judiciary 
regarding quali ty of service or performance. HO~'lCver ~ whether most of the 
judges believe that the quality of the \'70rk could be improved ~ but remain 
silent, is yet to be determined. 

Also, perhaps because of the longevity of most of the ,vorkers, or because 
of a concerted effort on the part of a fC\o1 administrators, the quaiity of the 
relationships betwe~n the Department and other criminal justice agencies i~' the' 
State allegedly appear to be relatively good. Nore substantial analysis of 
this relationship, as well as the relationship between the Department and the 
University of Ne'\v Hampshire, must be undertaken l)efore a final judgement on this 
matter can be made. 

Finally, there is considerable evidence that many of the personnel that 
this consultant spoke with have a great deal of concern for their organization 
and are committed to upgrading the quality of services. This interest and 
concern, hm,'lwer, remain relatively untapped ~ but provide a valuable resource 
upon Hhich to build future programs. 

E. Sunuunrv 
-------'-

In summary, the Department of Probntion tends to operate on a day-to,-day 
baSiS, ~vithollt an explicit philosophy guidinr, performance and without a clear 
understanding of mininwl standards. Poor communications throLlghoLlt the entil:'c 
organization, low morale, inadequate budget, lack of planning, and non-existent 
performance apPl:ai.snl ou t\veigh the bencfitn wlli.ch might accrue from scniorit.:y! 
longeVity, Dnd relativoly small (probation) cuselonds. 
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III. RECOl'1MENDATIONS 

Based upon the. above observations this consultant wishes to mnke the 
foJlcJ\-:illg np('cific rCCOlnllll'IldaUolw. 

A. Implerner.taU.on of a Training Progrmn 

A training program for all of the professional staff, including the 
Ce.ntral.Of£ice, should be designed and implemented immediately. This program 
should be initiated by an outside resourcC!. It should commence with a five
day laboratory-style institute, in a r~treat-like setting, where all of the 
personnel can come tOGether to discuss problems, concerns, lea~n new method
ologies in dealing with caseloads, and engage in a human relations program 
designed to foster better communica tions and an organizational esprit de corps. 

A task force composed of representatives of all levels of p8rsonnel 
should simultaneously work on a continuing training program design.. Hith a 
consultant on training working with the task force on an on-going basis, ad
ditional training programs can be dC!signed and implemented on a regular basis. 
At the very least, however, an addi t'.onal one-week institute should be design
ed as a follm,,-up to the first one, approximately three or four months later. 

It is estimated that the total costs for tl'lO one-week programs, together 
with on-going consultaLion, illcluJing supplies, materials, faculty stipends and 
expenses, but exclusive of maintenance costs for trainees, will run approxi
mately $9,000 for a period of one year. Additional training programs will llave 
to be determined and their costs estimated. . 

B. Creation of Post of Deputy Director for Staff and "program Development 

In order to provide staff coordination for the above and to enhance con
tinuing program planning, it is recommended that a secollcl Deputy Director for 
the Department be appointed. This Deputy Direc.tor for Staff and Program Devel
opment \vould have as his primm:y responsibilities the development of training 
and educational progrnms £6r all personnel as well as assist the Director in 
progrDlll planning. Additionally, it is recommended that the original Deputy 
Director be assigned ·primary responsibility in the areas of clinical supervision, 
field services generally, and supervise the development and implementation of 
the volunteer program. 

These t~vo posi.tions ~vould free the Director [rom some of his burdensome 
activil:i.es Dnd \·7111 provide him with opportunity to devote more time to plan
ning and policy implementation. 

C. Creation of u Position of Administrative Assistarit 

In order to enhance orgnnizatiol1al efficiency and to further free the 
Director from c1ay-to-day oper[ltioll:ll <lctlv1tios, it i1; rt'col11mentie>d that a 
position of: Administrative M1S.L"tant be c.rl'''l:l~d in the Cent}::)} Office. This 
person I\lould servo ilS [In office or business manager) supervise computer opnro.
t:!.ons <lnd t:he nct1vlLies of: L1H,~ clcdcnl stnff, tiS \-Jell. as assist in budgl't 
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development and routine accounting. This person Hill need to be trained in 
automatic data processing and computer operations in order to advise the 
Department on future ADP and statistical opel:ations. 

The Yole and activities of the DepaYtment insofar as Domestic Relations 
programs are concerned, althougl1 not ambiguous, nonetheless produce consider
able \wck responsibiJ itics for professional staff. It also appears to be time 
consuming and, at times, counter-productive to probation supervision activi
ties. As a consequencc, it is recommended that a task force be created to 
examine such activities and statuatory responsibilities \>lith the purpose of 
recommending alternaLive models [or dealing \>lith such cases, ~specially the 
matter of collections. It is recommended that the follovlii1.g be represented 
on the task force: a County Attorney; a Superior Court judge; a probation 
officer; a court clerk; and a defellse attorney. The director of this task 
force could be the Deputy Direc tor of the Depar tment of Probation) Hr. Casswell. 

E. Organization and Hanagement Study 

In vie'iv of the many systemic and management problems of the Department) 
it is recommended that the Department seek funds to sponsor an organizational 
and lnanagement study, to be completed by an outside consultative. organization 
with demopstrated competence in such matters. The purposes of this study 
HGu1d be to examine: (1) managerial proce.sses; (2) organi~ation.:ll arrangPJnC".nts; 
(3) information systems; (4) statutory prerequisites; (5) organizational goals; 
(6) organizational procedures; (7) 1)erson11.el problems; (8) budgetary needs; 
(9) appraisal systems for wo'rker performance; (10) the role of the Board of 
Probation; (11) job/pOSition descriptions and responsibilities; (12) inter
agency relationships; (13) space needs; (i4) 10ng-1:ange planning processes; 
(15) Domestic Relations issues; (16) continuing training and educational needs 
of personnel; (17) relationships with the Uni.versity of Ne~v Hampshire and other 
educational institutions; and (18) the kind and nature of an organizational 
manual needed by the Department. . 

The study should address itself to short-range and 1ong-1:<lUge struc tural, 
organizational, and management needs of the Department, including specific rec
ommo.nuations and Pl:oposals for il1Ullediate and futu1:o. action -- on the internal 
as well as e:\.ternal levels of operations. Additionally, the study should con
cern itself \d.th sp~cific legislative proposals which can be introduced at the 
beginning of the next session of the Legislature, scheduled for January, 1973. 

The organization selected to do the study should have pC1:sonnel who have 
stlbstnntive knowledge. in the field of probntion/con;ections and demonstrated 
knO'ivlcdge in the fic.ld of automatic datu p1:ocessing and management. It l.S es
timn ted tho t the complete study will take approximately six months. IIm\T~ver, 

the orgo.nizntion should be prcp£1.red to subm:i.t £1.n interim report concerning 
spcc:if:ic lC'gis.\.<1tivC' proposals nnd {lny other recolUlt\enciati.ons \·,hich can be im
plc'lUentl'd by thl~ DI.'p"ll."tlllL'nt Jl!H.'lf \dthol.lt having to wlit unt.n the cliUre 
report is submitted. 

It <is csUmnll'd tl\nt Lhc costs [or such £1. study will tlPPl:(lxinwte $35,000 
to $/10,000, pt'o\lid,'d lhaL Llw n~'\1:1rl\\\l'nL :hl ablc~ to Bupply nl'injllHllll staff HlIP
POl:t iIHll)Ln: (\~ daLa ('\l1..l.~'c Lion iH COtll·I.'t'llc't! • 

.. 
r' 
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(This recommendation Hill require nn'immediate decision if the study 
is to 'be expedited so that an interim report containing legisJ.ative proposals 
can be submitted for action prior to January, 1973.) 

It is also recoll,;nendcd tbat the current Scope Committee be enlarged to 
include> otlH!r rt'prC'I;('ntntivc's of the DcpartmC'nt so that they can sc>rve as a 
steer.illg cornrnittL!c! Lor. l)oth Lllt! LraJnjng ]lr(Jgr(lm~; and Lhc! Il1<lJla~:C'!ill'J1t/syst('ms 

study. The stem.:j,ng conuuittee should be available to both the training con
sultant and the manae;ement/systcms consultants for help in understanding pro
cedures, programs, and concerns. 

It is further rccommew1cd that the New Hampshire Crime COllunission 
(State Planning A8cncy for LEAA) be consulted immediately to determine the 
likelihood of its fundi.ng the training and management/systems study of the 
Department and in order to expedite the initiation of both projects. The 
training program should commence Hithin the next two months, and the. manage
ment/systems study by the end of October, 1972, at the very latest. 

Suffic.ient resources exist ,vithin the Depm:tment of Probation which, 
when properly utilized, can enable that organization to be an outstanding one 
in the country. Certainly, the rec.onffilencled changes and programs will provide 
measurable improvement in the probation system in the State of Neiv Hampshire 
and should prove to be "7orthwhile investments fer the State. 

. . ... ..... -.................... " .... -~ .. -... --.. _ ..... __ .... _~ -_._.-:.1 
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