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ABSTRA CT : The overall goal of this study was to identify 
short-term and long-term strategies for changing prison 
industries into self-supporting labor systems while simul
taneously promoting the rehabilitation of prison inmates. 
This volume presents an economic analysis of prison 
industries in Connecticut correctional institut~ons, along 
with a model for a self-sufficient prison industry program. 
All of the major study tasks described in the volume were 
carried out in Connecticut; the focus was on the industries of 
the Somers Correctional Institution, a maximum security 
prison. Individual studies performed in this system include 
a job market survey, an inmate manpower survey .. and a 
product/service sales analysis. Product and labor supply 
and demand .. correctional policies .. and legal constraints---
key factors which must be taken into account in an analysis 
of a prison industry---are discussed. A new concept in 
prison industries, the Free Venture Model .. is proposed. 
This model would enable correctional industries to emulate 
private employment as closely as possible within the prison 
setting. Free Venture would create a realistic work environment 
for inmates; provide partial reimbursement to the State for 
costs of custody; allow for restitution payments to victims; 
gl:'adually prepare inmates for release into the community; 
give prison industry financial incentives for successful 
reintegration of offenders into the community; and create 
self-supporting or even profit-malting business operations. 
The volume discusses the relationship between the Free Venture 
program and other components of the correctional institution, 
and outlines a proposed implemf>ntation strategy. Opportunities 
for short-term changes, such as establishing a number of Free 
Venture Industry shops and developi ng a marketing program, are 
discussed. Recommendations are then offered for long-term 
changes, involving such items as program growth decisions 
and legislative changes. Charts and diagrams a:ee provided through
out the volume to illustrate the evaluations and recommendations. 

x 
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I. OVERVIEW OF TijE STUDY METHODOLOGY 

Purpose and Organization of the study 

It would appear that everyone - citizens, judges, 

prosecutors, legislators, police, academics, pr~soners and 

correctional administrators - is exceedingly disillusioned 

with America's prison system. The report of the 1973 

National Advisory Commission on Criminal Justice Standards 

and Goals puts it succinctly: liThe American correctional 

system today appears to offer minimum protection for the 

public and maximum harm to the offender • • corre<:::tions 

are plainly in need of substantial and rapid change." 

Just as there is a9reement about the inadequacies 

of today's correctional institutions, so there appears to 

be agreement in this work-oriented society that prisoners' 

vocational skills and productivity must be significantly im-

proved. The President's Task Force on Prisoner Rehabilita-

tion (1970) considered that goal to be central. 

In this context, our contract entitled "Study of 

tbe Economic and Rehabilitative Aspects of Prison Industries ll 

seeks to identify short-term and long-term strategies for 

changing prison industry systems into self-supporting labor 

systems while simultaneously promoting the rehabilitation of 

pri'son inmates. 

1 



The Economic Question 

The status of the prison industry is practically 

analogous to that of the relationship between undeveloped 

and developed countries. The underdeveloped country and 

the prison industry ~re characterized by disguised unem-

ployment and very little economic capital. As in the case 

of the mercantilistic relationship between England and her 

colonies, the colonies (the prison industries) are restricted 

in what they can produce and arer therefore, exploited by 

the mother country, in this case the outside or free world. 

One of our major purposes un~&r this contract was 

to study alternatives to this relationship. We have set 

out to identify markets that can be served by prison labor, 

measure the economic resources required by prison industries 

to serve these marke~s, recommend changes in the business 

management practices of prison industry so as that it may 

operate effectively, and evaluate the financial returns on 

this investment. 

The Rehabilitative Question 

Since the invention of the penitentiarYr one rehobil-

itative concept after another has been evolved and absor.bed 

into the prison system in continuous efforts to OVercome the 

inherent weaknesses of confinement. Isolation, penitence, 

work, recreation, vocational training, academic education, 

education for living, individual psychotherapYt pastoral 

counseling, medicine, ;'sycho-pharmacological approaches, 

2 
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psycho-surgery, social casework, group therapy, milieu 

therapy, confrontation groups, transactional analysis, and 

behavior modification have all been tried. Researchers 

such as Wolfgang, Conrad, Ohlin, and most recently, Martinson, 

have reported that few, if any, correctional programs have 

noticeably affected the recidivism rate. 

While the available evidence demonstrates that 

many rehabilitative programs in the prison setting have not 

worked, it cannot and should not be viewed as proof that 

present treatment programs in general and prison work pro-

grams in particular cannot rehabilitate. This proposition 

is logically unverifiable in the positive sense. Horeover, 

our study team has observed occasional programs which do 

have outstanding records 'of rehabilitation. 1 This 'does 

not mean that imprisonment can continue to be justified on 

the promise or pretense of rehabilitation; given the avail-

able evidence, this would be the height of folly. It does 

imply that sd long as society continues to incarcerate 

people it is in the social interest to continue the search 

for prison programs which do rehabilitate at least some 

offenders. 

As regards prison industry, we note that its 

"treatment" aspects include developing job skills and good 

lSeveral vocational training programs in Minnesota and 
the study release program at Willow River, Minnesota 
have impressive records of successful reintegration 
of ex-offenders. For further discussion, see Volume II, 
page 133. 

3 



work habits, both of which must be viewed as necessary 

though perhaps insufficient conditions for rehabilitation 

of offenders. The correlation between recidivism and post-

2 
release employment, first documented by Glaser , under-

scores the importance of ex-offender employment to rehabili-

tation. Yet in the typical prison industry shop, idleness, 

make-believe work, short work shifts, work interruptions, 

overmanned shops, and obsolete industrial methods, material 

and equipment do not enhance the job acquisition prospects 

of ex-inmate workers. There is frequently a severe mismatch 

between the jobs in which prisoners are engaged and the labor 

market demands of the geographical areas to which these 

workers will return. Moreover, relatively few prison in-

dustry workers express an interest in working in a related 

job upon release; for those who do, little or no job place-

ment assistance is provided. 

In pursuit of the rehabilitative aspects of prison 

industries, we have set out to identify ways to change shop 

operations so that 9rison industries mirror the "outside 

world of work" as closely as poisible within the prison 

setting, and provide an effective linkage for ex-offender 

employment in jobs related to their prison industry experi-

ence. In addition, we sought to measure the economic re-

sources required to achieve these changes and to evaluate 

the financial returns to investment. 

2Glaser,Daniel The Effectiveness of Prison and Parole, 
Rutgers University, 1969. 
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Specific Tasks of the Study 

Several major tasks were required3 for this study; 

these are listed in Table 1-1. All but the first two tasks 

are discussed in detail in two volumes of this final report, 

Volume VI, "Analysis of Prison Industries and Recommendations 

for Change", and Volume VII, "Technical Tasks and Results." 

For the convenience of the reader, we summarize here the work 

performed under the Literature Review and Host State Selection 

tasks. 

Literature Review 

The Literature Review was undertaken over a period 

of ten months, and was constantly revised as new materials 

were located and reviewed. Altogether, we reviewed and summar-

ized the relevant findings of over 900 books, studies, papers 

and newspaper articles concerning prisons, work training pro

grams and employment for both Federal and state prisons through

out the United States. A bibliography of source material is 

provided in Volume III. In addition, we compiled, organized 

and summarized the statutes and case law pertaining to inmate 

labor and correctional industries in the seven states selected 

for site visits. The results of literature review on prison 

industry operations and the statutory search appear in separ

ate volumes, Volumes II and IV, respectively. 

3 Statement of Work, Contract J-LEAA-033-75 
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Table I-l Major Tasks of the 
Prison Industry Study 

e Literature Review 

e Host State Site Selection 

• Job Market Survey 

e Inmate Manpower Capabilities Survey 

• Sales Market Survey 

~ Economic and Management Review of Prison 
Industries 

Custodial Analysis 

Production Analysis 

Financial Management and Accounting 
System Review 

Profitability Analysis 

Post-Release Placement Services and 
Information Systems 

~ Program Management Plan Including Time
Phased Recommendations for Prison Industry 
Reorganization 

o Technical Assistance 

6 



Host state Selection 

To develop a broad understanding of how prison 

industries function, and to select a single state where we 

could undertake an in-depth study resulting in the formula

tion and implementation of recommendations for restructuring 

prison industries there, we visited Colorado, Connecticut, 

Georgia, Illinois, Minnesota, Pennsylvania and Washington. 

In addition, we later had an opportunity to visit and examine 

the prison industries in Texas. Our team inspected over 34 

prisons and 80 individual prison industry shops, where we 

reviewed their work/training programs, budgets, industry 

financial reports, institutional inmate records, employment 

services at release, post-releaie services and information 

systems. In addition, we interviewed correctional depart

ment administrators, central office staff, wardens, insti

tutional staff, prison industry directors, shop supervisors 

and inmates. These field site visits afforded an excellent 

opportunity to ~evelop an understanding of the common prob

lems that hamper prison industry operations and to formulate 

a framework for introducing prison industry change. In a 

separate volume on the state-of-the-art of prison industries 

(Volume V), we describe the operations of the "typical 

prison industry" and report on outstanding prison industry 

programs that we had observed during the field visits. 

A discussion of criteria used to select the single 

host state for in-depth study and the ranking of the 

7 



candidate states appears in a seperate, interim report. 4 

The state of Connecticut ~as selected as the Host state. 

studies Performed in the Host State 

Except for the Literature Review and the Host 

State Selection efforts, all of major tasks of the study 

were performed in the correctional system of Connecticut, 

with the major emphasis of study being devoted to the prison 

industries in the maximum security prison, the Connecticut 

Correctional Institution at Somers. Figure I-I provides an 

overview of the individual studies performed in Connecticut. 

In the lower lefthand corner of Figure I-I, we have 

combined the job market survey, inmate manpower capabilities 

survey and the prison industry product market survey in a 

manner indicative of the selection process that we used to 

identify and evaluate candidate industries for the model 

industries program in Connecticut. 

The job market survey examines the projected fu-

ture job openings by industry and occupation in various 

geographical regions of Connecticut corresponding to the 

major metropolitan areas where the bulk of Connecticut's 

state prison population will return. The wage scale for 

the trades related to the job slots available in existing 

or candidate industry shops in Connecticut was also identified, 

together with the barriers to the employment of ex-offender 

workers from these shops. 

4ECON , Inc., "An Interim Report on the Host State 
Selection Task", November 11, 1975. 
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The inmate manpower survey focused on the compil-

ation of a biographical profile of potential inmate workers 

within the state prison system of connecticut .. In addition, 

we conducted a survey of those characteristics which may 

limit the size of the work force available to the several 

industrial shops. These factors include the nature of the 

criminal history of the potential work force, the distribu-

tion of length of sentence, education and vocational experi-

ence, and the vocational aspirations of the potential inmate 

work force. In addition, we examined the existing classifi-

cation and assignment process to determine its impact upon 

the supply/demand aspects of the industrial work force. 

The job market survey and inmate manpower survey 

were then integrated with a correctional industries product/ 

service sales analysis to check on the suitability of existing 

or future shops for prison industry. The integration of 

these studies included an examination of the market demand 

for the product or service, the capital investment require-

ments, the projected manpower requirements, the training 

requirements, and the versatility of the shop equipment and 

risk of obsolescence. 

In the upper portion of Figure I-I, we highlight 

the major tasks undertaken as part of the economic and 

management review of existing prison industries, above and 

beyond the job market survey, inmate manpower survey and 

10 



product/service sales analysis. At the institutional 

level, we conducted a custodial analysis which sought to de-

termine the institut;onal ;mpact f th " • • 0 e ex~st~ng industries 

program in terms of disciplinary infractions, vandalism and 

sabotage, and wQrk/program inte~ruptions. Next, for each of 

the existing industry shops in which, during tha course of 

our surveys, the inmates expressed interest in related post-

release jobs, we conducted a £roduction analysis, a financial 

analysis and an analysis of the placement and post-release 

information systems and the support services available to 

inmate workers and the impact of these on their post-release 

experiences. 

As indicated in Figure I-I, the outputs of the in-

dividual tasks became separate inputs into an overall indus-

trial program evaluation package designed to assess the 

costs and benefits of the existing and projected new indus-

trial shops. 

Organization of the Study Team 

An overview of the study team that was assembled 

to perform the various tasks of this study is provided in 

Figure 1-2. in addition to the assignment of the specific 

tasks to specific individuals within ECON, Inc. and The 

American Foundation, Inc., a substantial number of consul-

tants were brought together to contribute their technical 

expertise in one or more specialized areas of the study. 

As indicated in Figure 1-2 a Panel of Consultants was assem

bled of persons with special interest in and knowledge of 

11 
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the legislative, correctiopal, industrial and management/ 

labor aspects of industry generally, and prison industry 

specifically. This advisory panel met with the study team 

on two separate occasions. 

At the first meeting, we sought the Panel's reac

tions, information and advice on many subjects, including 

possible problems to be encountered, insights relative to 

the selected states in which the field visits would be con

ducted, and critical comments concerning ECON's proposed 

methodology. The first meeting of the Panel was conducted 

just prior to the beginning of the field visits and was 

most helpful to the research staff in terms of increasing 

awareness of problem areas, questioning preconceptions, 

and preparing for field work. 

The second meeting of the Panel of Consultants 

was conducted at the conclusion of the field visits, after 

some preliminary results had been obtained in the host 

state, Connecticut, regarding the job market survey, the 

inmate manpower survey, and the prison products/market sur

vey. At this meeting, the findings of our field visits and 

studies in Connecticut were discussed, and advice was sought 

from the Panel on the short-term and long-term strategies 

for introducing prison industry change. 

13 



B. critical Issues in the Evaluation of Prison 
Industries 

From the outset of the study, we sought to iden-

tify the critical issues for the evaluation of prison in-

dustries by viewing those in connecticut within a systems 

framework. Figure r-3 shows the key elements of this frame-

work, namely, data inventory, labor, capital and products, 

demand and supply, and correctional policies and legal con-

straints which affect prison industry operations. Data 

inventory refel~s to information which details the quantity 

and quality of various types of resources--bo~h capital and 

labor--within the prison setting and how these are utilized 

in the daily industrial operations. Data inventory also 

refers to the objective and performance measures and existing 

business management systems and procedures which guide the 

operation of prison industries. Our primary concern with 

these latter elements was to understand the management de-

cision process regarding methods of capital investment, 

finance, seleotion of the mix of products and services 1 

emphasis of work programs, work incentives, marketing pro-

grams, training programs, job referral and placement servicesf 

and ex-offender follow-up programs. 

This information affects bath the demand and sup-

ply analysis of prison industries. On the labor supply 

side, it determines and limits to a large extent those skills 

in which prisoners will be trainedt on the labor demand side, 
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it determines to some extent the likelihood that ex-convicts 

will be able to find jobs. As for product supply, the type 

of equipment available limits the type of products that can 

be produced. In terms of product demand, the effectiveness 

and scope of the marketing effort largely determine the 

amount of a product that can be sold. 

The labor demand analysis £ocuses on the demand 

for ex-~ffender labor by occupational skill in various geo-

graphical areas to which the inmates will return. Not only 

is the labor demand information required at a given instance 

in time, but projected trends in general labor demand over 

at least several years is required. 

The labor market supply analysis requires infor

mation on the supply of labor over time by job skill avail

able from both the non-offender and ex-offender population 

by location of the ex-offender population. For the near 

future ex-offender population, a manpower survey of offender 

skills, aptitudes, work experience, education, etc. is needed. 

In addition to the inventory data on quality and 

quantity of different types of capital equipment, the capi

tal demand analysis requires information on how much will 

be invested in the future for different types of capital 

equipment. Potential relocation and redesign of the state 

prison system into smaller structures will have a bearing 

on the types of equipment needed, the organization of the 

production processes, etc. 
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On the capital supply side, the supply of future 

capital depends on the cost of equipment, subject to possi-

ble legislative constraints on the amount of money per-

mitted to be spent on capital equipment. These constraints 

may force insufficient amounts of capital equipment to be 

available to prison industries. 

The results obtained for the product demand analy-

sis depend on the type of products produced, their quality 

and price, the marketing effort, the degree of possible bias 

against prison-made products, statutory constraints on where 

products can be sold and the state of the economy. Product 

supply depends on the quality and quantity of prison labor, 

the effectiveness of effor~s to upgrade the quality and 

quantity of capital, the amount of new capital that is uti 1-

ized and planned, and the organization and operational 

efficiency of prison industries. 

While the demand and supply analyses affect the 
\ 

desired correctional policies, the existing correctional 

policies and legal constraints in turn impact the current 

deman~ and supply situation. Policies that affect the 

availability of prison-made products and thus the demand 

and supply of prison-industry labor are numerous. Work 

release, wage policies, new architectural concepts (small 

shops and few men) I and institutional security procedures 

are examples of such policies. Federal and state statutory 

constraints also affect the availability of prison industry 
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products. As correctional policies and basic legal provi-

sions are revised, a considerable shift could occur in the 

demand and supply of prison labor. 

The interactions between correctional policies 

and the existing and projected demand and supply situation 

determine the effectiveness of correctional policies in 

terms of the objectives of such policies. Specifically, 

correctional policies, e.g., allowing frequent work inter

ruptions, will affect prison industry efficiency and also 

have budgetary implications. For example, how efficiently 

will labor and capital be utilized by prison industries 

under different correctional policies concerning wages, 

institutional schedules, work interruptions, and what are 

the budgetary implications of different levels of 

efficiency and different correctional policies? Correctional 

policies also will affect the ability of ex-offenders to 

obtain employment. Another important result of correctional 

policies will be their effect on recidivism. What is the 

relationship between correctional policy and the frequency 

of ex-offender return to prison, or the severity of new 

crimes committed by ex-offenders? A fourth important as-

pect of correctional policy is its social impact both within 

and without the prison; e.g., how do the policies and practices 

of the correctional institution affect the probability of 

crime, ergo victimization? 
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C. Definition of a New Charter for Prison Industries
The Free Venture Model 

1. Background 

From the examination of prison industries in the 

seven states visited during the Host State Site Selection 

task, it was found that with rare exceptions, prison indus-

try contributions to the state, the prison, and the inmate 

worker fall far short of their potential. Potential contribu-

tions include: savings to the state in terms of reduced 

state agency purchasing expenditures, reduced criminal 

justice costs, prison industry wages and profits; benefits 

for the prison in terms of a reduced rate of disciplinary 

infractions and a more normal social atmosphere; benefits 

to the inmate worker in terms of his ab~lity to provide 

family support, and to participate in industrial training, 

and job placement. 

Table I-2 pres~nts a possibly oversimplified, 

yet useful, taxonomy of the typical problems which we found 

to affect prison industry operations. The taxonomy is shown 

in a hierarchical form, which corresponds to the cau~e and 

effect relationships that became apparent to us in the course 

of the study. 

The problems identified in our study which are 

highlighted in Table I-2 (and detailed in Volume V), and the 

recent trend among states to review their prison industries 

with an eye toward change have led us to see the need for a 

new charter for correctional Industries: one designed to 
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Table I-2 A Hierarchy of Typical Problems Affecting 
Prison Industry Operations 

~------------------------------------------------------------------------, 
• Political Realities-dictating a low profile 

operating mode 

• Limited Markets--even where state-use laws 
are present 

• Lack of well defined industry goals and 
standards of accountability 

• Constraints of institutional routine 

• Prison industry management/operations 
problems 

low wages and productivity 

short work days 

overstaffing of shops 

high overhead 

poor financial records and controls 

lack of transferable skills 

limited preparation for community 
release 

limited marketing efforts 

lack of accountability 
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encourage Correctional Industries to approach the realiza-

tion of their full potential. We call the proposed charter 

the Free Venture model for Correctional Industries. 

2. The Broad Goals of the Free Venture Model 

The dominant theme of thi~ model prison industries 

project is work--not busy work, but productive labor with 

outside world efficiency, outside world wages, and outside 

world relevance--having as its dual objective financial 

self-sufficiency and success in the reintegration of 

ex-offenders into society. Toward these ends, ECON, Inc. 

has proposed that Correctional Industries adopt a fresh 

approach to guide its operations. The Free Venture model 

for Correcti~>nal Industries is designed to emulate the out-

side world of work as closely as is possible within the 

prison setting. The broad goals of the Free Venture model 

are: 

• a realistic work environment, including 

a full work day 
- inmate wages based upon work output 
-'productivity standards comparable to those 

of outside world business 
- hire and fire procedures, within the limits 

of due process rights 
transferable training and job skills 

• partial reimbursement of the state by inmates 
for custody and welfare costs, as well as res
titution payments to victims 

• graduated preparation of inmates for release 
into community 

• fixing responsibility--with financial incen
tives and penalties--for job placement of in
mates upon release into the oommunity 
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• financial incentives to prison industry for suc
cessful reintegration of offenders into the 
community 

• self-supporting or profit-making business oper
ations. 

The Free venture model is intended as an umbrella 

concept which, while defining a mode of Correctional Indus-

tries operations, is nonetheless broad enough to encompass 

a wide variety of business modes and operating procedures. 

For example, the business modes could include state-run 

prison industries, private industry managed prison shops 

(either on a contract basis for management services to op-

erate a shop utilizing state-owned equipment and inmate 

labor, or as a joint enterprise with the state such as a 

not-for-profit corporation with a sharing of capital in-

vestment, materials and labor costs, or by leasing space 

from the Department of Correction and setting up a for-profit 

production/service shop within the prison and contracting 

for inmate labor with the Department of Correction) and 

inmate owned and/or operated businesses under the super-

vision of state officials. The operating procedures of 

different Free Venture shops might differ widely in 

respect to inmate remuneration: some shops may lend them-

selves best to straight hourly wages, others to piece 

work rates, still others to profit sharing and bonus 

arrangement plans. There is no single best combination of 

business form and operating procedure for which one can 
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argue persuasively on an a priori basis, nor does the 

Free Venture model attempt to prejudge the issue. Rather, 

ECON, Inc .. would prefer to have such issues decided by the 

market test. Which is to say we would prefer to encourage 

correctional Industries' management to proceed in the imple-

mentation of the Free Venture model by testing several 

business forms and wage remuneration schemes in different 

institutional environments in the spirit of a willingness 

to innovate, monitor the program result~ and adjust shop 

operations in accordance with experience. The only 

"optimal" strategy that can be recommended a prior;i. is to 

test several variations in the business forms and opera-

tions simultaneously, discarding those which do not work 
, 

very well, and pursuing vigorously those which do. 

approach is, after all, the one by which the world of free 

ventures operates. 

Specific recommendations to operationalize each 

goal of the Free Venture model in the prison industrial 

system of Connecticut are discussed in detail in Chapter II 

of this volume. 

D. Basic Tools and Concepts in the Economic Analysis 
of Prison Industries 

This section reviews the basic economic concepts 

and tools used to evaluate the economic benefits of the 

Free venture prison industry program. The funding of the 

Free venture program will involve costs in excess of what 
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would be spent were it not for the program. Later in this 

volume, recommendations are made for new capital equipment, 

space and staff personnel. These represent investments by 

society (whose agent is the state) which, like any other 

investment, are made for the purpose of realizing future 

benefits. The taxpayer has the right for an assessment of 

the economic benefits and costs of new investments in prison 

industries as exemplified by the Free Venture program. 

For the fact that investments in prison industries 

will involve the diversion of funds from the private to the 

public sector, this section first addresses the concept of 

public goods and the rationale for government spending. Then, 

since the expenditures on new and expanded prison industries 

will precede benefits that may accrue from them, considera-

tion must be given to the social rate of discount. This is 

the function by which economic activities which occur in 

different periods of time may be related to a common refer-

ence point. Third, the technique--as opposed to the 

theory--of discounting is addressed. Next, the general bene-

fit/cost model is presented; and finally, the methodology by 

which one measures the specific benefits accruing from the 

Free Venture Industries program is presented. 

1. The Concept of Public Goods and Rationale 
fo~~~~vernment Spending 

A working definition of a public or social good 

is a good or service which, if Pconsumedh by one individual, 

does not reduce another's consumption. The market implications 
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of the concept of a public good are significant. Most goods 

have a "price tag." That is, the consumer can decide whether 

to purchase this good or service based Upon his budget and 

individual tastes and preferences. If one consumer purchases 

a car, that (specific) car is not available to anyone else. 

The two effects have occurred through the purchase of the car: 

(1) by purchasing that item, the consumer has 

excluded anyone else from consuming that par-

ticular good (the exclusion principle), and 

(2) the purchaser or consumer has internalized 

the cost of producing the particular unit 

purchased. 

These two effects are looked upon as the "market" 

test for public versus private goods. Failure to pass this 

test is said to be a case of "market fa,ilure"i S and the 

goods and services in question are candidates for public 

.. 6 
prov~s~on. 

SThis does not imply a value judgment. 

6It is important to stress that these goods are but 
candidates for public provision. They do not neces
sarily have to be publicly provided. The reasons 
for their public provision are basically due to an 
inherent inactivity for a "market" to determine an 
"economically efficient" set of prices given the 
failure to pass the market test. Development of this 
argument is too lengthy ~nd specialized for this re
port. The reader is referred to an excellent review 
of the subject in Jesse Burkhead and Jerry Miner, 
Public Expenditure, Chicago: Aldine-Atherton, 1971. 
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Conversely, necessary although not sufficient 

conditions for public provision is that they are not subject 

to the exclusion principle, and have external effects or 

"externalties" as they are usually called.,,8 

It is generally recognized that it is in the in-

terest of social well-peing to provide certain goods and 

services, the individual consumer does not determine how 

much to allocate for their provision. Typical of these de-

cis ions are allocations to defense, education, criminal jus-

tice, etc. These goods and services then are called public 

goods. 

It is important to recognize that the measure of 

social well-being is social benefits, not public benefits 

or private benefits. Although it is deemed in the social 

welfare that the government provide certain collective goods 

and services, the government itself does not benefit in any 

economic sense from providing any of these. The government 

is but an agent of the people; and to regard it as a saparate 

unit or beneficiary is to misunderstand one of the central 

ideas of optimal economic allocation. Once the good Or ser-

vice is provided, it is equally available to all; and one 

person's consumption of this good or service does not affect 

the amount available to others. 

'Externalties may be either costs or benefits. 

Scalling"these externalties is only to posit that there 
is no free market mechanism to internalize the costs 
and benefits. 
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2. The Social Rate of Discount 

The concept of social rate of discount and the 

technique of discounting relate to society's so-called 

rate of time preference. Briefly, society's rate of time 

preference may be defined as a rate of interest which re

flects the consumer's subjective, relative e~aluation of 

given quantities of consumables available at different 

points in time. For example, if, in year 0, consumers 

assign the same value to 100 units of consumables avail

able immediately as they do to the certain prospect of 

receiving 105 units of consumables one year hence, then 

their rate of time preference is said to be 5 percent. 

Alternatively, the rate of time preference ~ay be defined 

as the rate of interest which consumers would have to be 

offered in order to persuade them to forego current con

sumption in favor of future consumption. 

Any investment project--public or private--involves 

the sacrifice of consumables at some point in time for the 

sake of increased consumption at one or more subsequent 

points in time. This rate must somehow be refle~ted in 

the social rate of discount used in the evaluation of 

public projects. 

There is, however, another side to the social 

discount rate. The social opportunity costs of a public 

project are the benefits foregone when the economic re

sources used by the project are diverted from the private 

to the public sector. The social rate of discount should 
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reflect these opportunity costs as well. 

Assume, for example, that all of the resources 

devoted to a public project would have been used in the 

private sector for investment outlays promising an annual 

rate of return of 10 percent before corporate income taxes 

and after an allowance for the eventual replacement of worn 

out equipment. Suppose the resources transferred to the 

public project were $1 million. Then the public project 

could be justified economically only if it also promised a 

benefit stream (necessarily accruing to members of the pri

vate sector at large) equivalent to an annual benefit 

stream of $100,000. An alternative way of expressing that 

is that the present value of the benefit stream produced 

by the public project, discounted at 10 percent, must be 

at least as high as $1 million or, that the net present 

value (NPV) of the project must be greater than or at least 

equal to zero. 

The interest-rate concept used in the preceding 

paragraph is sometimes referred to as the time productivity 

of economic resources. It is the rate of return which 

society is able to earn in the private sector by sacrificing 

current consumption in favor of future consumption, i.e., 

by investing economic resources in productive investment 

projects. In contrast, society's rate of time preference 

is the rate of return for which society is willing to 

sacrifice current consumption for the sake of increased 
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future consumption. These two interest-rate concepts 

should not be confused: the rate of time productivity is 

an objective, technical concepti the rate of time prefer-

ence, on the other hand, is a purely subjective concept. 

In the real world, a resource transfer from the 

private to the public sector does not usually come solely 

from private investment projects: part of the resources 

will surely come from private consumption. It follows 

that the opportunity costs of the resource transfer must 

reflect the spectrum of time preference rates for those 

who sacrificed current consumption as well as the spectrum 

of rates of return On foregone private investments. This 

requirement creates enormous difficulties in any attempt 

to estimate an appropriate social discount rate for prac-

tical applications of benefit/cost analyses. 

The fundamental idea underlying this estimation 

process is always the same: one seeks to estimate the 

magnitude of the sacrifice borne by the private sector 

when resources are transferred from private consumption or 

investment to public sector use, and to express this sacri-

fice in the form"of an annual rate of return, r. 

3. The Technigue of Discounting 

Discounting is a technique that allows a time 

stream of costs (or benefits) to be expressed as a single 

num'erical value. The parametersd are the numerical values 
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of the annual costs, the value of the social rate of dis-

count, and the reference date to which the annual values 

are to be discounted. Given those inputs, the Present 

Value (PV) is expressed by the following formula 

PV (t=O) = t 
t=l 

C (t) 

(l+r) t 

in which t=o is the reference date to which the annual 

costs are discounted, C(t) is the cost incurred in year 

(t), and r is the social rate of discount. For simplicity 

it is assumed that all costs are incurred at once on the 

first day of the year (t). 

Figure I-4 shows five payments made at the begin-

ning of each time period, t=l, t=2, etc. Their numerical, 

undiscounted sum is $500. The problem is to express the 

cash flow as a single value as of the reference date, t=O. 

Using the formula given above and a discount 

rate of 10 percent, the present value of the cash flow is: 

100 
1.10 + 100 + 

100 
+ 

100 
+ (1.10)5 = 379. 

100 
(1.10)2 (1.10)3 (1.10)4 

Thus, at a ten percent discount (interest) rate, 

$379 at t=O is economically equivalent to five payments 

of $100 each over five years starting at t=1.9 Were the 

9Note th~t later costs (or benefits as the case may 
be) are more heavily discounted then earlier ones, 
i.e., PVC (t=l) = lQQ = 91; PVC (t=5) = 100 = 62. 

1.10 (1.10}5 
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400 -!P--PV(t=O) = $379 I r= .10 

300 -

200 -

C(t)=lOO 

100 -

t=O' 1 . 2 3 4 5 

Time 

Figure I-4 Illustration of the Present 
Value of a Cash Flow 
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discount rate 5 percent, the present value of the five year 

cash flow would be (in the example) $433i were the discount 

rate 15 percent, the present value would be $335. The 

higher the discount rate, the lower the present value; and 

vice versa. 

Because benefits and costs accrue over time and 

because costs are incurre~ before benefits accrue, the dis-

counting tech~ique is essential in benefit/cost analysis. 

In the next sections, a further development of the benefit/ 

cost model is given and then are developed the specific 

ways the methodology will be implemented for this study. 

4. Benefit/Cost Analysis 

Figure 1-5 illustrates a basic model for benefit/ 

cost analysis. In the mOdel, a cost stream of $lOO/year 

over period t=l through t=3 and a benefit stream over the 

period t=3 through t=lO are anticipated~O The model dis-

plays the expected characteristics of an investment decision 

modeli i.e., costs are expended first, with the expecta

tion that benefits will be yielded later.ll ,l2 

lONote that it is possible (and in fact it will be almost 
certain) to have simultaneous benefits and costs. 
Another way to have shown the model would have been in 
terms of "net benefits" i.e., benefits minus costs . 

. ll'T"he precise estimation of the annual benefits and cost 
is not important at this point. The issue is that there 
will be "benefits" and "costs", however detined and estimated. 

l2 For simplicity, an equal-value annual cost and benefit 
stream was presented. 
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Figure I-5 Benefit/Cost Model 
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The exact value of the discount rate is diffi-

cult to determine as it contains both subjective and objec-

tive elements. Were the Connecticut Department of Correc-

tion contemplating the investment illustrated in the basic 

model, and required by the Department of Finance and Con-

trol to use a discount rate higher than 6.9 percent, the 

investment would not be economically justified. An appro-

priate discount rate suggested for use is the current 

average yield on the state's borrowings (7.25 percent}.l3 At 

the Federal level, the Office of Management and Budget 14 im-

poses a 10 percent discount rate. In the economic evalua-

tion of prison industries, both discount rates will be used. 

The economic questi~n is to determine whether 

the costs and benefits, if realized, Nould constitute an 

economically sound investment. The definition of economi-

cally sound is that the present value of benefits is equal 

to or exceeds the present value of costs, or put another 

way, the net present value (NPV) of benefits (present value 

of benefits minus present value of costs) is non-negative. lS 

Table I-3 contains a calculation of the present 

value (PV) of costs and benefits and NPV of benefits for 

l3 The equivalent of Connecticut's Finance and Control. 

l4private communication with the Connecticut Department 
of Commerce. 

15 If the net present value is exactly zero, then the 
investment just pays for itself. 
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Table I-3 Project Evaluation 

Discount Present Value 
Rate 

I 
Net Present 

r Costs Benefits Value 

5% $272 $293 $ 21 

. 
10% $249 $221 $ -28 

15% $228 $169 $ -59 

I 
i 

i 
I, 
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the conditions given in the basic model under different 

t
. 16 

discount rate assump ~ons. 

As indicated in Table I-3, at a five percent dis-

count rate, the NPV is positive; at the higher rates of 

10 and 15 percent, it is negative. The discount rate at 

17,18 
which th'e NPV equals zero is 6.9 percent. In order to 

break even at 10 and 15 percent discount rates, the annual 

benefits would have had to be $56 and $67, respectively. 

measure: 

5. The Measurement of the Economic Benefits 
of the Free Venture Program 

Benefits 

Activities provide economic benefits in only one 

their contribution to social welfare. This is 

usually measured by their contribution to the. Gross National 

Product, the market value of all goods and services. A bene-

fit may be manifested either in the form of value added or 

in cost reduction. Value added is the individual contribu-

tion of labor, capital and land to transform an input into 

an output of higher value, the measure of value being what 

the market is willing to pay. For example, a machinist adds 

l6 Recall from a previous section that the role of the 
discount rate is to weight the opportunity cost of 
investments made in the public sector. 

l7This is commonly referred to ~s the "internal rate 
of return" of a project. 

l8 Note that although higher discount rates reduce the 
present value of both benefits and costs, the benefits-
because they occur later--are burdened relatively more. 
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skills along with ~apital (for instance, a lathe) to trans-

form a piece of metal into another object. Whereas the piece 

of metal was purchased for $1, it is sold in its transformed 

state for $5. The difference between the input price and 

the output price, $4, is the value added--by the worker, the 

capital, the organization talents of the owner/entrepreneur. 

Capital generates interest, the owner receives profits, and 

the worker receives a wage which is representative of his 

contribution to the value added. 

This leads to the first benefit measures of indus-

tries: (1) the wages and profits of prison industries and 

(2) the wages of employed ex-offenders above those which 

19 
they would have ~eceived without the prison industry program. 

They are represented by Bl and B2 in Figure I-6. 

The third source of economic benefits is cost re-

duction. An activity that reduces the cost of production 

yields an economic benefit. This is for the reason that the 

same level of output can be accomplished at a lower resource 

cost, and the freed resources may then be put to the use of 

the production of additional output. 

When Correctional Industries provides goods and 

services to state agencies at comparable quality but lower 

prices than private sector suppliers, this is a case of 

19 The method by which information will be acquired to esti
mate this benefit is presented in Volume VII, "Technical 
Tasks and Results," of ECON's final report. 
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Sources of Benefits 

o Wages and Profits of 
Prison Industries (B

l
) 

• Wages of Ex-Offenders (B 2 ) 

• cost Savings 

- to public agencies from 
prison industry purchases (B

3
) 

- from reduced criminal justice 
costs (B

4
) 

Sources of Costs 

• Expansion of Existing 
Prison Industries 

G New Prison Industries 

Benefit/Cost Model 

$C 

Figure I-6 The Sources of Economic costs and Benefits of the Free Venture Model 



cost-reduction benefits (B 3 in Figure I-6)·. The state agen

cies may then reduce their purchasing budgets (reduce taxes) 

or expand their service levels through additional purchase, 

keeping their budget constant. 

The fourth and potentially the largest source of 

benefits--from the industries program--is from reduced 

criminal justice costs due to reductions in ~ecidivism (B 4 ). 

This is particularly so with respect to the costs of incar-

ceration which dominate those criminal justice cost elements 

which can be measured on a per case basis. 
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A. 

II. THE FREE VENTURE MODEL FOR CORRECTIONAL 
INDUSTRIES IN CONNECTICUT 

Description of Correctional Industries' Cur~ 
Organization and 0Eerations 

Following the seven state visitation to examine a 

sample of prison industries in the United States, the basic 

characteristics of a Free Venture model for Correctional 

Industries were developed. This was a model which the mem-

bers of the study team felt could be implemented in most 

states which have prison industries. The task then became 

one of molding the basic model to fit a specific state sit-

uation. The months following the formulation of the basic 

model were spent in a close-up review of the prison system 

and prison industries in Connecticut--a task designed to 

result in the implementation of the Free Venture model there. 

To better understand the challenges inherent in adaptation 

of the basic model to the specific Connecticut situation, 

a brief look at ·the Connecticut prison industrial system is 

in order. 

1. overview of Correctional Industries in 
Conne~ticut 

The Connecticut Department of Correction was sta-

tutorily created in 1968 by legislative action. It is de-

signed as a comprehensive unit of government with parallels 

in only three other states. It includes not only the four 

major institutions--Somers, Enfield; Cheshire, Niantic--

but also is responsible for parole supervision and the county 
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print shop, mattress 
ture, and tag shop. 
mates were employed, 
imately $275,000. 

shop, furniture manufac
In the past year, 94 in
and sales totaled approx-

4. Niantic, a facility for all pre-trial and sen
tenced women committed to the Department, 
opened in 1917. It is located on the Long 
Istand Sound shoreline, has no fences, and 
consists of six live-in cottages, an adminis
tration building, a chapel, and a school. 
The rated capacity is 195 and the average 
1976 population has been 146. The full time 
staff complement is 147. The two main indus
trial operations are keypunch and sewing. 
In the past year, 18 inmates worked in these 
industries and sales totaled $26,000. 

All of Correctional Industries' shops are contained 

within the above mentioned four prisons. Table II-l provides 

a summary descriptioi of the labor force by shop. 

An overview of the scope of Correctional Indu ~ri~" 

operations can be gleaned from Figures 11-1 and 1I-2 w1.ich 

display industries' growth over the past five years in tl'.::r";,s 

of sales and size of work force. The major contributing suops 

to the business record of the past five years were as follows~ 

o Somers - Cldthing Shop, Laundry Shop, Print 
Shop, and the three Furniture Shopsi 

o Enfield - Sign Shop and the Dairy; 

o Cheshire - Tag Shop and Print Shop; 

Q Niantic - negligible. 

Unfortunately, Correctional Industries' profita-

bility data on many of these shops is highly e~ratic and mis-

leading. For reasons of poor existing accounting oractices 

and financial controls (discussed later in Chapter III-A.3.) 

no meaningful information of sho~ profitability can be 
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Table 1I-l Description of Existing Correctional Industries 

Products 

~------------------~------------~--------~---------------------------------------1 

43 

Institutional Clothin; 

State .forll'S 

Chairs, Couches 

Comp~ter Produces 

Ins~itut~onal Laundry Serv~=es 

Lawn Howers 

Electric and ~lanual 

Dental Plates 

Lens, etc, 

wood Furniture 

Storage Services 

Administrative Services 

liigh\o.'ay Signs 

~Iilk 

Animal Feed 

Repair & Serv~ce of Industry Vehicl~s 

License plates 

Sooks, Forms, Signs 

Furniture 

Maintenance 

Punched Cards 

Repaired Clothing 
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Figure 11-1 Correctional Industries' Annual Sales 
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presented here for the past five years of operations. 

In addition to the four prisons, the Department of 

Correction operates six community Correctional Centers (for

merly county detention facilities) which house accused con

tinued holdovers, and short term sentenced {one year or less) 

inmates--in addition to the work and education releasees. 

The six ~acilities have a combined rated capacity of 1608, 

a 1976 average population of 1330, and a total staff of 472. 

There are also 2S units housing community releasees and half

way residents, most of which are administered and supported 

by agencies outside the Department. Figur~ 11-3 depicts the 

geographical location of the prisons and jails within the 

State of Connecticut. 

The Department of Correction has recently embarked 

upon a building program to replace and/or renovate its old 

Community Correctional Centers and plans to intensify its 

present program of phased re-entry into the community. In 

addition, recognizing that crucial post-release services to 

paroling or discharging inmates (welfare, medical assistance, 

family problem resolution, vocational training, placement 

and legal a~sistance) are generally scattered throughout var

ious geographical areas, the Department of Correction plans 

to start in fiscal year 1977 three Multi-Service Centers in 

Hartford, New Haven and Bridgeport. These Centers will con-

solidate the efforts of private, Departmental and other pub

lic sector service agencies by providing one physical location 
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in each geographical area where caseworkers can develop 

coordinated support programs for their clients. 

2. Correctional Industries' Present Management 
Structure 

As in several states, the Connecticut Department 

of Correction is an official school district;· Connecticut i~ 

unique, however, in that Correctional Industries reports to 

the Director of Education. The resulting management struc-

ture of Correctional Industries is shown in Figure Ir-4. 

ECON, Inc. has observed some important advantages and 

disadvantages that result from placing eorrectional Industries 

under the responsibility of the Director of Education. On 

the positive side of this arrangement, one can point to the 

fact that a p~ocess has been initiated by which vpcational 

education can be integrated with Correctional Industries. 

Indeed, most·of the newer industries developed from vocation-

al training programs; equipment initially purchased for train-

ing purposes later was applied to production shops, though 

training remains a component of the shops' operation. In 

addition, many of the industries' shops have been certified 

by the Department of Labor as apprenticeship training pro-

grams, and time spent by inmates working in those shops is 

credited toward union apprenticeship. Finally, there Seems 

to be a cooper~tive working relationship between the state 

Departments of Labor and Education and Correctional Industries. 

On the negative side, effective business management 

has unquestionably been relegated to a very low priority--not 
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only at the top leadership level but throughout the organiza-

tion of Currectional Industries. 

The lack of good business practices in industries' 

operations, most notable in the accounting and financial man-

agement reporting and control systems and in the short work 

day, are not uniform in all the prison shops. Indeed, indi-

vidual supervisors vary widely in their willingness to re-

sist neglect of the business aspects of Correctional Indus-

tries. Many industry staff (and central office staff) are 

anxious to create a real world work environment within the 

prison setting; many others are skept,ical--not only of the 

prospects of achieving this goal--but also the utility of real 

world production experience compared to increased training 

programs. Thus, it appears that the ass~gnment of Correc-

tional Industries to the Director of Education has contri-

buted to a disunity of purpose which permeates industry oper-

ations to the detriment of both the business and education/ 

training functions encompassed therein. 

B. Operational Mode of the Free Venture Model in 
connecticut 

For reference purposes, Table II-2 provides a des-

cription of the broad goals of the Free Venture model for 

Correctional Industries. The realization of these goals in 

Connecticut demands top level leadership and support for a 

commitment to massive change in the prison industrial system. 

To begin the process of innovation, trial, and modification 

of Correctional Industries' operations in connecticut, ECON, Inc. 
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Table II-2 Goals of The Free Venture Model 
for Correctional Industries 

1. a realistic work environment, including 

a full work day, 
inmate wages based upon work output, 
productivity standards comparable to those of outside 
world business I 
hire and fire procedures l within the li~its of due 
process rights, 
trans ferab l(! training and job skills, 

2. partial reimbur~ement of the state by inmates for custody 
and welfar~ costs, as well as restitution payments to 
victims, 

3. graduated preparation of inmates for release into 
community, 

4. fixing responsibility--with financial incentives and 
penalties--for job placement of inmates upon release into 
the community, 

5. financial incentives to industry for successful 
reintegration of offenders into the community, 

6. self-supporting or profit-making business operations. 
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has developed sp6~lfic recommendations concerning the 

starting conditions and the development phase of the Free 

Venture Industries implementation program. During the first 

year of the implementation program, we recommend the estab

lishment of a number of Free Ventur~ shops at Somers, in

cluding the Print Shops, Optical Laboratory, Dental Labora

tory, Typewriter Repair Shop, and possibly the Small Engine 

Repair Shop. The shops would be operated by the state, and 

the sale of their products or services would initially be 

limited to the state-use market. We recommend that the 

Small Engine Repair Shop become a service franchise of a . 

. major private firm engaged in the manufacture of small en

gines (e.g., Briggs & Stratton, Cummings, etc.) and/or re

tail sales of small engines (e.g., ~ears & Roebuck Co., 

etc.) . In addition, during the first year of implementa-

tion we suggest that a number of new Free Venture Industries 

be established, some of which would be located at Somers and 

others at Enfield. Also, during the first year of opera-

tions, detailed plans sho~ld be developed to expand the 

model industrial program to other prisons and jails in Con

necticut, to encourage private industry participation in 

this expansion effort and to removing state legislative 

restrictions that seriously burden industrial expansion 

within the priwons (e.g" prohibition of the sale of inmate

made goods/services on the open market) . 

With regard to how the model prison industry shops 
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would actually operate, the following paragraphs describe 

the recommendations of ECON, Inc. for achieving the goals 

of the Free Venture model for Correctional Industries in 

Connecticut. 

1. A Realistic Work Environment 

a. A Full Work Day 

The daily work and institutional service Bche-

dule, shown in Table 11-3 is recommended for inmate workers 

j.n Free Venture shops during the ordinary work week. It 

should be noted that all state workers in Connecticut (and, 

hencel shop supervisors) work a seven hour day. A staggered 

work schedule for shop supervisors will assure the realiza-

tion of a full seven hour shop work cay. 

b. Inmate Wages Based Upon Work OutEut 

The proposed wage plan for inmate workers has 

been tailored to the several specific shops we have identi-

fied above. We have obtained inputs from each of the super-

visors of the candidate shops with respect to the skill le-

vel of each inmate worker in their respective shops and the 

range of hourly wage levels within each skill category that 

these inmate workers could reasonably exp~ct to earn, given 

their potential production performance as compared to free-

world labor in similar shops on the outside. As a result 

of these discussions, we have defined first year target 

average hourly wage levels corresponding t? each of four 

different skill levels that are found in many of the 
1 

shops. 

lpresentlY, the highest wage paid to any inmate workers 
in Correctional Industries is $1.00 per day. 
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Table II-3 Free Venture Industry Work and Institution 
Service Schedule , 

6: 00 a.m. Wake up 

6:30 a.m. 

7:00 a.m. 

7:10 a.m. 

9:00-9:10 a.m. 

10: 45-11: 15 a. m. 

1:00-1:10 p.m. 

2:50 p.m. 

3:00 p.m. 

4:00 p.m. 

5:00 p.m. 

9:00 p.m. 

4: 30 a.m. 

53. 

Breakfast and return to 
cell for clean-up 

Inmates "clock in," 
tasks assigned, 
work orders organized 

Shop fully operational 

Break 

Box lunch 

Break 

Clean-up 

Inmates clock out 

Inmates taken to 
evening meal 

Recreation 

All inmates return 
to cell 

Count 



At the lowest skill level are the traineesJ we recommend 

that they continue to be remunerated as per current prac-

tice, i.e.~ $1.00 a day. The other skill levels in increas-

iug order of capability are: (1) the general or unskilled 

worker, (2) the semi-skilled worker, and (3) the skilled 

worker. For each of the~e skill levels, We recommend an 

hourly wage level of 96¢ an hour for the gen~ralf unskilled 

worker, $1.09 an hour for the ave~age semi-skilled worker, 

$1.64 an hour for the average skilled worker, and $2.47 an 

hour for the top level of the skilled worker. These hour-

ly wage rates should be viewed solely as target levels; the 

actual wage level paid to the inmate workers would depend 

on the profitability of t~e shop and on each worker's con-

tribution to those profits relative to the average worker 

performance level within each skill capability group. The 

reader is referred to the shop profitability analysis in Vol-

ume VII, Chapter II-D, to understand how actual wage leve~ would 

depend upon the profits achieved by the shop. For at least 

the first year of operation of the model industries program, 

we recommend that each inmate laborer be paid weekly, and 

that (except for trainees) the weekly paycheck be 75 per-

cent of the target wage levels. We further recommend that 

the shops' profits be computed on a quarterly basis, posted 

on the shop bulletin board, and retroactive wage adjustments 

made as required to each of the non-trainee workers. This 

procedure could result in actual hourly wage rates which 
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are either less than or greater than the indicated target 

levels, d~pending upon the profitability actually achieved. 

We would expect an upward adjustment of the target wage 

rates at the end of one year of successful shop operations. 

Thereafter, target wage levels should continue upward move-

ment toward prevailing wage rates as annual sales and pro-

fit margins increase. 

It is recommended that all workers in the Free 

Venture shops, except trainees, should be given One week 

paid vacation 2 after the first year o~ employment and shoulo 

be paid for those holidays that the shops close. if shops 

close due to supervisorst vacations during the year, this 

should be the period when the inmate workers als6 taka their 

vacation. If the shop remains open year-round, except for 

holidays, then the inmates could be given the option to use 

their -vacation days as hours of paid leave from the shop 

with the concurrence of the shop supervisors. This paid 

leave time could be used by the inmate worker during the 

ordinary work week to visit with his attorney, meet with 

the Parole and Pardon Board or Sentence Review Commission 

or, in the case of emergencies, with his counselor. Alter-

natively, the paid leave might be used in connection with 

a furlough. However, we recommend that the inmate be re-

quired to contribute a minimum of 30 hours work time in any 

one week lexcept for illness, which ~hall not be paid). 

2This is 
private 

the most typical vacation 
sector in Connecticut, 
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c. productivity standards Comparable to 
outside World Business 

Through interviews with the supervisoJ::s of 

Correctional Industries' shops at Somers, ECON, Inc. has 

developed for each shop a table of the typical inmate labor 

hours rdquired by skill level (trainee, average worker, 

best worker) to manufacture or service each product which 

is a major sales item of the shop. In addition, we have 

conducted a production study in the several shops that were 

identified as candidates for the Free Venture industrial 

program; these studies documented our assessment of the 

equipment as well as labor and management practices which 

directly affect the quantity and quality of the shop's pro-

duction efforts. The generally low productivity apparent 

in Carr'ectional Industry shops prompts us to recommend that 

the Director of Industries establish an Industry Advisory 

Committee for each of the following shops at Somers: the 

Print Shop, the Furniture Shop, including the Upholst~ry 

Shop; the Woodworking Shop and the Furniture Refinishing 

Shop; Dental Laboratory; the Typewriter Repair Shop; the 

Optical Shop, and any new industries that are initiated. 

Further, we recommend that the membership of these Advisory 
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committees be volunteers and from private industry and 

that they include at least one representative of labor, one 

technical manager or overseer familiar with the operations 

of similar shops in the outside world and one financial man-

ager familiar with the financial operations of similar out-

side shops. We also recommend that these Industry Advisory 

Committees meet regularly with the shop supervisors and 

Director of Industries to provide advice and assistance 

with respect to shop operations, productivity standards and 

job skill training standards, financial management, shop 

management practices and job development/placement opportun-

ities for inmate workers upon release. 

During at least the first six months of implemen-

tation of each model industry at Somers, these advisory 

groups should review EeON, Inc.'s reports for the shops, and 

should meet on a monthly basis in order to tour the shops 

and provide continuing assistance and performance monitoring. 

d. Hire and Fire Procedures (Who Is In Charge 
Here?) 

In Connecticut, as in most state correctional 

systems, the Classification Committee is regarded as the 

3A potential source of volunteers might be young execu
tives enrolled in private industry management develop
ment programs. The American Society of Training and 
Development (ASTD) in Madison, Wisc., publishes annually 
a list of training directors of private firms within 
each state. An alternative source of volunteers is the 
Service Corps of Retired Business Executives (SCORE) 
program which is funded by the Small Business Adminis
tration of the D .. S. Department of Commerce. 
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"c~ntral authority" regarding work and other assignments 

within the prison setting. However, if this central author

ity is too broadly construed, Correctional Industries will 

be faced with an impossible task, ~., it will be charged 

with the responsibility of operating a self-sufficient con

glomerate of industry shops without having the necessary 

authority to discharge that responsibility effectively. 

The situation in Connecticut presents us with a genuine 

dilemma. After extensive discussion with the prison staff 

and after observation of the Classification Committee at 

work, it was c~ncluded that the Committee is unquestionably 

an effective vehicle for management of inmates. However, 

it is clearly the responsibility of Correctional Industries 

to manage its resources, both capital and labor, effective

ly. These considerations prompt us to propose a division 

of responsibilities which attempts to provide these two cor

rections elements with the authority necessary to perform 

their respective functions. 

In general terms, the Classification Committee 

would define, using explicit, written criteria, the pool 

of inmates who are eligible to work for Free Venture Indus

tries, while the industrial director would freely recruit 

and hire from the pool of eligibles in accordance with in-

dustry needs. Institutional transfer would always be a 

matter for the Classification Committee and the Warden. 

The industrial director would retain the exclusive right 
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to staff the shops from the pool of eligibles in any given 

institution. The industrial director would exercise sole :1 

discretion in the promotion or dismissal of an inmate em-

ployee and in the imposition of lesser penalties, e.g., re-

duct ion in paygrade, or temporary layoff without pay, for 

shop-related infractions. In the hiring procedure, the in-

dustries director should adopt Equal Opportunity and Affir-

mative Action guidelines. In the case of dismissal and 

other shop disciplinary procedures, the industrial direc-

tor should explicitly define in writing the criteria under 

which these penalties will be invoked. A due process ap-

peals procedure should be developed jointly by the Commis-

sioner's office, the warden, and th~ Director qf Industries. 

The net effect of the division of responsibilities 

is to delegate exclusively to the industrial director the 

authority to decide, within prescribed limits, who is em-

played within industry shops and how the work force is most 

effectively managed to achieve the stated goals of industry. 

The Classification Committee, in turn, is delegated the 

authority to manage the institutional population except for 

job-related activities. This distinction can, in some sit-

uations, be difficult to define; in such instances the Com-

missioner's office should assist the parties. Obviously, 

if an inmate commits a major disciplinary infraction during 

his industrial work day, his action should be referred by 
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industry staff to the custody staff. Likewise, if the inmate 

worker commits a serious infraction during his nonworking 

hours, the Classification Committee should have the right 

to revoke his eligibility for industrial work and remove 

him from th e industries program. ~ve re commend that the di vi-

sion of authority and responsibility between prison offi-

cials and work release employers be adopted as a standard to 

be pursued for industrial work programs within the prison walls. 

Recommendations on the specific components of the 

hiring process and the role of the Classification Committee 

and the Director of Industries are presented in the subse-

quent paragraphs according to the functions of (a) deter-

mining inmate eligibility for the candidate labor pool for 

Free Venture Industries, and (b) hiring from the eligible 

labor pool. 

Determination of Eligibility for F~ee Venture 
Industri es 

1. The classification usystem", which includes 
the Committee, correctional counselors, and 
the Reception and Diagnostic Unit, will des
cribe and provide written information about 
the Free Venture Industries to inmates. 
This information will consist of at least 
the following three items: 

a. A recruiting brochure approved by the 
Director of Industries for each shop 
which outlines the duties and rewards of 
participants in the Free Venture Indus
try program, the relevance of the jobs 
available in the shop to corresponding 
outside work, outside job opportunities 
and their geocrraph~cal distribution for 
ex-inmate workers, and the outside wages 
and growth potential of shop occupations. 

60 



b. A Directory of Occupation~t broken into 
duties, wage levels ana job specifica
tions for each Free V~nture Industry. 
This list of all occupational titles would 
be broken into thrP-d broad categories: 
entry-level positions (trainees and un
skilled workers), semi-skilled, and skilled 
positions. The Director of Industries 
would establish the specific work-related 
qualifications for every job. Generally, 
the entry-level category will have identi
cal qualifications, e.g., time-to-serve, 
education level, medical qualification, 
and disciplinary history, for all indus
tries! jobs. The second and third level 
positions should have similar general 
qualifications, but would have, in addi
tion, special qualifications fox the semi
Skilled and skilled jobs within each in
dustry. 

c. A description of the procedure by which 
an inmate applies for an industry posi
tion. 

2. At the second stage in the Classification 
process. the counselor receives, 9r helps to 
complete, the inmate's applica tio:.')., and screens 
it to determine whether the applicant meets 
the specifications listed in the Directory of 
Occupations. 

3. If the inmate does not possess the qualifica
tions, the correctional counselor will meet 
with the inmate, explain what he is lacking~ 
and devise along with the inmate a plan by 
which he can meet the qualifications, if 
feasible. If the plan requires program 
participation, the counselor schedules the 
inmate into the appropriate programs. This 
"roadmap" will show the programs and the dates 
by which the plan should be completed. When 
the inmate completes the plan, it will be 
his responsibility to return to the counselor 
for confirmation that he does indeed meet the 
industry eligibility criteria. 

4. If the applicant does satisfy the established 
written qualifications, the counselor recom
mends to the Classification Committee that 
the inmate be certified to work in Correctioflal 
Industries at the level for which he is apply
ing. 
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5. The Classification committee will meet with 
the applicant, review his application, and 
approve or r~ject the request using current 
criteria. The inmate may voluntarily w~ive 
personal appear~ncc. 

6. If the Committee rejects tha app~ication. they 
will verbally explain their reasons, which 
shall be in accordance with predefined cri
teria (recording same in the Minutes of the 
Meeting), and recommend a course of action 
for the inmate which would rectify the rea
sons for denial. The Committee will refer 
the application to the correctional counselor 
for action, and either assign or continue 
the inmate on an insitutional job. 

7. If the application is approved, the Classifi
cation committee will send the inmate's name 
to the Industries' director, indicating 
that the person is certified to work at a 
specific level in one or more industries. At 
the time of the inmate's hearing, the Committee 
will reinforce the statement given in brochures 
and by the counselor, that certification in 
itself neither guarantees a job nor sets a 
time within which a job interview will occur. 
The Committee will either assign or continue 
an inmate on an institutional job, using cur
rent procedures. 

8. This Classification procedure will prevail for 
inmate certification at all levels. 

Hiring From the Pool of Certified Eligibles 

1. The Indu~tries' mana~er at a given institution 
will receive a list, by level, from the Classi
fication Committee of certified candidates for 
Correctional Industries. 

2. The Industries'manager will also receive, 
from manpower scheduling projections, a list 
of future job openings by industry, job 
level, and specific occupation. 

3. The Industries' manager will post each month 
in the inmate newspaper future openings, by 
job title, job level, wage, and special quali
fications. 

4. All qualified and interested inmates will sub
mit written applications, available from the 
Industries Office and correctional counselors. 
Industry supervisory and management staff may 
encourage inmates that they kno~ are qualified 
to apply for future jobs. 
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5. Mindful of Equal opportunity and Affirmative 
Action guidelines, the Industries'manager 
will, upon receiving completed applications, 
screen out non-qualifiers, and select the 
best "paper candidates". 

6. The Industries'manager or his designated rep
resentative will interview those candidates 
he selected, and choose from that group the 
number required to fill his openings. 

The Industries' manager then sends notifica
tion of his choices to the Classification 
Committee and to the inmate's correctional 
couns elor. 

8. At the next regularly scheduled Classification 
session, the inmate appears before the Commit
tee (unless he voluntarily waives personal 
appearance), formally accepts the job offer, 
and is given a date (not to exceed two weeks) 
when he will report to his new assignment. 

9. The Classification Committee will give notice 
to the chosen inmate's current (soon-to-be
former) employer, and begin the search for 
a replacement for that inmate. The man who 
has been s~lected for participation in Free 
venture industries will not be held in his 
current/former position if the Committee is 
unable to find a replacement for him within 
two weeks. 

e. ~ransferable Training and Job Skills 

Corresponding to each job slot in the Free 

Venture Industries program, there is a set of skills required 

to properly perform that function. and there is a set of , 

occupations in the outside world for \llhich an inmate who 

is adequately performing his job in prison industry would 

be qualified by virtue of his prison work experience. A 

mapping of requisite skills for each Free Venture Industry 

job slot and the outside world occupations for which that 

job slot qualifies an inmate worker should be develop~d by 
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each shop supervisor with assistance from the shop Industry 

Advisory Committee. It should then be submitted to the 

Director of Industries for revie~l and approval. In addition, 

prior to beginning his industrial work assignment, the suc

cessful candidate for Free Venture Industries should be giv

en a written test designed to establish baseline information 

on the extent of his general and special skill knowledge 

relevant to the shop which he seeks to enter. At the con-

clusion of each 2,000 hour on-the-job period {or at an ear

lier successful termination point}, the inmate worker would 

be re-tested as to his general and special skills knowledge 

in the shop in question. In addition to the written examin-

ation, it is recommended that an independent consultant with 

vocational education expertise should be brought in to assess 

the demonstrated skills and proficiency levels achieved by 

the worker in his present job assignment. In addition, it is 

recommended that on a semi-annual basis the shop supervisor 

provide a written aSSessment of the on-the-job performance 

of each inmate worker on the occasion of each six month an

niversary which the worker accumulates while in that shop. 

We recommend that the shop foreman discuss the performance 

evaluation with the inmate employee pointing out the strengths 

and weaknesses of the employee that are apparent to his 

supervisor. The performance evaluation should not be limi-

ted to general knowledge and specific job skills acquired 

by the inmate but should include an appraisal of his work 

attitudes as well as his ability to contribute a positive 
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work environment in that shop (e.g., his attitude towards 

fellow workers and the shop supervisor). Finally I ',pon 

termination of the inmate from the shop, the progress by 

each inmate worker should be reviewed with him by the shop 

supervisor. 

From all non-trainee workers in the Free Venture 

shops, we recommend that the following d0ductions be taken 

from their gross pay: 

a. 

b. 

c. 

Twenty-five percent of their gross puy as a 
chargahack by the institution. 

Where gross wage levels dictate, deductions 
wou11 be made for Federal incoIDB tax. 

Subject to an overall upp~r bound on deduc
tions of 50 percent of gross salary, family 
support payments would be deducted for any 
inmate worker whose family is receiving wel
fare assistance. Additional deductions, 
within the 5Q percent constraint, for re
stitution payments to victims of crimes are 
recommended, if some of the problems that 
have beeu encountered recently with the State 
Legislature in this area can be resolved. 
Table 11-4 illustrates the schedule of wage 
piym~nt~ and deductions that we recommend. 

We regard the amount of spending money permitted 

an inmate within the institution to be an institutional se-

curity/discipline matter and suggest that its resolution be 

left to the warden of the institution. 4 We urge, th~t any 

forced savings plan which might be instituted offer the inmate 

'\le note that som~ states have explicit administrative 
regulations with regard to limits on inmate spending 
money \o1hi 1e others (i" r; r I' Mir\I4~!sota) hr;"(' w') 1 imi t;:) ~ 
tions in this J~~~~d. 



Table II-4 Wage Schedule and Deductions for 
Free Venture Industry Workers5 

--.. -

Gross Gross 
Revolving 

Federal Welfare Net Net Fund 
Hourly Y-Teekly Charge Income Costs &/or Weekly Hourly 

Wage ~vage Back Tax Restitution Wages Wage 

~$O.JA :5..$ 5 $ 0.00 $ 0 $ 0 ~$ 5 ::$0.14 

0.57 20 5.00 0 5.00 10 0.29 

1.14 40 10.00 .10 9.90 20 0.57 

1. 71 60 15.00 3.50 11.50 30 0.86 

2.29 80 20.00 6.70 13.30 40 1.15 

2.86 100 25.00 10.90 14.10 50 1.43 

3.43 120 30.00 , 14.90 15.10 60 1. 72 

4.00 140 35.00 19.30 15.70 70 2.00 

5 
A seven hour work day and five day work week is assumed. 



some degree of freedom in investment opportunity and permit 

the accrual of interest or dividend payments to his account. 

We do not, however,recommend that the purpose of any such forced 

savings plan be other than for accumulation of capital for the 

inr te worker who has earned these monies through his labor. 

Moreover, whatever legal actions may be required to safeguard 

these savings from civil suits, attachments, etc. should be 

explored anc initiated by the Department of Correction. 

With respect to the use of the accumulated insti-

tutional chargeback funds, we recommend that these funds not 

be used to alleviate the wage differential between industry 

and non-industry workers across the board. Instead l we pro-

pose that these funds be transferred to a sub-account of the 

industries revolving fund used to finance the following activ-

ities: 

o job placement and post-release support activ
ities provided by industries to ex-inmate 
workers; 

gate money payments (except for shop trainees) in 
the event the ex-inmate is not placed in a job; 

as "plow-back" to industries for the purpose 
of expanding the size and/or scope of Free 
Venture Industries in the several prisons and 
jails, thereby creating additional jobs and 
increasing the opportunities for inmates to 
participate in these jobs; and 

wage bonus to selected non-industry inmate 
workers whose services are highly valued by 
all inmates and whose loss to higher paying 
industry jobs would be detrimental to the in
stitution. These payments are not to exceed 
10 percent of the accumulated chargeback each 
quarter. 
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3. Graduated Preparation of Inmates for Release 
into the Community 

The Connecticut Department of Correction has for 

some time utilized a system of phased-release in order to 

gradually prepare inmates for release into the community. 

ECON, Inc. studied the operational aspects of this system 

by "tracing back" the institutional transfer process applied 

to a sample of 222 ex-inmates who had been paroled or dis-

charged during the periods from November 1974 to March 1975 

and January 1976 to March 1976. No significant difference 

in the pattern of phased-relsase of inmates during the two 

time periods was observed. An analysis of the "pooled data" 

from the two time periods provides useful insights concern-

ing the impact of the phased-release policy on prison indus-

try in Connecticut. 

Figure 11-5 displays the major institutional flows 

that result from the graduated release of adult male felons 

from the maximum security prison at Somers to co~munity re-

lease. Note that over 80 percent of the Somers population 

is routed through a minimum security facility and/or jail 

prior to community release. Moreover, a high percentage 

of the population flows through Enfield which has the effect 

of reducing the average time spent at Somers by one-half. As 

is evident from Table II-5, the average total duration of t~e 

incarceration period is essentially unaffected by the gradu-

ated release policy; by design, the major impact on the 

policy is on the duration of stay in anyone facility. 
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Table II-5 Paths and Time until Release For All 
Somers' Releasees Over Survey Period 

Percentage of Inmates Average Time Spent on 
Paths to Release Routed Via Indicated Path 

Indicated Path (months) 
-

S - DIP 199.; 23 

S - E - DIP 40% (13+11) = 24 

S - J - DIP 17% (21+4) = 25 

S - E - J - Dip 24% (13+7+4) = 24 

100% 

Average Time To Release Equals 24.0 Months. 

Legend: S = Somers J = Jailor Community Correctional Center 

E = Enfield DIP = Discharge or Parole 
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This mobility poses a c~allenge to industry to select its 

labor pool and to properly schedule inmate laborers into 

various shops depending upon the expected length of stay 

in a given facility. As the Department of Correction in-

tends to expand its phased release capability, it is most 

important that Correctional Industries develop a responsive 

hiring policy and work scheduling plan. 

The desire of the Connecticut Department of Cor-

rection to expand the phased re-entry program and maintain 

a steady flow of inmates from a maximum security environment 

to a less secure environment prior to releas~ dictates the 

need for Free Venture shops at other institution.s to which 

an inmate may be routfod as he approaches release, as well 

as the need for realistic work environments in the community 

such as may be offered through work release programs. We 

do not recommend that Free Venture shops in one institution 

be duplicated in other prisons to achieve this purpose;6 

this would be uneconomic and, in the case of several shops, 

a burden on the ability of Correctional Industries to cap-

tUre increasing portions of the state-use market. On the 

other hand, replication of Free Venture shops within community-

based work programs involving the private sector would be 

60ne exception that could be made to the "no-shop dup
lication rule" involves the Typewriter Repair Shop 
since this shop requires a small capital investment 
and has a potential sales market large enough to sup
port two shops--one at Somers and one at Enfield. 
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highly desirable, since (a) the same business entity is not 

burdened with duplicated machinery, and (b) it is presumed 

that private industry work programs for the jail population 

would have acceSs to the open market and thereby concerns 

of market saturation are eliminated. 

It is recognized that lack of duplication of Free 

venture shops in several institutions poses some problems. 
r 

Lack of shop duplication necessarily implies that an 1n-

mate who has been trained in one area of work and who may 

have achieved a high level of proficiency will, if required 

to move to a less secure institution, have to learn a new 

trade. Of course, the exposure of an inmate worker to more 

than one Free Venture shop could broaden his employment 

prospects as well as his work experience. However, the 

inmate would have to forego the higher w~ges of his old oc

cupation while he works up the ladder in his new occupation# 

For those inmates who would not choose this course 

either for fi~ancial reasons or because they are highly de-

sirous of seeking employment after release in the industry 

where first employed within prison, it is recommended that, 

subject to the decision of the industry manager regarding the 

potential impact of bottlenecks in one or more industry 

shops, the inmates be given the option7 to remain at the more 

secure institution or be transported daily to and from their 

shop and the new custody location until such time as work re-

7Constraints on this option are implied by a work pro
gramming plan discussed in Section C. 
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lease and/or transfer to a community-based work program of 

their interest can be arranged. A work transfer program for 

Enfield inmates (minimum security) to Somers (maximum secur-

ity) presents no extraordinary transportation problems, as the 

prisons are within a five minute drive of each other. Obvi-

ously, such a program does introduce additional security prob-

lems, but these need not be regarded as insurmountable. 

Alternatively, it may be possible to design some 

degree of redundancy within the Correctional Industry shops 

of various prison~ and jails by devaloping extensions of exist-

ing shops at other locations. The Connecticuf Department of 

Correction prefers this approach and suggests, for example, 

that bookbinding and collating operations could be located 

at Enfield as a complement to the Print Shop at Somers in 

servicing the state-use printing market. Many ideas for 

achieving business redundancy by creating new shops that 

are extensions of others have been discussed within ECON, 

Inc., but due to time pressures, few have been adequately 

explored. While we support this concept~ it is recommended 

that firm decisions be postponed until the economic viability 

of this approach can be established, through a careful analys-

sis of the potential sales market and profitability of any 

"extension" shops under consideration. 

4. Fixing Responsibility for Job Placement -
With Financial Incentives and Penalties 

ECON, Inc. recommends that the Director of Indus-

tries assume the responsibility of assuring job placement for 
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each Free Venture industry worker in an occupation related 

to that for which he was trained and at a wage at least as 

high as the peak wage he earned during his prison employment. 

The Director of Industries should exercise sole discretion 

over the coordination of job development and job placement 

activities for any particular inmate, whether this coordi-

nation be through the Employment Service, public or private 

sector contacts known to Free Venture Industry shop super-

visors, or Advisory Committees. Otherwise, the Director 

of Industries should be allowed to contract for the services 

of job placement agencies. 

In the event of failure to place the workerS, in-

dustries would compensate the inmate for non-performance 

through the mechanism of gate money ~pon release. The mag-

nitude of the gate money compensation would depend upon the 

highest skill level achieved by the inmate worker in any 

Free Venture Industry shop. Specifically, the gate money 

payment would equal $1,500 if the worker had achieved the 

level of a skilled workman, $1,200 if the worker had achieved 

a semi-skilled level and $900 if the worker were unskilled. 

We anticipate that the average cost to provide job placement 

services to ex-offenders would run about $300 ~er client. To 

minimize the opportunity for abuse of the gate money program, 

8Placement success is defined to mean placement in a 
job. related to the work performed by the inmate in 
the prison shop and at a starting wage which is no less 
than the highest gross wage earned by that worker in 
any Free Venture shop. 
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we recommend that the worker be accompanied to the interview 

or that the prospective employer be contacted after an Un

successful job interview to determine the reason for rejection 

of the job candidate; specifically, whether the candidate was 

judged not qualified for the position or salary or whether 

some personal characteristic (not historical-but operative 

during the interview) of the candidate was the deciding fa=tor. 

If the latter reason is consistently cited for the no-job

offer decision, then the ex-inmate would not be eligible for 

gate money. The gate money payment would be made at the rate 

of $100 a week and would, given a re-arrest of the ex-inmate, 

be suspended pending disposition of the case. In the event 

of conviction or reincarceration for parole violation, gate 

money payments would berterminated; moreover, the recidivist 

would not be eligible to participate in the Free Venture In

dustries again. 

We recognize that the job placement responsibility 

that would be imposed uPQn the Director of Industries is a 

heavy burden; but we also see it as a unique opportunity to 

realize the full benefits of the work skills and habits that 

are developed within the Free Venture shops. Because of the 

substantial impact of the state economy on the success of 

job placement efforts and because gate money compensation 

will impose a substantial drain on the financial resources 

of Free Venture Industries, we would urge that the Director 

of Industries carefully define the entry requirements for each 
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shop and, in addition, that he require a minimum 12 mOEth 

work commitment from every candidate prior to acceptance 

into the Free Venture Industries program. The impact of 

the latter recommendation is discussed later in Section II-C. 

During the course of this study, we have seen com-

pelling evidence of the high correlation between the unem-

ployment rate and the rate of incarceration. In Connecti-

cut, our survey of parolees from state prisons shows that 

75 percent of those parolees re-arrested Were unemployed at 

the time of re-arrest; surveys of the inmate population at 

Somers also confirm this relationship and indicate further 

than 40 percent of those incarcerated have neVer had a full 

t.ime job. In addition l our field visits to prison industries 

in seven states have shown that the job placement linkage 

between the prison and the outside society functions very 

ineffectively.9 In this regard, our survey of parolees in 

Connecticut indicates that within the first two months of 

release, approximately 50 percent of parolees .are placed in 

a job which they hold continuously for a period of three 

months or more. We are convinced that this is an area which 

needs to be improved dramatically. Thus, in the caSe of 

9 
An outstanding exception we encountered is the voca-
tional training program at the Sandstone, willow River 
Camp in Minnesota. Over a four year period this pro
gram has "graduated" 177 ex-inmates from state prisons 
and placed over 90 percent of them in jobs related to 
their training. Parenthetically, 82 percent of the 
program participants are still in their communities 
without parole violations or new offense arrest. 
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industries, we would place the responsibility for assuring 

an effective job placement linkage of ex-inmate indus~rial 

workers on the shoulders of the Director of Industries. 

The job placement efforts would be financed by the institu-

tional chargeback from industry workers; if a j0b cannot be 

f d t . d lO h . . oun , ga e money may a~ t e trans~t~on process from the 

prison to community reintegration. 

With regard to the mechanics of the financial in-

centives and penalties, we note that if the potential profit-

ability of the Free Venture Industry shops is realized (see 

Volume VII, Chapter II-D-5), the first full year of opera-

tions of the Free Venture shops should yield about $5,800 

each month in chargeback deductions from the Free Venture 

labor \vork force. This amount is more than sufficient to 

cover the cost of providing job placement and post-release 

support services as well as gate money payments, even assum-

ing that prison industries did not improve upon the conven-

tional job placement efforts. For example, suppose we as-

sume that each year 40 of the Free Vent11re Industry workers 

are released from prison. This would result in a $12,000 

cost of providing job plac~ment services; if 20 of these 

inmates were not placed in jobs, the financial penalties 

suffered by industry would be, at most, 20 x $1500 or $30,000. 

10Lenihan, Kenneth, "The LIFE P roj ect, Some Preliminary 
Results, Design Quest-ions, and Policy Issues," Bureau 
of Social Science Research, Inc., Washington, D.C., 
February 1975. 
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These two costs sum to $42,000 which, when compared to the 

annual contribution from inmate wages to the chargeback fund 

($5,800 X 12 = approx. $70,000) does not represent a finan-

cial threat to industries. Indeed, even if all 40 ~x-inmate 

workers received gate money payments, industries' tradition-

al financial base would be unaffected. However, these pay-

ments do represent the loss of a substantial opportunity 

for continued expansion of industry shops which could other-

wise have been realized. Therein lies the source of incen-

tives and penalties for the job placement and post-release 

support efforts of the Director of Industries. 

Since the gate money plan is self-financing r its 

major drawback is its potential for abuse. If, despite con-

troIs to safeguard against abuse, it nevertheless occurs 

regularly, we see no reason why this component of the pro-

gram could not be shut down once the empirical evidence has 

been presented. Should this occur, an alternative financial 

incentive/penalty plan should be instituted to provide strong 

motivation to Industries to aggressively pursue their job 

placement responsibilities. 

5. Financial Incentives to Prison Industry for 
Successful Reintegration of Offenders Into 
the Community 

During recent years government agencies at all 

levels have been faced with escalating costs combined with 

increased demand for services. Such problems are now being 

experienced by criminal justice agencies throughout the 
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country. Government agencies in several public service 

areas have responded by adopting various types of cost sav-

ing mechanisms. One approach to cost containment that is 

gaini:ug increased acceptance is the concept of providing 

financial incentives to those who are successful in reduc-

ing costs or effecting savings. Two examples of this can 

be found in the health care sector--a public service which 

recently has been plagued by escalating costs coupled with 

increased d~mand for services. At present, many states 

have adopted what is termed a prospective rate review sys-

tern for determining the rate that hospitals receive from 

Blue Cross and/or Medicaid per patient day. This system 

has a risk/incentive feature in that the hospital negotiates 

in advance the rate they are to receive per patient day for 

the year. The hospital then is expected both to bear a . ~ . -. . .... ' 
portion of costs which exceed the estimated level of expenses 

and to benefit from costs which are held below the estimate. 

A similar concept is employed in Health Mainten-

ance Organizations. In this type of medical care delivery 

system, patients pay a flat monthly rate to the group of 

physiciaas. For this rate, the doctors agree to provide all 

medical care including hospitalization for no additional 

c,ost. By eliminating unnecessary hospitalizations and im-

proving efficiencies, the physicians can benefit financially 

from cost reductions. 

ECON, Inc. recommends that the State of Connecticut 

adopt a variation of this concept for corrections. 
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Volume VII describes in detail a post-release 

performance evaluation system which is capable of document-

ing cost savings to the public resulting from improved post-

release performance lif any) of the ex-inmate workers from 

prison industries. We propose that after three years of 

operations of the Free Venture model, that the state trans-

fer to the industry revolving fund one-fifth of the accumu-

lated documented cost savings that accrue from the Free 

Venture Industry program. 

The one-fifth share of savings is not intended 

to be a fixed value to be applied annually, but rather an 

initial condition. The ideal approach is to subject the 

amount of incentive payments to economic analysis; that is, 

the incentives should be reinvested in prison industries to 

the extent that the marginal benefits are greater than or 

just equal to the marginal value of the incentive payment. 

The value of the economically justifiable incentives could, 

therefore, fall anywhere in the range of zero up to the full 

amount of the savings. 

6. Self-Supporting or Profit-Making Business 
Operation:s 

There is no justifiable reason that prison indus-

try should not be judged by its ability to operate as a 

self-supporting, if not profit-making, enterprise. While 

it is unquestionably true that institutional tranquility 

requires that inmates be kept busy; prison industry can 
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and should aim well beyond this goal. Indeed, operating a 

profitable business enterprise in the prison setting demands 

that the inmates'time be productively occupied. Moreover, 

a profitable enterprise affords the additional advantages 

of (1) preparing the inmate for participation in the outside 

world of work upon release, (2) providing fair wages to in-

mate workers and thereby developing their self-esteem and 

enhancing their sense of responsibility, and (3) providing 

for the continued growth of the business enterprise. 

Profits (retained earnings) are the life blood of 

prison industry and should be so regarded by correctional 

administrators, prison industry managers and staff, and in-

mate workers. Without profits there can be no realistic 

prospect for growth. Without industry growth, idleness and/ 

or "make-work" will very likely continue to be the domi-

nant operating characteristic of the prison. 

While championing the profit-making goal for pri-

Son industries, the Free Venture model simultaneously pur-

sues the goal of sqccessful reintegration of ex-offenders 

into society. By adopting an expanded view of the nature 

of the business operations of prison industry, these two 

objectives need not conflict. Given adequate resources 

they can be mutually reinforcing goals. This is the under-

lying premise of the Free Venture Industries model. The 

degree of success achieved by Free Venture Industries in 

the pursuit of this dual objective will be reflected in an 
., . 

81 ~' 



expanded concept of the industries profit and loss statement. 

Revenues from the sale of prison industry goods or services 

minus tha cost of production and sales will yield one com-

ponent of retained earnings. We recommend that the standards 

of accountability for these profits be twofold: at least 

five percent profit on the annual sales of each Free Venture 

shop and ten percent profit on the total sales of the entire 

group of Free Venture shops. Revenues from the institutional 

chargeback on inmate worker earnings plus incentive payments, 

if any, from the state, as a result of documented cost sav-

ings due to successful reintegration of ex-offender indus-

tries workers into the community will provide another compo-

nent of "retained earnings", after wage bonus payments to 

selected non-industry workers, and the cost of job placement 

and support services and gate money are subtracted. 

C. Relationship of Free Ventu~e Industries to Other 
Components of the Institution 

One major concern throughout the project planning 

phase has been the effect the Free Venture Industries, with 

increased wages, special housing, job placement, and other 

special aspects, will have on the balance of the institution. 

As a result, the Connecticut Department of Correction pro-

posed a variety of institutional changes intended to re-

duce any adverse effects of the differential treatment 

of inmates. 
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First, portions of the £unds deducted from each 

Free venture inmate's paycheck will augment the inmate sal-

aries of certain selected institutional maintenance and ser-

vice positions. This will have the dual effect of persuad-

ing inmates who have skills in institutional maintenance 

areas to stay on their jobs rather than applying for work in 

the Free Venture Industries, and will also demonstrate that 

the inmates who are benefiting from the Free venture oppor-

tunity are also augmenting some of their institutional peers' 

salaries. Both of these objectives were endorsed by a major-

ity of the inmate industry workers who participated with 

ECON, Inc. in program planning meetings at Somers. 

Second, one function of the industries worker cer-

tification program i~ to show inmates the paths by which 

persons are se~ected to become Free Venture workers. Through 

these procedures, inmates will hope~ully understand the rea-

sons why workers are chosen, and the staff decisicns will 

not be seen as either capricious or arbitrary. 

Third, the Connecticut Department of Correction 

is committed to the growth of the model prison industries 

project. While growth can be beneficial in many ways, a 

major utility in the institutional context is that it pro-

vides more attractive job slots for workers. As more job 

slots become available, fewer inmates are affected by differ-

ential treatment. 

Fourth, spending limits for inmate workers will 

not be incr~lase~;a: above those for non-workers, despite the 
" 
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large increase in spendable income. Somers currently limits 

each inmatefs monthly spending to $80.00. It is felt that 

if this limit is increased for' industries workers, feelings 

of hostility within the general inmate population would be 

c-eated that are greater than the institution is willing and 

able to bear. On the other hand, it is postulated that the 

ability to spend would increase drastically for participating 

inmates, since few inmates are now able to generate $80.00 a 

month for institution purchases. Televisions, radios, and 

other large items are exempt from the $80.00 limit, and in

dustry employees would certainly be able to purchase these 

items with their earnings. In summary, participating in-

mates' "standard of living" would increase without differen

tially increasing the monthly limit on institutional purchases. 

Fi~th, the industries positions will be declared 

"S-day jobs" (five days of Meritorious Good Time would be 

awarded for each month of satisfactory performance) . Other 

institutional jobs, such as the kitchen and certain mainten-

ance assignments, will remain "7-day jobs". Thus, some non-

participating inmates will be earning a higher "time wage" 

than the Free Venture Industry inmates, and non-participants 

will note that the industrial workers will not receive all 

the system rewards. 

Lastly, the Connecticut Department of Correction 

will endeavor not to make special recommendations before the 

Parole Board for participating inmates. It is, to some ex-

tent, inevitable that at least the initial group o~ partici~ating 

84 



inmates will receive more staff attention than non-partici~ 

pants. The Department will not, however, provide the Board 

with more information for program participants than it does ~! 

~! 

for non-participants, will make no exceptional determina-

tions of readiness for release, and will endeavor in every 

way to keep the probability of parole release entirely sep-

arate from participation in this program. 

In addition to the above, ECON, Inc. has developed 

an institutional work programming plan designed to accommodate 

the manpower needs of both the industrial program and the 

institution. Earlier we recommended that only those inmates 

who can commit themselves to a minimum employment period of 

one year be considered as potential candidates for certifi-

cation for the Free Venture Industry program. On the other 

hand, it is important to insure that long term inmates do 

not monopolize the job slots offered by Free Venture Indus-

tries. This would have the effect of (a) aggravating an al-

ready difficult problem with respect to differential treat-

ment of various workers in the prison, (b) creating a bottle-

neck in the flow of inmates through the Free Venture shops, 

and (c) might result in denying a stable work force to other 

work areas of the prison. With these considerations in mind, 

as well as the considerations of providing for treatment 

needs and educational and vocational training needs of the 

inmates, we have proposed a plan, shown in Table II-6, for 

allocating the institutional work, treatment and educational 
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Table II-6 Required Work Commi tments From Inmate Volunteers 
for Free Venture Industry Shops 

Education and/or 
Minimum Time To Treatment an,d/or \foe. Education 

Served After Good Maintenance or Free Venture and/or Work Release 
Time Allowance Operations Industries Case-by-Case·Basis 

(Months) (Months) (Months) (Months) 

6 - Not Eli<;rible -
12 - Not Eligible -
15 - 12 S. 3 

18 - 12 S. 6 

24 4 12 S. a 

30 6 15 ~ 9 

36 8 18 ..:$.10 

42 10 21 .$.11 

· · 
· · 
· 

60 16 30 ,i14 

. · 
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time o£ those inmates who voluntarily seek to enter the 

Free Venture Industries. 

The work programming plan requires that all in-

mates who have a minimum o£ 24 months o£ time to serve com-

mit four months to institutional maintenance or operations 

work, to commence immediately upon signing o£ an industrial 

11 work agreement, and commit an additional month for each 

three months of minimum time to be served above 24 months. 

Table II-6 reveals that not every inmate who is accepted by 

the Free Venture shops would be required to participate in 

institutional maintenance or operations work as a prerequi-

site. Inmates with fewer than 24-month minimums would bene-

fit little from such an assignment, given their 12 months 

commitment to industrial work. In addition, many inmates 

may need time to satisfy educational, vocational, and treat-

ment requirements in order to qualify for Free Venture entry. 

For those inmates with longer minimums, e.g., in the range 

of three to five years, about 25 percent o£ their prison 

stay would be devoted to a combinatiQn Of treatment programs 

and institutional maintenance or operations work, and 50 

percent could be devoted to Free Venture Industries. The 

11 
ECON, Inc. has also proposed that a Mutual Agreement Pro
gram Plan (detailed in the Appendix, pgs. 99-115) be em
ployed as a management tool. This would be to assure 
timely delivery of program participation opportunities to 
the inmate after he successfully completes the various re
quirements he freely accepted as prerequisites to partici
pation in the Free Venture Industries program. The 
Connecticut Department of Correction wishes to avoid the 
use of any formal agreements that could be construed as a 
legal contract. 
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remaining 25 percent would be used for vocational, educa

tional, and treatment objectives designed to meet Free Ven

ture entry requirements, and for work release, after comple-

tian of the Free Venture work programs. In addition, the 

unprogrammed time period could be used for non-Free Ve~ture 

Industry work experience for "marginal" workers whom the 

Director of Industries wants to test prior to acceptance 

into Free Venture shops. 

It should be kept in mind that, except for the 

requirement of a minimum 12-month industrial commitment, 

the work programming rules implied by Table !I-6 are not 

intended as absolutes to be applied in every case; rather, 

they are intended as a guide to assure (a) an adequate work 

force, both for the institutional and industrial shops, and 

(2) that both work environments will have as a component of 

their work force a number of long term, stabilizing workers 

adequate to their needs. Thus, the maintenance/operations 

and Free Venture minimum work periods should be sufficiently 

elastiG tQ fit individual situations. 

The preceding work programming rules for workers 

in the Free Venture shops were tested for feasibility by 

using the statistics obtained from a sample of 160 inmates 

who arrived at Somers during the months of February, March 

and April of 1976. Figure II-6 shows a histogram of the 

minimum sentence length (after good time allowance) for the" 

new arrivals at Somers. This distribution of prison service 
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times, together with the work programming rules, was used 

as input to a computer program designed to simulate the work 

load that would result for the workers in the Free Venture 

shops, both in terms of their institutional maintenance or 

operations work and in terms of their industries work. Un

der the added assumption of a constant inmate arrival rate 

at Somers of 80 per month (This corresponds with intake 

levels at Somers over recent months.), the following results 

were obtained. 

First, we consider only those inmates whose pri

son service time would render them ineligible £or the pro

gram because of the l2-month minimum work requirement of 

Free Venture shops. From Figure II-6 it can be seen that 

roughly 50 percent of the monthly intake would be ineligible 

for time reasons alone. For the remaining time-eligible 

work force, we found that the contribution to the institu

tional maintenance or operations work force made by the po

tential workers of the Free Venture shops would build up as 

follows: after 11 months, 136 workers; after 17 months, 

162 workers; after 23 months, 168 workers. 

level of 174 workers is ultimately reached. 

A steady-state 

The Free Venture industrial labor force build-up 

rate is maximal under the assumption that the operations 

or maintenance assignment is followed immediately by a pri-

son industry assignment. Given this condition, the labor 

force available to Free Venture shops from these same inmates 
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would reach a l~.,?,.e]._.~_f,~} .. ?_iLy,orkers after 11 months, 421 

workers at 17 months, and 504 workers at 23 months, eventu-

ally reaching a steady-state level of 620 workers. The in-

dustrial labor force build-up rate is minimal under the as-

sumption that the industry assignment occurs at the latter 

part of the inmate sentence, i.e., after the maintenance or 

operations assignment and after the educational and/or voca-

tional education assignment. Under this condition, the build-

up rate for the industries labor force is 126 after ll'months; 

256 after 17 months; 357 after 23 months; 439 after 29 months, 

487 after 35 months; 518 after 41 months; and eventually 

reaches a steady-state level of 620 workers. These calcula-

tions have not taken into account those inmates who, though 

time-eligible for the Free Venture Industries, nevertheless 

do not participate in the program. This latter group in-

eludes inmates who may not participate for reasons of security, 

those inmates who would voluntarily decline and those who are 

not hiFed by the industrial director. Should these inmates 

constitute a substantial number of inmates who are time-

eligible for the program, the effect on the resulting labor 

force for industries and institutional maintenance or opera-

tions work would also be substantial. Roughly speaking, the 

effect would be one to one; that is, if the actual number of 

participants in the Free Venture Industries were 20 percent 

less than the number of inmat~s who are time-eligible for 

the program, then the worker force build-up rates cited above 
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would also be reduced by 20 percent. If only 50 percent 

of the eligible inmi3.tes for the Free'-Venture program actu

ally were accepted into the program, then the labor force 

build-up rates would be reduced by 50 percent. Similarly, 

if one suspects that the recent inmate arrival rate at Somers 

of 80 per month is unusually high and wants to postulate 

instead a constant monthly arrival of 60 inmates, the inmate 

worker build-up rates cited above would be adjusted propor

tionately. 

Our conclusion is that the proposed work program

ming rules, for Free Venture Industry workers do provide as

surance that the Free Venture Industries will have an ample 

labor pool available.to them, and will contribute substan-

tially to the necessary institutional labor force. The later 

contribution, together with non-participating workers, pro

vides more than a sufficient labor force for institutional 

work. 

Regarding the impapt of th~se work scheduling rules 

on the distribution of "long-'te:r.m" and "short-term" inmates 

in the Free Venture Industries work force, Table II-7 shows 

the results of a comparison of the current industrial labor 

force mix with that which would result from the use of the 

suggested work scheduling rules. As might be suspected, this 

analysis shows that the net effeQt of the work programming 

system is to shift the distribution of the industry labor 

force mix in the direction of fewer very long term inmates 
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Table II-7 Sentence Distribution of Prison Industry Work Force 

Industrial Sentence Length (months) 
Work Force 

15-17 18-23 24-29 30-35 36-41 42-47 48+ 

Conventional Industry 
Labor Force Distribution 21.6% 16.8% 10.8% 17.0% 7.7% 5.3% 20.7% 

Free Venture Industry 
Labor Force Distribution 28.6 22.4 12.2 16.3 6.1 4.1 10.2 



and mo~e relatively short term inmates, thus increasing the 

industria-I" -worker···b·a·se ··in .. ·t.g.rms .... o£ .... th13 number of distinct 

workers. 

Finally, we explored the interrelationship between 

the time-eligibility requirement of IS months of time to serve 

for Free Venture Industry candidates and the phased re-entry 

policy of the Connecticut Department of Correction. Figure 

12 II-7 shows the population flows of time-eligible (~15 months 

of time to serve) and time-ineligible inmates who are routed 

from Somers to community release. 

It is apparent from this diagram that by adopting 

the recommended industry time-eligibility criterion, the im-

pact of the phased-release policy of the Connecticut Depart-

ment of Correction on the mobility of industries' labor fdrce 

is diminished considerably. Regardless of the path by which 

an inmate is routed through the correctional system, the 

average duration of his stay at Somers is at least 19 months. 

In contrast, Figure II-8 highlights the major im-

pact which the phased-release program has on the mobility of 

those inmates who serve less than 15 months in prison. In-

deed, these population flows demonstrate the futility of ad-

mitting these "short term" offenders into the Free Venture 

Industry program. 

l2 As discussed earlier, the data is based on a sample 
of 222 inmates who began their prison stay at somers and 
were discharged or paroled over the periods of November 
1974-March 1975 and January 1976-March 1976. 
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Tables !!-7 and !!-8 respectively, provide summary 

statistics concerning the impact of the phased-release pro-

gram on the mobility of the ex-offenders who served at least 

15 months in prison and those who served less than 15 months. 

The average incarceration period was observed to be 33 months 

for the inmate group who would be time-eligible for the Free 

Venture Industry program, and 9.6 months for the inmate group 

who would be time-ineligible. These data indicate that the 

lS-month "cut-off" effectively divides the offender popula-

tions into a "long term" and "short term" group for which the 

average time served by the latter is approximately one-third 

of the former, regardless of the phased-release path used to 

return the offender to the commupity. 

Thus, the proposed time-eligibility rule provides 

the Free Venture Industries ""ith the flexibility needed to 

schedule its workers into the various shops, while accommodat~ 

ing the phased-release policy of the Ccmnecticut Department 

of Correction. 
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Table II-8 Paths and Time Until Release For All Time-Eligible Free 
Venture Industry Candidates 

. . .. .. "' • •. .. • .• •• .4" .......... # ~ •• .. '._ • ....... 

Percentage of Ex-Offenders Average Time Spe~t·· orl 
Paths to Release Routed Via Indicated Path 

Indicated Path (months) 

S - DIP 16% 34 

S - E - DIP 45% (19+14) = 33 

S - J - DIP 19% (26+5) = 31 

S - E - J - DIP 20% (19+10+5) = 34 

100% 

Average Time To Release For Time-Eligible 
Indus~~ Candidates Equals 33.0 Months 

Legend: S = Somers 

E :::: Enfield 

J = Jailor Community Correctional Center 

DIP = Discharge or Parole 

Table II-9 Paths and Time Until Release For All Time-Ineligible 
Free Venture Industry Candidates 

Percentage of Ex-Offenders Average Time Spent on 
Paths to Release Routed Via Indicated Path 

Indicated Path (months) 

S - DIP 24% 10 

S - E - DIP 33% (3+5) = 8 

S - J - DIP 13% (9+3) = 12 

S - E - J - DIP 30% (3+4+3) = 10 --
100% 

Average Time To Release For Time-Ineligible 
Industry Candidates Equals 9.6 Months 

Legend: S = Somers J = Jailor Community Correctional Center 

E = Enfield DIP = Discharge or Parole 
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APPENDIX TO CHAPTER II 

MUTUAL AGREEMENT PROGRAM PLANNING 

Introductory Note 

I' 
The following is a model to be used in the imple- I: 

mentation of the Mutual Agreement Program plan concept. 
" 

The model is designed and written so that it can be used ! 
i 

with all inmates entering the Reception-Diqgnostic Unit at 

Somers or any other such unit in another institu~ion. 

It is expected, however, that implementation of 

this model will begin with those inmates entering prison 

industry through the Free Venture Modell and program plans 

will be written at the point when an inmate is hired by 

the prison industry director. A special addendum has been 

designed to be used with the basic program plan form for 

those inmates entering prison industry. 

The model is written, however, to be used with 

the general population as soon as Free Venture program 

experience warrants its expansion to the entire population. 

This, in turn, would see the other institutions begin to 

get inmates £rom Somers with program plans . 

. ..... ~~.-.-.... 
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MUTUAL AGREEMENT ~ROGRAM ~LANNING 

Mutual Agreement Program Planning (MAPP) involves 

an assessment of the strengths and weaknesses of the inmate 

followed by the design of an individualized program that will 

offer resource utilization in preparing him/her for a success-

ful community adjustment following release on parole. Based 

on this assessment, treatment, training, and work objectives 

are prescribed, the inmate prepares a plan for him/herself, 

and program plan negotiations involving the inmate, the in

mate, the institutional staff, and the project coordinator 

take place. The program plan is a legally binding document 

setting out the specific programs which the institution will 

provide to the inmate, and the inmate's agreement to success

fully complete the-programs and other specific objectives. 

The program plan and the procedures surrounding 

it are seen as a means of involving the inmate in the process 

of rehabilitation, giving him/her the responsibility for 

program completion, and, in addition, allowing the Department 

of Correction to deliver programs and services in a timely 

manner, while gaining tighter program control administratively 

and making staff more accountable. 

A standard ~ocument will be used and individual

ized objectives in the areas of education, vocational skill 

training, discipline, treatment, work assignment and work 
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release will be set down for each inmate. Its crucial 

elements are timely service delivery, and inmate motiva-

tors--phased release, wage incentives, more spendable in-

come, etc. The contribution of each party must be unambig-

uously defined. The offender agrees to certain behavior, 

and the improvement of vocational and educational skills; 

the correctional institution provides the programs in a 

timely manner; and the coordinator carries out any research 

and monitors the program plan. It must be clearly written 

and the inmate must understand w~at he/she is signing. The 

program plan must include provision for revision and rene-

gotiation by all parties. 

Selection Criteria 

The program planning process will be available 

to all inmates. The criteria for each of the four security 

classifications (segregation, maximum, minimum, and commun-

ity) will be developed and written by the Classification 

Committee, in. order to set guidelines and minimums for 

movement to lower levels of security. Such movement will 

be built into the program plan and will be contingent upon 

successful completion of goals in a higher level. 

Movement 

Program plans will be written, in most cases, to 

include two or more phases. Movement from phase to phase 

will be dictated by the successful completion of program 

objectives and/or minimum time to be spent in a particular 
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institution as specified in the program plan. The coordi-

nat or will monitor goal completion and will notify the 

Classification committee of same. Upon cert~fications of 

goals and phase completion by the coordinator, the inmate 

will automatically proceed into the next phase of his/her 

program plan without another meeting with the Classification 

committee. It will be the responsibility of the coordinator 

to notify all involved parties and to effect necessary trans

fers in phase movement. 

Program Plan Development 

Since the Reception-Diagnostic Unlt at Somers 

processes all incoming adult males and collects information 

about them, in addition to administering a battery of tests 

and producing a formal structured report for the Classi

fication Committee, the program planning will begin there. 

Actually, a similar process is already being done, but this 

will formalize and streamline the operation. 

follows: 

The process 

1. The diagnostic counselor will discuss the 

program planning process with the inmate along with exist-

ing programs and services. He will give the inmate a sample 

program plan and ask him/her to take a day or two to fill 

out Par·t III. 

2. Testing will take place and the results dis

cussed with the inmate. 
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3. Given the test results, the inmate and diag-

nos tic counselor will revise, if necessary, the Part III 

objectives to reflect the reality of test results and pro- , 
. ! 

gram availability. 

4. The formal program plan will become a part 

of the Reception-Diagnostic Report which is sent to the 

Classification Committee. 

Program Plan Negotiation 

The parties to the negotiations will include the 

inmate, the coordinator, and the Classification Committee. 

Arrangements for the negotiations will be made by the diag-

nostic counselor who will have gone over the inmate's test 

results, available programs, and his own desires with him 

in a personal meeting. He will also have made sure that all 

pertinent information concerning the inmate and his/her 

desires will have been distributed to both the inmate and 

the Classification Committee at least one week prior to the 

time of program plan negotiation. Thus, all parties to 

the program plan will come to the negotiations with an aware-

ness of all necessary factual information. 

The coordinator will moderate the negotiations and 

will perform as the spokesperson for the inmate. A critical 

element of this program is that the prisoner feel involvement 

and responsibility for what is expected of him/her, and that 

he/she come to some conclusion about what he/she expects of 

him/herself. The program plan should indeed be negotiated 
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and should not be a program already 9ut together by the in-

stitution. All parties should be flexible enough so that 

the inmate may be able to participate in a realistic program 

of his/her choice. The inmate must be able to speak freely, 

as must the other partie·s, and to indicate what he/she can 

and cannot do. Specific components of the program plan must 

be clear and caution must be taken to assure that the inmate 

understands the various components of the document. 

If the negotiations produce a prog~am plan, then 

the inmate will agree to successfully complete its compo-

nents as they have been specified. The institution will 

agree to provide the inmate timely access to the necessary 

programs and services to successfully complete the prog;.::am. 

The negotiation process should be: 

1. Discussion of the proposed program plan and 

any pertinent tests or other information. 

2. Negotiation of individual program plan com

ponents and phases. 

3. Finalization o~ program components. 

4. Program plan signing by inmate and Class

ification Committee. 

S. Program plan sent to Warden and Commissioner 

for signatures. 

The Program Plan 

The program plan will be a legally binding docu

ment signed by the inmate, Classification Committee, the 
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Warden and the Commi~sioner o~ Correction. It sets speci-

fic phases and rewards for the inmate, contingent upon his/ 

her successful completion of objectives in basic areas. 

The provisions of the program plan will be devel-

oped according to the following guidelines: 

1. The behavior expected of the inmate must be 

specific, and require a minimum of interpretation. 

2. Where applicable, it will describe the ex-

pected performance in behavioral terms, that is, the actual 

behavior involved. 

3. The behavior must be observable and measurable. 

The program plan can be negated only by unsuccp.ss-

ful participation on the part of the inmate or by previously 

undisclosed informaLion of major importance about the inmate. 

Included in this are major disciplinary infractions which re-

sult in segregation or the inability to complete a program 

plan as written. 

If tbe parties to the negotiation are unable to 

agree to the components of a program plan, the inmate will 

revert without prejudice to the general prison population and 

be subject to regular institutional care. This would also 

apply to individuals who were not successful in meeting their 

objectives. 

Program Plan Completion Process 

1. Upon the completion of negotiations and the 

signing of the program plan, it must be made clear to the 
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inmate that it is his/her responsibility to undertake the 

various programs which are necessary to meet the objectives 

and that any difficulties should be brought to the attention 

of the coordinator. 

2. The coordinator will closely monitor the 

progress of the inmate and make it a point to be aware of 

any problems the inmate may have. 

3. The coordinator will confer at least bimonthly 

with the inmate and review the progress (or lack of same) 

toward his/her objectives. 

4. The coordinator will submit an individual 

quarterly progress summary and review same with institutional 

classification officials. 
r 

Program Plan Renegotiation 

Renegotiation is to take place under the follow-

ing circumstances: 

1. The inmate requests it. 

2. The coordinator advises it, when the inmate 

is failing to meet his/her objectives. 

3. Important information, formerly unknown, is 

brought to the attention of the Department of Correction. 

The renegotiation process will be the same as 

the original negotiation process and will again include the 

inmate, the Classification Committee, and the coordinator, 

who will have discussed the reasons for the renegotiation 

with the inmate and will have made available the same 
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information to the Classification Committee ten days prior 

to scheduled renegotiation. This will allow all parties to 

bargain on the same basis. The coordinator will be the in

mate's spokesperson, and will moderate the renegotiations. 

The meeting will take place as soon as possible, but no later 

than fifteen days after request is made. Until new terms 

have been agreed upon, the original outline will be binding 

upon all parties. 

The renegotiation of a program plan should take 

place only in exceptional circumstances. 

Coordinator 

The coordinator shall be a person who is familiar 

with the procedures and tests of the Reception-Diagnostic 

Unit, and with the other correctional units and their pro-

grams. He/she must have the trust of both the inmates and 

the Classification Committee. 

limi ted, to: 

Duties include, but are not 

1. Overseeing information dissemination to in-

mates and staff, especially diagnostic counselors. 

2. Training of diagnostic counselors in writing 

program plan objectives. 

3. Scheduling negotiations and renegotiations. 

4. Acting as spokesperson on behalf of the in

mate during negotiations, if necessary. 

5. Being sure finalized program plans are signed. 
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6. M9nitoring completion of objectives and deli-

very of services. 

7. Conferring with Classification Committee 

and writing quarterly reports for it. 

8. Certifying completion of objectives and pas-

sage to next phase of program plan. 
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Introduction 

MUTUAL AGREEMENT PROGRAM PLAN 

CONNECTICUT 

This agreement made this day between 

# _______ and the Connecticut Depart-

ment of Corrections defines mutual responsibilities and 

utilizes an individualized program to prepare 

___________ for a successful community adjustment 

following release on parole. 

Part I Inmate: 

The parties agree as f~llows: 

I , ------------------------ I understand and agree 

to successfully complete* with a passing grade or an eval

uation of satisfactory within my reasonable capabilities the 

objectives outlined in this document. 

I understand that, at any time, I may petition for 

a renegotiation of this agreement. I will, to the best of 

my ability, carry out its objectives and realize that failure 

to do so will cancel it. 

Part II Department of Correct~~: 

I , I representing the ---------------------------
Department of Corrections, agree to provide the necessary 

programs and services specified in Part III below to enable 

to successfully complete the 

objectives of this agreement. 
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Part III 

I Objectives Phase I Ph<;!.Fe II Phase III 

Education 

- ,-_ ....... -... 

Skill Training 

.-_ .. -.. -

Treatment 

Discipline 

~. -... --......-....-.- ........ -~-.- -

Work Assignment 

I ------

Work Release I 
I 
I . __ .. -
I 
t 

Other 

I I . ~ -- - - --_. 



Part IV Interpretation provisions 

Contract cancellation or renegotiation shall take 

place in accordance with the terms and provisions of the 

approved Connecticut Model for Mutual Agreement Program 

Planning as amended and in effect on the date hereof. All 

questions, issues, or disputes respecting determination of 

successful completion of any contract program or service ob-

jective shall be decided by the MAPP coordinator. Prior to 

his decision, the Coordinator shall consult with both the 

inmate and the program staff member who made the evaluation 

respecting successful completion, and, in the Coordinator's 

discretion, he may mediate and consult jointly with the in

mate and staff member respecting such question of d~spute, 

or with any other person having material factual information 

regarding such question or dispute. The decision of the Co-

ordinator shall be in writing and shall set forth the facts 

on which it is based and shall state the reasons for the de-

cision. The Coordinator's decision shall be final and bind-

ing on all parties hereto. 

In WITNESS WHEREOF the parties undersigned have 

hereunto set their hands and seals the day of 

19 

(Cont'd.) 
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(Signed) 
Inmate 

(Signed) 
Institutional Representative 

(Signed) 
Warden 

(Signed) 
Commissioner 

*Successfully Complete - For the purposes of the contract, 
"successfully complete" shall mean completed with a pass
ing grade or evaluation of satisfactory, within the reason
able capabilities of the inmate, for the specific program 
or service objective being evaluated by the responsible 
staff member assigned to the individual program or service 
objective. 
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-----~-----::-------~--,~~----.. , .. , 

Free Venture Entry 

Part I Inmate: 

PROGR~M P~AN ADDENDUM 

" 
'l 

>' ~, 

I , , understand that ---------------------------------
I "'\ 

my original program Pl~~.~~st~~l in force and that to it I 
.', 

am adding the below ment~~~~d~tovisions and goals. I agree 

to abide by the rules ari~ re~tr~ations of prison industry as 
. '" "."~ '" . 

~, ~ .. 11:" . 

set forth in the prison\t~du~try Regulations Manual. 

Part II Prison Industry'Di·rector;.: 
, . 

I , 

I. •. ~ 

! ;I. I 

________________ ,...;... ___ ' _'_' _________ , a g r e e top r ov ide 

the above mentioned inmate:\$it,h the benefits below listed 
~ .. ' t 1 C< \ .1 

to enable him/hel:' to complet:e"'~he' program plan objectives. 
~ " . ',. f""#~. 

Part III Objectives: 

(Cont'd) 

A. Training 

B. 

c. 

D. 

Wages and wage gro~th 

Sequencing of jobs ,within the shop 

Job development and~placement or gate 
money compensatiorr 
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Part IV Interpretation Provisions: 

The interpretation provisions in the original 

program plan remain in effect in this addendum. 

In WITNESS WHEREOF the parties undersigned have 

hereunto set their hands and seals this 

19 

(Signed) 
Inmate 

(Signed) 

day of 

Director, Prison Industries 
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A. 

III. PROGRAM MANAGEMENT PLAN - A STRATEGY FOR 
IMPLEMENTING PRISON INDUSTRY CHANGE 

Short-Term Change 

Recommendations for short-term prison industry 

change concern those innovations which can be undertaken 

over the period of the first year of program implementation. 

The subject areas of these recommendations include 

• start-up of a number of Free Venture Industry 
shops; 

• revising Industries' management structure and 
policies and upgrading of staff; 

• developing/implem~nting improved management 
information systems; 

• developing/implementing a marketing program; 

• establishing a baseline record of performance 
of existing industry shops and utilizing this 
expanded data base -to revise the Free Venture 
Industry program evaluation plan as appropriata. 

Each of the action items for these subject areas are discussed 

in the following paragraphs. 

1. Start-Up of Free Venture Industry Shops 

a. Selection Criteria 

It is difficult to state a unique set of rules 

that might define an order of preference among the various 

candidates for the Free Venture model. There are a number 

of considerations that should be accommodated. These in-

elude: required capital investment, not excessive relative 

to resources; favorable sales market; favorable profitabil-

ity potential; favorable job market; and the availability 
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of interested and qualified workers from among the inmate 

population, i.e., requirements on education and prior train-

ing not too restrictive. Against these selection criteria, 

the existing prison industry shops at Somers have been eval

uated and the following recommendations made regarding their 

disposition. 

The Clothing and Laundry Shops are not feasible 

candidates for Free Venture shops because of a distinct lack 

of interest of the inmate workers in related post-release 

jobs. (Only one worker out of a total of 31 workers in these 

two shops expressed an interest in a related post-release 

job .. ) We recommend that either these two shops be removed 

from Industries' jurisdiction and be reclassified as insti

tutional work, or that they be shut down after suitable re

placement industries have been identified and the necessary 

resources acquired. A decision on the disposition of the 

Small Engine Repair Shop should be deferred until it can be 

determined whether this shop can expand its sales market by 

operating as a licensed service franchise of a private firm 

engaged in the manufacture or retail sale of small engines. 

(The available state-use market for this shop is negligible.) 

The remaining shops at Somers for the Free Venture Industry 

program are: Print Shop, Typewriter Repair Shop, Dental 

Laboratory, Optical Laboratory, and the Furniture Industries, 

including the Woodworking Shop, the Upholstery Shop, and the 

Finishing/Refinishing Shop. All of these are judged to be 

suitable candidates for Free Venture shops; the Woodworking 
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Shop, however, has a serious profitability problem to overcome. 

EeON, Inc. 's present projections are that this shop will run at 

a loss, even though the products manufactured are of excellent 

quality. Although the Furniture Industry is otherwise an 

excellent candidate for the Free Venture model, the start-up 

of its three component shops should be delayed until the Wood

work Shop has resolved its operating problems and improved its 

profitability outlook. (The specific problems and recommenda-

tions for their resolution are discussed later in this report.) 

The set of candidates for new industries that were 

explored during the course of this study include: 

Microfilming Service Bureau; 

Solar Energy Products; 

Metal Products Industry; 

Musical Instrument Repair Shop; 

Bakery Products; 

Data Processing Service Bureau. 

Other candidates were considered, but proved to 

have major problems with respect to one or more selection 

criteria. 

Of those listed, the Microfilming Service Bureau, 

the Data Processing Service Bureau, and the Musical Instrument 

Repair Shop are strongly recommended as Free Venture shops. 

The latter shop would be located at Somers, while the former 

shops would be located at Enfield. Metal Products industry, 

while attractive in many respects, requires a substantial 
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capital investment. Due to the poor financial condition of 

Correctional Industries' revolving fund, we recommend post-

ponement of a start-up decision on this shop until at least 

one full year of successful experience with the other Free 

Venture shops has been attained. Bakery Products shows pro-

mise with respect to the size of the state-use market and 

job market potentdal, but has a daily routing s6hedule di-

mension that needs to be analyzed before a recommendation 

can be made. The decision to implement a Solar Energy Pro-

/ ducts industry must await detailed economic analysis l of po-

tential benefits from these installations. This analysis 

cannot be made over the period of this study in sufficient 

detail to make a final determination of this shop's viability. 

A number af recommendatiDns are made (based upon 

ECON, Incorporated's findings from the technical tasks which 

are discussed in Vol. VII) to facilitate the conversion of 

existing industry shops into Free Venture shops. Some of 

these recommendations are specific to each shop; others are 

applicable to. all the shops. 

b. Existing Industries' Shop Specific 
Recommendations 

The capital investment# ~taffing, and industrial 

worker needs are summaried below for each shop together with 

1 
At this writing, HUD (U.S. Department of Housing and 
Urban Development) is initiating a five-year demon
stration program to demonstrate solar heating and 
cooling systems in residential applications. 
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Tabl,e III-l Present and projected Manpower 

Present Manpower Projected Manpower 

Existing Shops Workers Hours/Year Workers Hour.s/Year 

Print Shop 9S + 3SS = 2T = 2N 12,480 118 + 3SS + 4T +2N 35,000 

Typewriter 5S + lOSS 11,700 8S + 7SS + 5T 35,000 

Optical 4S + 6SS 7,800 4S + 2SS + 2T + 2N 17,500 

Dental 4S + SSS 7,020 6S + 6SS + 4T 28,000 

Finish/Refinish 11S + 17SS + 2N 23,400 14S + l5SS + 5T + 2N 63,000 

Upholstery 5S + 19S5 + 2N 20,280 lOS + lOSS + 6T 45,500 

Woodwork 5S + 6SS + 2N 10,140 8S + 8SS + 4T 35,000 

New Shops 

Microfilming Service 
Bureau Not appl,icable Not applicable lS + 6SS + 7N 24,500 

Musical Instruement 
Repair Not applicable Not applicable 28 + 2SS + 3T 12,250 

Data Processing Not applicable Not applicable 7SS + 3T 17,500 
Service Bureau 

Legend: S = Skilled, SS = Semiskilled, T = Trainee and N "" Non-Production Worker 



staff or workers would be required to undertake this expan-

sion of the shop's services. 

In the State of Connecticut a dispensing optician 

must be licensed by the state Commission of Opticians. In 

order to take a licensing exam, an applicant must be recog-

nized by the Commission as an apprentice. Recognition as 

an apprentice is conditioned on training under a licensed 

optician in a licensed shop. Currently, the Somers optical 

Laboratory cannot be licensed because its function is training 

rather than processing/dispensing. Thus, it is recommended 

that the Director of Industries take the necessary steps to 

assure that the Somers Optical Laboratory is recognized as a 

licensed shop and the inmate workers recognized as apprentices 

according to the requirements of the State Commission of 

Opticians. 

Connecticut legislation currently includes a 

statutory provision t:hat conditions the granting of optician, 

optician assistant, optician-mechanical, and optician-

mechanical assistant licenses on such grounds as the appli-

cant possessing a hgood moral character". License appli-

cation forms ask the applicant to indicate whether he or she 

has ever been convicted of a crime or a felony in a court of 

law (excluding traffic offenses). It is recommended that 

the Director of Industries inquire into this matter and take 

whatever action may be required to remove these barriers to 
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the employment of ex-inmate workers from the Somers optical 

Laboratory in this field. Of interest is the fact that Con-

necticut is the only state that has barriers to the licensing 

of assistant opticians or mechanical assistants. 

The Small Engine Repair Shop will require a 

capital investment of $15,000, but this investment should 

only be made if the Director of Industries can arrange to 

qualify this shop as a service representative of Briggs & 

stratton, Kawasaki, Mercury, or other companies producing or 

selling l?roducts' us-i.?9 ;small ·two.- and f.o1,lr-stroke.in:ternal 

combustion engines. If this can be arranged, then one addi-

tional supervisor should be hired to direct the activities of 

the service portion of the Small Engine Repair Shop while the 

present supervisor directs a vocational training program for 

this shop. In addition, the facility which formally housed 

a computer programming training laboratory should be devoted 

to the servicing function of the Small Engine Repair Shop; 

while the existing facilities for this shop should be util-

ized for training purposes only. It should be noted that 

since the Small Engine Repair Shop presently operates as a , 
vocational training program, and since the available state-

use market is negligible (thereby necessitating a linkage 

with private industry), no detailed analysis of the shops' 

profitability potential is warranted at this time. 

The Print Shop is in need of an additional 

capital investment of approximately $30,000. No additional 
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staff is required for the first year of expanded operation; 

however, the size of the inmate work force should be expanded 

as is indicated in Table III-I. The price structure for the 

Print Shop products need not be revised. since there 

exists a general lack of goodwill in the state agency market 

regarding the quality and timeliness of the products delivered 

by the Print ShQP, intensive quality control and customer re-

lations programs should be initiated immediately. 

The capital investment requirements for start-up 

of the TYfewriter Repair Shop are relatively small, approx-

imately $2000. One additional supervisor is recommended, to-

gether with an expansion of the inmate work force, as indicated 

in Table III-I. In addition, the present price structure for 

overha'uling manual and eLactr ic typewriter's ($ 20 and $ 30 per 

overhaul, respectively) must be increased to $30 and $45 per 

overhaul, respectively,' if this shop is to be p~ofitable. 

The capital investment needs of the three component 

shops· of' the: ~.urniture f:ndu$try are: 

• Upholstery - none, 

G Finishing/Refinishing - approximately $28,000, and 

" e Woodworking - approximately $27,000. 

No additional staff is required for any of these shops during 

the first year of operationsr however, increases in the labor 

force of the shop will be required as indicated in Table III-I. 

Prices in the Finishing/Refinishing Shop and the Upholstery 

Shop should be revised upward. Due to the many products 
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offered by these shops, the reader is referred to Vol. VII, 

Secti~n II-D-3 'for recommended price revisions by product. 

In addition, the supervisor of the Upholstery Shop should 

participatn in some in-service program(s) within a civilian 

upholstery industry or agency. The Director of Industries 

should provide consulting support to assist in the reor-

ganization of the shop's operation and manpower assignment 

procedures. Efforts to upgrade the quality of work in the 

Finishing/Refinishing Shop should be initiate~ and ,onitored. 

The operating problems of the Woodworking Shop are ~ost 

severe,. even though the quality of the finished pro1ucts is 

excellent. Given the relatively high costs of ~he raw ma-

terials used in the Woodworking Shop, the ~rices of many 

products in this shop are already at the open market level. 

It would be counterproductive to increase these prices fur-

ther; yet without increased prices, this shop would not 

operate profitably if it adopted the wage structure recom-

mended for the Free Venture Industry workers. 

Before a Free Venture mode of operation is intro-

duced into this shop, the following steps must be taken: 

• Re-examine the current practices of purchasing 
raw materials and determine how lower purchase 
prices can be obtained; 

• Selectively choose to emphas~ze the production 
of those products that allow a sufficient mark
up. Examples of such products are: executive 
desk, conference table, coffee table, and util
ity table; 
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• Changeover from job lot to mass production 
wherever feasible. I,t is likely that about 
50 percent of the current production work can 
be shifted to mass production. 

After these steps have been taken, the financial viability 

of this shop should substantially improve. A revised profit-

ability analysis should be undertaken at that time to assess 

the profitability potential of this shop while meeting the 

wage policy of the Free Venture model. 

c. Existing lndustries' Non-Shop Specific 
Recommendations 

Recommendations generally applicable to all Free 

Venture shops include the following: 

• At Somers, house all the Free Venture Industry 
~orkers in one cell block so as to assure time
ly arrival of the workers in the industry area 
each day; 

• Provide each industry shop with a time clock 
and require the use of time cards by each in
mate worker to properly record the number of 
hours he was at. work in the shoPiand 

• Disallow interruptions in the work day for 
haircuts, visits. etc. I and require that each 
inmate worker accumulate 30 hours of work time 
in anyone week except for illness. 

d. New Industry Recommendations 

The start-up requirements for the Microfilming 

Service Bureau include a capital investment of approximately 

$30,000 for an initial operating capability. Additional equip-

ment would be required to expand the range of services of this 

shop, but it is recommended that this equipment be leased. 

Labor requirements for this shop include one sup'-visor and a 

work force as described in Table III-I. The shop wil,l require 
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approximately 2,000 square feet of space and should be located 

at Enfield for easy access to incoming and outgoing shipments 

of state agency records in bulk packages. 

The Musical Instrument Repair Shop requires a 

capital investment of approximately $15,000 for equipment 

and an additional investment of approximately $23,000 to 

retain the services of an industry expert for the purpose 

of developing musical instrument training manuals and con-

ducting a six month training program. In addition, labor 

requirements include onel supervisor and an inmate labor 

force as described in Table III-I. This shop will require 

approximately 1,500 square feet and should be located at 

Somers. 

The Data Processing Service Shop does not require 

the purchase of any equipment since all of the equipment 

will be leased. Investment is required, however, for a 

training program to start the shop operation. The train-

ing program would extend for a period of six months and 

would cost approximately $22,500 for instructor labor, 

the cost of leasing computer terminals, and performing data 

processing on a commercial time-sharing system. In addition, 

the shop would require one supervisor and an inmate labor 

force as described in Table III-I. This shop would require 

approximately 600 square feet of space and should be located 

at ;'ufield. It is recommended that this shop be operated 

as a not-for-profit corporation under contract with the 

Connecticut Depart~ent of Correction. 
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e, Operating Mode of the Free Venture~Shops 
\~l t .. 

It is recommended that all of the shops discussed 

in the preceding section operate their industrial programs 

in accordance with the Free Venture model. The recomme.nded 

start-up date for each Free Venture shop is shown in Table 

1II-2. Earlier in this Chapter recommendations on product 

prices and inmate wages were made to facilitate the achieve-

ment of two profi~ability goals for Free Venture Industries, 

a 5 percent minimum return on sales for any individual sn~~, 

and an overall profit of 10 percent of sales for the collec-

tion of Free Venture Industries. The profitability analysis 

performed by ECON, Inc. as described in Volume VII demonstrates 

that it is feasible for Free Venture Industries to achieve 

these profit levels while paying the inmate workers at the 

recommended wage level and holding prices generally from 10 

percent to 25 percent lower than the open market prices of 

similar products. Nevertheless, these goals will not b: 

achieved without sound business leadership and management. 

Therefore, at the level of the industry shops, we recommend 

that Industry Advisory Committees be recruited for each shop 

2 as soon as possible from the private sector to help the 

industry supervisors establish shop op~rating standards and 

to provide ongoing assistance to and independent monitoring 

of shop productivity_ 

2 
Over the past year private industry has provided highly 
valued service to Correc-tional Industries, e _ g., Control 
Data Corp. in Minnesota, Proctor & Gambl~ in Illinois, 
Honeywell Corp. in Massachusetts, and SAFECO in the State 
of Washington. 
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Table II1-2: Start-Up Schedule for Free Venture 
Industry Shops 

Dental Lab October' 76 

Optical Lab October '76 

Typewriter Repair October '76 

Print Shop November '76 

Woodwork January' 77 

Finish/Refinish January '77 

Upholstery January '77 

Musical Instrument Repair November '76 

Microfilm Service Bureau October' 76 

Data Processing Serv.ice Bureau November '76 

Small Engine Repair Shop To Be Determined 

Metal Products Shop To Be Determined 
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It is recommended that these Committees take up 

the following tasks initially: 

• Review Volumes I, VI and VII of the final report 
of BCON, Inc; 

• Tour the shops and make specific suggestions on 
shop standards and ways to improve the efficiency 
of shop operations, improve quality control, shop 
management, and inmate worker performance; 

• Assist Industries to prepare a recruiting 
brochure for each shop which, among other thinqs, 
would outline the relevance of the jobs avai17-
able in the shop to corresponding work on the 
outside and the job opportunities, wages and 
growth potential of occupations related to the 
shop as well as the geographical distribution of 
job opportunities for shop graduates. The 
brochure should be reviewed and updated at least 
every two years; and 

• Assist Industries in the preparation of monthly 
management reports covering production schedules, 
revenue projections, accomplishme~ts, cdst pro
jections, and controls as in Table 11I-3. At 
the conclusion of a six month period, a report 
should be written by each Industry Advisory 
Committee to th~ Industries' Director and the 
Commissioner as to the recommendations made and 
implemented within the shop, progress to date, and 
future problems and prospects. 

2. Management Structure and Industry Staff/Policy 
Recommendations 

It is recommended that the management structure 

of Industries be revised as is indicated in Figure III-I, 

separating, for administrative and management purposes, the 

educational staff positions from the industrial staff posi-

tions. It is recommended that the Commissioner of Correction 

appoint a new Director of Industries having a business ad-

ministration orientation. The Director of Industries would 
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Table III-3 Recommended Industry Shop Reports 

The following are the reconunended minimum reporting require-

3 
ments to the Director of Industries (monthly) and to the Commissioner 

of Correction (quarterly). 

1. Marketing/Sales Manager 

a. All changes to previous sales forecasts (by shop) 
b. Summary of customer complaints on quality and/or late delivery 

problems by shop 

2. Shop Manager 

a. 

b. 
c. 
d. 

Scheduled position against production plans and, if delinquent, 
production catch-up plan 
Performance against production efficiency standards 
Scrap, rework against standards 
Customer returns vs. shipments and internal quality control 
statistics 

3. Procurement Manager 

a. Report on open orders and the delinquencies 
b. Total dollar commitment and how much is firm (non-cancellable) 
c. Number of unplaced orders 
d. Total dollars in stores, crib inventory by category (i.e., raw 

steel, paper, etc.) 
e. Total dollars in Work In Progress 
f. Finish goods inventory 

4. Controller 

Give a total summary review combining some of the previous reports, 
but specifically to cover the following: 

a. Product costs vs. standards (product costs to include material 
content, labor content, scrap rework) 

b. Total dollars of finished goods by product 
c. Burden rates by area.within the respective industry 
d. Major capital equipment expenditures or anticipated expenditures 
e. Inventory--excess/obsolete and plans for disposal 
f. Highlight any budget deviations, 

Each of the 'above individuals should also have projections of their plans 

for the next three months. 

3Adapted from control Data Corporation Prison Industry Task Force 
Recommendations to the Department of Corrections, Minnesota, 
January 1976. 

131 

I' 

" I 



I-' 
W 
W 

Accollntin~ Ryslcm and 
f'inancial (;"nLrols 

Dud<jctin<j ~nd Costs 
Mi1l1tlf)emOn t 

»uslness Plannin4 dnd 
Hanagcmcilt ~iystcms 

(lid Proi',)ral ion and 
ContracLH M~llaqcmcnt 

Figure III-l 

Cotnmis~ iunur 
CnrrtH.'t ion 

Dir~etor of Froo Vnnl~rc 
Tndlllltri"H 

Currl'clloll rlldllHtry 
Advi!.;ory (~(lmllliHHihll 

Op"rations 
Hanager 

DirectH Prr.paratJon of 
Honthly, Quart"rly and 
Annual Jndu~try Reports 

ovC'rhf!iJCl HtlU;HJcmo.nt 

I,Inisoll with WilrdC!ns 
oC llllllitlltiolis 

L.ialann with Illdll!1try 
Shop Advisory CnmmittunR 

~rovi~cs Jot)-PJ~C('mcllt alld 
Posl-RC'loase ~IJPport Spcvic('u. 
to Ex-rrlmat(~ Wc)rkcrs 

SOl(~H ,,'nrCcdsts 

Mark,.t!Il<j Pub] ieat i 01'" 

I'ubl ic.~ R('lations 

Recommended Industry Management Structure 



assistant wh~ is not an inmate). Materials procure
ment would also be changed if this took place so 
that each supervisor could maintain a stock in 
inventory commensurate with the order he knew he had. 

As regards industry staff, it is r.ecommended that 

a Free Venture Industry orientation program be developed 

together with a course of instruction in financial and indus-

trial management as a first step in the updating and maintenance 

of supervisory management skills. To further promote the pro-

~ fessional growth of industry staff, it is recommended that the 

Direc~or of Industry provide continuing training opportunities . 

. Tuition reimbursement and travel and living expense reimburse-

ment for attendance at meetings of correctional or technical/ 

professional societies and other inducements for professional 

growth should be considered within the constraints of the 

civil service system of Connecticut. In addition, because 

of the increased demands that will be placed on supervisory 

staff, it is ~ost important that job-growth opportunities be 

developed within the civil service structure to provide just 

rewards for outstanding supervisory perjormance. 

In addition to the policy changes required by the 

Free Venture model, it is recommended that the following 

industry policy deficiencies be remedied immediately: 

(1.) the lack of formal and periodic reviews of ~he 
on-the-job performance of each inmate worker 
and shop supervisor, 

(2.) the lack of written records as to the daily 
allocation of Industries' central office and 
institutional management and support staff time 
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devoted to specific shops and/or general 
administrative functions, and 

().1 the lack of use of any metering system to 
measure (as opposed to allocating) the cost 
of utilities consumed by Industries in the 
various institutions. 

Recommendations on item (2) above will be developed as part 

of the design and implementation of the new industry accounting 

system that is discussed later in this report. Recommendations 

on item (3) should be developed by the engineering staff of 

the Department of Correction. As to item (1), Exhibits 1 

and 2 provide illustrative examples of the type of performance 

evaluation forms 4 that should be utilized by Industries. 

One further area requiring policy change concerns 

the lack of any organized feedback to inmate workers in 

industry shops regarding the experience of ex-inmate workers 

from those shops. It is recommended that an information pro-

gram be developed which emphasizes the positive post-release 

experiences which have historically been achieved by a number 

of specific ex-inmate workers on a shop-by-shop basis. Post-

release experience reported should include at least the following 

items: successes in terms of job placement, earnings, and in 

"straight time" on the street accumulated to date. In addition, 

Industries should post on shop bulletin boards timely newspaper 

4These forms are p~esently in use by the Canadian Pen
itentiary Service. They have been provided to EeON, 
Inc. through the courtesy of ~r. Ray Thompson, Presi
dent, Correctional Industries Association. 
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1. PC;R!jONAL DATA 

EXHIBI'L' 1 

INDUSTRIES "PILOT PROJECT" 
INMATE APPRAISAL REPORT 

(To be completed by Personnel Office) 

-

CONFIDE:ITIAL 
Date Comoleted 

Day I Month J Year 

Social Insurance ::0. :Jate of fU.rth Pcn No i lAst or Fam1-1v .. Namp. . Given N"", .. " 't!'ld~t"d tL._L'l 

n..v h1nnt.h"'''·ir 

I I 
;Iork Location I PO:Ji Lion l'U.in I Grade 

Hcurl.,! jd~.': An' ointed to ?rl)3"'nt. Posit.lon :r.'lmn or Imtnt!tli'J ',1" ::;upervisor Classific:ltion 
Rate :Jay_ I }\onth I '("'11" (Supervisor) 

~ J I 
2. DUTI";::; ;.;::.l RmPONSIl3ILITIES (,0 btl <;molllflt.ed by Hu:,incljS Hanager) 

List '.hp. Nost Sir11iflr.·mt. Out-ius 'mll !((\sponsi\.ilHlc::;. 

3. PERFCHl-:';;;'.:8 APrnAI3AL B"ll"ely Very Out-

, 

5unel"'vi!3or: Annror>r I 'It." PQrrf'lrn%\nCI~ 1I1oc~ 
fln5a~. 

Satis. Satis. 
~ood ,jo .. ~.,rli., , .. 

1. Dis!'b:rs rino .. ill'!dl~t: of :'ss i ,),,1':.] Job in KI'!/piJll'. . 
IILth hi:; 1'raL'linl' Inu .:<!".ri,.,ncp.. (Skill) 

2. Jo/·s :lork Pr(lcopl.ly '11lU lull 

3. 'lark lhbi.t,s 

I •• ?r~p:'ir~5 Comr1'!'.11 , Accur;). t.t: I Clc'\n and 
-:o:'1cisc ~·:ork. 

5. ?erfonns Ul'cctlvl'!ly 'Jll<l'~r P:'I'!S5Ure 

6. :'/orks 3l1ccc::;sfully 'tilth Ol.h~rs 

-:t. ,\d;!fJt.s t.o :::rnnges :/it.hout Loss of Ef.fid~ncy 

d. '\cc~fJr.s :.lirection Re:l.tiily 

9. Ji~rL \"{S Po r;it.,livl'! At,t.it*lltlr! 7·)· .... :;.rd~ ';Iork 

1J. J:'snh,'1s osUivc '" tt.ituric ~()W(.f::-ds LcU'Tling 

11. Accp.pt:1 ,("":;jH.msibi Lit] 

1.2. :.ii,mll/:; Antit"ld,! for L'··lrn.ln~ 1'r:lde 

1... CV:::ULL ASSESSHS::T 
Supervisor: the Bu:< ,ihich ) .. nt n.~pr~!jcnts your !:v'l.l'.lation of the :inployee L"l 

Rcl;itLon to :'hn ;(fl'l:tircnmnts of hi:> ?',sition 

136 

Al·tiavs :'ascies 
:-1aJor 



5. 'tlORK RECORD 

-------.--- ---

EXHIBIT 1 

INDUSTRIES "PILOT PROJECT" 
INMATE APPRAISAL REPORT 

(Continued) 

Supervisor: State Whatever Information ls Necessary and Pe~inent to the Employee's 
Work Record while Ehga~d in the Industrial Pilot Project since the 
Last Asse ssment. 

1. 

1... 

6 • RF:COMH~lDA TrON FOR PROMOTION Recufr.nwmlnd ] rIot Reconvnended C-:J 
Supnrvisor's Commp.ntsl 

uroRADnlG 

' ...•.. 

(a) ·.fhat Course{s) or Trainine Ile1"tnd t.o In.lust.ry '~HS Undertaken ;juring Past 6 Months/Year 
(To be Compl!.!ted by L.U. Of1'icp.r, AD(OD) or c.O.) 

(b) Stat.e Spp.cific Traininp, ttecommend 1 t.ions that. \/Q!lJ.~. !IJ1orove this Erno;;loyee I s Pe::-:!ormance 
(To be Completed bY' 10(On)) ." ..... . ~. . '. ~ . 

3I'jNA'l"JRESs This Appraisal has bep.n suen and lJiscussed with t.he Inmate Prior to Signature 

Ernp10yeel ____________________ ~ ______ __ Jates ______________ __ 

5upenisorl _______________________________ Oat.el ______________ __ 
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Solicilor General 
Canaoa 

Penitentiaries 

PERFORMANCE APPRAISAL 

t PERSONAL OATA I 'J""'v "",. OJ,, .• " :tIm .. -4. intluU 

3,,:'1(:" .nd ;'OOrltt"'tC 'oe~uon 

.Jr.nl"II".1 sal~tv f.t=. 3110."'':' Dolt, 10001"'.0 ro 
outl,nt oowltlon 

EXHIBIT 2 

CONFIOENTlAL 

PO"U~" nut7\oer 

50.<:1'1 Insura"e' N\u"n:f,t IOU' 0' ",;h 

I I !.I ... I Mon. I .,. .. , 
POSItion title 

Nam. of ItNntd\03'. sue.,YI,ot 

- O'Y . t .... on •. .1 Yelr 

2. OUTI!S AND RESPONSIBILITIES 

... ,. 

n 
Clo1lll'U:: • 

Ol'ofH1on 

C·411,11(:.-

r PI Emclovee: List your most .i~niHc""t duues and responsibilities 'b~ Supervisor: V. Appropriat. cer/""",,"CO blook. 

unl.".faetarv 

0 0 0 0 

0 0 0 0 

0 0 0 0 

0 0 D 0 

0 0 D 0 

;c; SUj24fVisor: 'lh:e ~eitic GX&1\;:tes of Cl:Ior ':h:n ":lafl=f:::::::ryH r~tl:-:;s. 
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3. fMPLOYE! OIlJECTIVES 

EXHIBIT 2 
(continued) 

(al Employ.e: If appliCable 5utmH!(u:a specific goals and cbj4tCt:lve5 
asSigned to you during tn. period under revu!lw. 
NI A if not Illlplicebla. 

Supervisor:"; appropnal:a perforrnlncQ block 

UnA<lhsfK10fV Room let IITIDtOvatt.enl SDUsE actOfY a.wtf Inan molt 

o 
o 
o 
o 
o 

(Ill s."pervIS04':- Give specific exomplas ot atnllf' men ··Satisfactory" ratings. 

4 Pau:ORMANC! APS'ftAISA!... 
\ (al Supervisor: \' OQIlC'OClC'I"'. perlo",,,,nce block. 

Not .aeslle,GI. 

I. O',ol.v'I oo(:,\o .. ,tadQ:' at .... 19n~ 101:1 'ft 1t.'Olna 'fIt"h .... 1. 

D nl.nmQ and ,.o..-,ent: •• . 
1. 00" v..o.1I. GfO"'OtiV an4 ..... 11. CJ 
l. !v.lu.,.! &DllIt •• , ancI hn1luuon. orC:Mtlv. C] 
,. Pl.".. I"""K.lte .~ lonG 'If,", r'O\l,,~ra .rt.ctl ... a,,,, 0 
5. ~.I",r4' Otoa~ and aitul.",". c~t'1'ItI ... and _1m OISDlten. 

0 
o. M''' •• 'oun4 deciliOftS Wltl'lOut CI •• ..,. 0 .. .Ace.ens fult , •• 00000'lb,hrv fQlf 0.""., dec",ona.. 0 
I. Tlk •• n ......... ...., ,-..,cz laoro ....... rw .6Ctloct Oft "I' u~ 

0 
,. ~ ••• "t •. .,,, •• :1 • .,,' ... It'Id COt"':I·"'Y. D 
lO. ~e~'" ... :0 ....... lI(::ut.t,. •• t-~: ~ CQf'lClt. ~rtt .. 0 
11. ___ #o,~s .U.CCI .... t. unalff' Dt •• ~w' •. D 
';"WOllls .uc-c-u.tv.llv wtm om.'I. D 
tl • .1Q:Mll to C-,"q •• WltMout 10" of .fhc:uncy. 0 
\4. C"n,ldu, ;004 t1.laafl.tlon,. 0 
15. Or;anl,.' .$Nt Clfectl · ... or'" of ,ucord,nate •• "eet,,,,.I .... 

0 
IS. S~Q"'" :o:I:'\Itd'f.$t101 lor ::01 mora.e lnQ tl'le a.ve'ODrntnt of 

0 'uOoraln."" 
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0 0 0 0 
D D D D 
D D 0 0 
D D 0 D 
D 0 D D 
D 0 0 0 
D 0 0 0 
LJ 0 C 0 
0 D 0 0 
D 0 D 0 

I' 
OuUUnd,nQ 

0 

0 

0 

D 
0 

';uC'UnO.,,; 

D 
0 
D 
D 
D 
CJ 
D 
D 
0 
0 
D 
0 
CJ 
0 
0 
r-: 
:...-J 

: 



I 
I 

EXHIBIT 2 
(continued) 

L_-----
5. TRAINING 

lat Employeo: What scecific tr3inir~Q would hofp you ta improve your work perit.)(t'T13nCe in ycur cresent position? 

I 
! 
i 
f (b) Supervisor: Stant your sPRific trtlining rec0mm&nd4tions that would improve this·emoloveo's porictrnt!ncllt. 

I 

8. OVERALL ASSESSMENT 
t lal'SuoerIlSOt~ ,/ the box which ~st reoresents your evalu~tion of the employ" in r&JanOll to met raqulrementS of his PIlSltlon. 

! 
!:lC' •• da ,em. at me 

- malor ,eQUlrem."ts 
'-' 

t~) !iucorvisor: State your reasons (or thIS ass&$$tnM1t. CCt1S'5tsnt wim .You: rarlng1; In pan; 2 &. 4. 

7. FUTlJRE E1<IPI.OVER O!JECTIVES 

ISuCAf"Visor: I( 3Qnll~aole. sute gC:lls ar,(1 obi&C':ives assigned ro t!'l. dmptovee ror the eomlng 'Ittar .. 
i 

i S .... 04r __ .'Of i jiljilnilC..". 

! 
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Il. REVIEWING OFFICER: \' as "",,pl/cabl. 

EXHIBIT 2 
(continued) 

180 ." •• '0'''' .0, ,,0_" ._0 .. , -" ... 0 ,,~., .0 ..... ~"' .. " -_.. l 
I '"""'"': I have revlOwMi tnis Ferformance Appraisal RepOrt and 1 do not cont;ur WIlh- the- sucervlsor'S assess .. nenr (n' the followtnq feasons~ 

PasHlon title, 

~. Al'PRAISAL COMMITTEE I Co"",,1 aOO COIMlonts 

With th .. a'C,e,cotton af any lOtormstlon list.O(l b310Y'i wb concur in tho p&riorrnance appraisal training roccmmemciatlOn9 and everal1 ass!s~ment~ 

ChZ)i~n 

\10".08' POSition title 

Member Position title 
I ,. . .:" 

----------------------------------------
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articles and job advertisements relating to the work within the 

shop. Finally, inmate workers about to be released should be 

encouraged to provide information about their successful 

post-release experience back to the industry shops. 

3. Management Information Systems 

First and foremost, Industries is in dire need of 

a comprehensive accounting system to mak,e possible an im-

proved financial manajement and control system. ECON, Inc. 

retained the consulting services of Robert L. Tammaro (CPA) 

to examine the financial records, practices, and controls 

presently in use within Correctional Industries. The major 

finding of his effort was that the financial/accounting sys-

tern presently in use by Correctional Industries does not 

support any definite statements about the costs or profit-

ability of industry operations. Excerpts from his letter 

report to ECON, Inc. substantiates the wisdom of taking a 

skeptical view of the reported financial deta in Correc-

tional Industries l Annual Report. 

1) "Certain segments of the overall system are func
tioning as separate entities, as is the case 
with fixed asset accounting. Tl':e "detailed" 
fixed asset records do not agree with the cor
responding general ledger controlling account. 
The balances are periodically brought into 
agreement by arbitrarily adjusting (commonly 
referred to as "plugging") the accounts to com
pensate for these unreconciled differences. 
Other areas of the present system also lack in
tegration and are equally reflective of the ab
sence of fundamental proofs, reconciliations 
and controls." 
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"Unacceptable accounting methods and principles 
being applied" ......... Example: Revenue is pre-
sently being reported on the accrual method of 
accounting (revenue is reported as bills are 
rendered, as opposed to cash being received), 
while expenditures are recorded on the cash 
method of accounting (expenditures are recorded 
as vendor invoices ~re being paid, as opposed to 
the date that goods are receiyed or the services 
rendered). The foregoing procedure is in viola
tion of generally accepted accounting principles, 
as well as established governmental accounting 
practices and procedures." 

3) "Present system is producing inaccuracies" ..... 
Examples: No comprehensive physical inventories 
are taken, year-end sales and purchase "cut-ofrs" 
are not considered, no machine generated inven
tory data, inaccurate fixed asset accounting, 
inaccurate recording of depreciation expense." 

4) "It is our preliminary conclusion that no mean
ingful results can be obtained from the existing 
accounting system and reporting methods currently 
employed by the Somers Print Shop." 

5) "Absence of Cost Accounting System" ..... Result~ 
Lack of cost control, appropriate information 
not available for cost estimating and co~rcs
ponding pricing, job order profit information 
unavailable, etc." 

In view of the above findings, ECON, Inc. has recommended 

that a complete redesign and implementation of a comprehen-

sive industry accounting system be undertaken. 

The Connecticut Department of Correction was one 

of the first organizations to introduce a computerized cor-

rections information system. Because of a number of opera-

tional deficiencies, the system has engendered a loss of 

confidence in the minds of many of its intended users. ECON, 

Inc. undertook an analysis of the specific problem areas 

and developed recommendations for the redesign and 
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implementation of an improved system (see Volume Vii, Section IV). 

A revised system would afford the advantage of updated in-

mate manpower information for industrial and institutional 

planning and management. It is recommended that the Depart-

ment of Correction continue the planning efforts that have 

been initiated in this area. 

Earlier in this volume we describe the need for a 

job scheduling system at the institutional level. It is 

recommended that the Department of Correction begin the plan

ning of such a system not only for scheduling inmates into 

the FrBe Venture shops but to develop an institutiDnal man

power scheduling system for all inmates. 

In order to meet its job-placement responsibilities, 

Industries must be responsive to labor market conditions in 

connecticut. It is recommended that a regular updating of 

industrial and occupational employment statistics should be 

instituted. Such a monitoring system would properly be ad-

ministered by the Department of Correction's Prison Industry 

DirectoI~. Several levels of monitoring activity can be 

foreseen: major industry group employment checked annually 

or semi-annually, detailed industrial employment checked 

every five years, and specific occupational employment--

current and projected--checked every ten years. The inform-

ation sources that are available for monitoring the job 
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market are provided in Table 111-4 below. 

Table 111-4: Job Market Monitoring Information 

'" 
Data Freg,uencl Source 

Major Industry Group Employment Annual or State DOL 
!semi-annually monthly 

pUblication 

Detailed Industrial Employment Every County 
Five Years Business 

Patterns 

Specific Occupational Employment Every Projections 
Ten Years Prepared by 

State DOL 
Employment 
Security 
Division 

The' operation of the job market monitoring system is de-

scribed in Volume VII, Section ~1-A-3. 

4. Marketing Program 

Table 111-5 provides an overview of the poten-

tial state use sales market in Connecticut and the oppor-

tunity for prison industry expansion over current operations. 

If Industries are to expand the annual sales of its 

various shops, a more dynamic and imaginative marketing and 

sales function will be required, especially in the Furniture, 

printing and Typewriter Repair Shops. The market for these 

shops is comprised of a wide variety of state and municipal 

customers, geographically distributed over the entire state 
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Table III-5: state-Use Prison Industry Market In 
Connecticut5 

PRISON INDUSTRY STATE-USE % MARKET 
SHOP ANNUAL SALES MARKET POTENTIAL CAPTURED 

PRINT $200,000 $8.3 MILLION 2.4% 

FURNITURE 204,000 5-6 MILLION 3.4-4% 

TYPEWRITER REPAIR 4,000 $700,000 0.6% 

OPTICAL 6,000 175,000 3.4% 

DENTAL LABORATORY 16,000 700,000 2.3% 

5 Data for Fiscal Year ending 1975. 

with a heavy emphasis on the local school system market. In 

contrast, the Dental and Optical Shops will deal with only 

one or two customers and will not require extensive market-

ing support. The recommendations that follow apply primar-

ily to those shops, both existing and future, that serve the 

general state and municipal market, rather than those having 

only a few large customers. 

a. Promotion and Public Relations Activities 

Initially, promotion activities should concentrate 

on seeking out and working with groups of prospective customers. 

These groups ar~ quite numerous, and (judging from their reactions 

in the course of ECON, Inc. 's market research study) they will 

be receptive clients. Among the groups that responded positive-

ly to e&panded prison industry activities are: 
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e Capital Region Purchasing Council, Hartford, 

o Public Purchasing Association, Hartford area, 

• Connecticut Public Expenditure Council, Hartford, 

• Capital Region Education Council, Windsor, and 

• State Conference of Mayors, New Haven. 

A prime market for the. expanded activities of 

Industries is the local school systems. Typewriter Repair, 

Furniture Repair, Printing, etc. are all items which schools 

purchase on a regular basis. ECON, Inc. has already estab-

lished contacts with officials in several local school districts, 

both large and small. Several have indicated that they are ready 

and eager to place orders with Industries, once the terms have 

been decided. 

b. Promotional Materials 

In addition to personal contact with potential 

customers and news releases, promotional materials should be 

developed that can be left with potential customers or mailed 

to them which will further elaborate on the products and ser-

vices available from the Industries. These promotional 

documents should consist of professional-looking brochures, 

pamphlets, and catalogs. 

c. Market Research 

It is recommended that a continuing market re

search activity be initiated t~ identify opportunities for 

new products/services that could be incorporated into an ex

panding Free venture Industry program and to provide reliable 
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sales forecasts for effective management of the initial Free 

Venture Industries. The market studies (described in Volume 

VII, Section 2-b) performed by ECON, Inc. provide a good 

baseline from which sales forecasts can be developed and updated. 

d. Staffing and Cost 

It is recommended that marketing staff be hired 

with remuneration based upon a commission on sales above ex-

isting levels. The staffing level and cost of the marketing 

and sales functions will depend primarily on the timing of 

the actual expansion of capacities of the shops involved. 

Current estimates for the aggregate increase in sales for the 

first year of operation range between $500,000 and one mil

lion dollars of added sales volume depending upon how quick

ly t~e Free Venture shops can be made operational. 

The cost of sales for this range of sales volumes 

is estimated to be 10 percent to 12 percent of added sales, 

(beyond present sales) depending upon the production capaci-

ties actually achi~ved. This would mean a dollar cost of 

$60,000 to $120,000 for the first year. This amount would in-

clude approximately 4 percent in commissions (necessary for an 

aggressive sales force), 2-3 percent for marketing staff and 

clerical salaries, and 4-6 percent for cost of promotion. 

It is recommended that the following staff ,be retained to 

further develop and implement the above marketing program: 

• a full-time marketing manager, 

• the equivalent of two full-time salespersons, and 

• one secretarial/clerical person. 
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5. Program Evaluation Plan 

In order to assess the effectiveness of the Free 

Venture Industries, it is recommended that the connecticut 

Department of Correction implement the program evaluation 

plan developed by ECON, Inc. to measure the program impacts 

in three distinct areas; 

o Institutional Operations, 

• Prison Industry Operations, and 

• Post-Release Performance. 

Several evaluation instruments have been developed 

with which to collect the basic data required for program 

assessment. In addition, during the course of this study 

a feasibility analysis has been conducted of the required 

data collection effor~-no major difficulties in data collec-

tion were encountered during the pre-test period. 

Table III-6 provides an overview of the measures 

of effectiveness which provide the core of the recommended 

program evaluation plan. 

In the area of institutional operations it is pro-

posed that measurements of institutional tranquility and opera-

tion stability be made on a quarterly basis. For the former 

we recommend that the disciplinary infraction rate, broken 

down by major and minor infractions, be calculated for the 

~ree Venture Industry labor force on a shop-br-shcp basis 

and that this disciplinary infraction rate be compared 
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Table 111-6: Measures of Effectiveness of the 
Free Venture Industries Program 

Institutional Operations 

Institutional Tranquility: 
Di~ciplinary Experiences 
Vandalism & Sabotage 

Operations Stability: 
Job Assignment Mobility 
Absentee Rate 
Shop "Down Time" 

Prison Industry Operations 

Business Aspects: 
Sales Growth 
Profitability Growth 
Employment Growth 

Contribution to State and 
Institution: 

Savings to State Agencies 
Financial contribution of 

Inmates to the Institution 
Accumulated Manhours of In

mate Labor 

Contribution to Inmate Workers: 
Average Inmate Earnings by 
Skill Level 

bkills Progress 
Job Placement Rate 

Post Release Performance 

Ancillary Data: 
Biographical Data--addres,s and 
living arrangements, marital sta
tus, nutrber of dependents, educa
tion level, drug/alcohol abuse 

Non-Criminal Performance: 
Welfare--payments to ex-offenders 
and family, financial support 
other than welfare 

Employment--employer and location, 
days worked, job type, income and 
taxes paid, placement rates and 
cost, job retention rates, job 
satisfaction 

Involvement in Special Programs-
education, vocational training, 
drug/alcohol treatment, counsel
ing/psychological programs, medi
cal treatment 

Criminal .Justice Data: 
Crime Data by Type of Crime--ar
rests, prosecutions, convictions, 
etc. 

Reincarceration for Parole Viol
ations 



I 

with that of the labor force of other industry shops and 

with the remainder of the institution. Also, Institutional 

tranquility can be measured by comparing the incidents of 

vandalism and sabotage in Free Venture Industry shops with 

other industry shops and all other institutional work pro

grams. With respect to operations stability, we recommend 

that measurements be made of the job assignment mObility 

within each of the Free Venture Industry shops and within 

each of the other Correctional Industry shops on a quarterly 

basis. Similarly, the absentee rate of both inmates and 

staff would be computed and compared for all industry shops 

and contrasted with the absentee rate of the custodial 

staff- We recommend that the down-time of all indUstry 

shops be computed and compared on a shop-by-shop basis. 

In the area of prison industry operations there 

are three program impacts of major interest. The firs t re-

lates to the business aspects of prison industries as mea

sured by sales growth, profitability growth, and employment 

growth. The second major program impact of interest con-

cerns the contribution of Free Venture Industries to the 

state and institution as measured by savings in state agen

cies' purchases, the financial contribution of the inmates 

that is devoted to institutional purposes (including "plow

back" to industrial operations), and the accumulated annual 

manhours of inmate labor provided by the Free Venture shops. 
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The third program impact of interest is the contribution of 

industries to their inmate workers as measu~d by the aver-

age inmate earnings by skill level for each shop, the skills 

progress of the inmate workers within each Free Venture 

shop, and the job placement rate of the Free Venture Indus-

tries' labor force broken down on a shop-by-shop basis accord-

ing to the shop in which the inmate was employed the longest. 
,/ 

The first and third of these measures of effecti~~ness should 

be obtained for other industries and other work areas of the 

institution and compared with the Free Venture Industry ex-

perience. 

In the area of post-release performance, post-re-

lease information should be sought on all paroled and discharged 

former participants in the Free Venture Industries program, 

and for a sample of non-program participants pa~olees and 

releasees. For both samples, biographical information should 

be recorded for later analyses of geriodic measurements of 

several aspects of their post-release activity, including 

welfare and financial support payments to ex-offenders and 

their families, their involvement in special post-release pro-

grams, their employment experience, and their subsequent 

recorded involvement with criminal justice agencies. 

It is recommended that ECON, Inc. 's program 

evaluation methodology and instruments (described in detail 

in Volume VII, Chapter V) be utilized, where pussib1e, to 
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develop an expanded data base that will provide a baseline 

performance record of existing shops. During the course of 

the extended data collection effort the program evaluation 

plan should be revised as appropriate. 

B. Long Term Change 

Recommendations for long term prison industry 

change concern those innovations which should be under-

taken only after a full year's experience has been gained 

with the Free Venture Industry shops. 

of these recommendations include: 

The sUbject areas 

o Program Growth Decisions, and 

o Legislative Changes. 

1. Program Growth Decisions 

The Connecticut Department of Correction wishes 

to expand its institutional programs in coordination with 

its facility construction and renovation plans. The Depart-

ment intends to expand its phased-release program and to im

plement a "continuum policy" wherein the offender',s trans

ition from one institution to another will be facilitated 

by the availability of an integrated sequence of institu-

tional services. As mentioned earlier, if the industry 

program is to be responsive to the overall policy of the 

Department, it is necessary for Industries to plan for the 

establishment of new industries within the rennovated or 

newly constructed facilities of the Department. At Niantic 

C.C.I., the Department is considering the renovation of one 
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of the cottages for the purpose of developi~g a medium se

curity, totally self-contained, industrially organized mini-

institution, with an inmate population of 50. The Depart-

ment is also considering utilizing a portion of the Hartford 

Community Correctional Center for industrial programs. Addi

tionally, the Maverick Corporation of Hartford, Connecticut 

has indicated a willingness to operate out of its own facil

ities (only a portion of which are now utilized for a sup

ported work program) community-based industrial work pro

grams under contract with the Department of Correction. 

(Recently the Maverick Corporation has embarked upon a 

housing rehabilitation program which could provide an unusu

ally attfactive work release program for ex-inmate workers 

from the Furniture Industry at Somers.) 

The above are only some of the known possibilities 

and opportunities for Industries to explore as it plans the 

growth of additional Free venture shops to facilitate 

implementation of the "continuum policy" of the Department 

of Correction. In order to assure system-wide planning it 

is recommended that the Department of Correction continue 

in operation the two departmental planning groups which were 

commissioned to launch the Free Venture Industry program in 

Connecticut. The institutional planning group would con-

tinue to explore changes in the industrial program within 

the institutions and the institutional changes necessary 

to accomodate the former. The composition o~ this planning 

154 

, .. ".~"'"'' 



group would be modified as the focus of the group's effo~t 

shifts from Somers to Enfield to Niantic. 

The community planning group would continue to 

explore the opportunities and necessary institu,tional 

accommodations for develop~ng work programs in the co~munity 

Correctional centers (jails) I and an expanded system o~ w,ork 

release wherein private industry could contract with the 

Department of Correction for facilities and management ser-

vices to operate community-based work programs. 

It is recommended that the Directors of Industries .~-. 

and Education be members of both planning groups. As both 

planning groups will require detailed technical efforts to 

guide their decision-making, it is recommended that the 

Department of Correction arrange continued technical assist-

ance support for this purpose over a two or three-year 

period. It is also recommended that the Department of 

Correction embark upon a three-year implementation program 

for prison industry change in the State of Connecticut, with 

the annual funding level tied to the previous year's progress 

and expected return from further investment. 

Though a long term planning process is envisioned, 

decision-making with respect to the continued growth of Free 

venture Industries should occur on a more frequent basis in 

light of the available resources and the plans which have 

been developed thus far. However, over the entire planning 

horizon it is recommended that the Department of Correction 
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ext~nd its pl~n~ing for industry expansion beyond the state 

prisons and into the Community Correctional Centers, and 

seek to link the prison industry program with an expanded 

system of work release and other community-based work pro-

grams which may provide job opportunities for parolees 

and possibly probationers, In short, if a "real world" 

work experience in the prison setting is achievable 

and prison industry is able to realize its potential con-

tribution to the state, institution; and inmate worker, 
,;. • I 

. then dep'artmental sponsored work programs in the community--

particularly for short term offenders on parole--should be-

come a high priority for the Department of ,Correction. 

Within the Department prison industry and educa~ion/voca-

tional education are two resource programs whose plann~ng 

,efforts m~st be closely coordinated to provide sound plan-

ning for industrial growth. Outside the Department of 

Correction, private industry provides a valuable potential 

resource for extending the work program into the community. 

The identification of specific firms willing to participate 

in this industrial expansion program and the definition of 

their area of activity should be a major item on the agenda 

of the industrial program planning committee of th~ Department 

of Correction. 

2. Legislative Change 

During our study of prison industries in Connec-

ticut we have encountered a number of problem areas which 
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can and sh~uld be addressed within existing legislative con-

straints. It is recommended that one full year of experi-

ence with the Free Venture shops be acquired before submit-

ting a package of legislative reforms to the legislature. 

We believe that a piece-meal approach to legislative change 

in Connecticut is inappropriate, 6 and specific reco~men-

dations for a legislative reform package would be premature 

at this time. However, there are a number of subject areas 
I 't~ ~. ~, 4- (J i"~ :j-:~';".b '~~;, 

we believe should be considered- ih·the formulation of 

legislative reforms. We recommend that the Department of 

correction appoint an attorney to the industrial program 

planning committee to provide legal expertise in the delib-

erations and planning of the desired legislative reform. 

The subject areas which should be addressed in the depart-

mental planning sessions include: 

• enabling legislation to encourage private 
industry involvement on the grounds of 
correctional institutions, 

• modifications of the state-use law to permit 
sales of inmate-made goods to state agencies 
and political subdivisions of other states, 
and to the Federal Government market, 

e enabling legislation to permit the sale of 
inmate-made products to the open market, 
providing inmates are remunerated at the 
prevailing wage rates, 

6The problem of licensing the Optical Shop at Somers 
and/or removing the legal barriers to ex-offender 
employment in this area may require an exception to 
this approach. 
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• legislative changes which may be required to 
provide training and monetary incentives to 
industry supervisors and staff, and to provide 
Industries with increased flexibility in its 
day-to-day procurement operations, 

o removal of barriers to ex-offender employment, 

• enabling legislation to permit the Department 
of Correction to involve parolees in department 
sponsored work programs, and 

o enabling legislation for workmen's compen
sation which clarifies the status of inmate 

. . workers as employees of some legally recognized 
~. ";:~~~':f!, _'a:~o:;:;~(,:~~~,#'-~t'F~·-~\·~n ti ty 

. </~t.';,J: ~'" e, lI.';~!7'.~i::;r ¥' . -¥o - • 

.• " ,.".~.~ J,.. . . k. ,;, 

' .. ,;- .. ':~~.'Tp..~ ::a.bo~e list is not intended to be exhaustive, but illus-

.. ~ 

I, 

trative of the legal issues which should become a part of ....., 

the Department of Correction's planning efforts for the 

growth of industrial programs. 

Figure III-2 provides an activity schedule for the 

Program Management Plan for implementing both short term and 

long term prison industry change in Connecticut. 

, >1 

/1 
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Figure III-2 Scheduling of Program Management Tasks (cont'd) 
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