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ABSTRACT: 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 institutions, 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 gystem 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 info 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;
gradually 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-making business operations.

The volume discusses the relationship between the Free Venture
program and other components of the correctional institution,
and outlines a proposed implementation strategy. Opportunities
for short-term changes, such as establishing a number of Free
Venture Industry shops and developing 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 are provided through-

out the volume to illustrate the evaluations and recommendations.




I. OVERVIEW OF THE STUDY METHODOLOGY

A. Purpose and Organization of the Study

It would appear that everyone ~ citizens, judges,
prosecutors, legislators, police, academics, prisoners énd
correctional administrators - is éxceedingly disillusioned
with America‘s prison system. The report of the 1973
National Advisory Commission on Criminal Justice Standards
and Goals puts it succinctly: "The American c¢orrectional
system today appears to offer minimum protection for the
public and maximum harm to the offender ; . .+ corrections
are plainly in need of substantial and rapid change."

Just as there is agreement'about the inadequacies
of today's correctional institutions, so there appears to
be agreement in this work~oriented socilety that prisoners'’
vocational skills and prcductivity must be significantly im-
proved. The President's Task Force on Prisoner Rehabilita~
tion (1970) cbnsidered that goal to be central.,

In this context, our contract entitled "Study of

the Economic and Rehabilitative Aspects of Priscon Industries"

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

priscon inmates.



The Economic Question

The status of the prison industry is practically
analogous to that of the relationship between undeveloped
and developed cocuntries. The underdeveloped country and
the priscon industry Are characterized by disguised unem-
ployment and very little economic capital. Aé 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 are, therefore, exploited by
the mother country, in this case the outside or free world.

One of our major purposes under this contract was
to study alternatives to this relationship. We have set
out teo identify markets that can be served by prison labor,

1
measure the economic resources required by prison industries
to serve these markets, recommend changes in the business
management practices of prisen industry so as that it may
operate effectively, and evaluate the financial returns on
this investment, <

The Rehabilitative Question

Since the invention of the penitentiary, one rehsbil-
itative concept after another has been evolved and absorbed
into the prison system in continuous efforts to overccme the
inherent weaknesses of confinement. Isolation, penitence,
work, recreation, vocational training, academic education,
education for living, individual psychotherapy., pastoral

counseling, medicine, psycho~pharmacological approaches,




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 canﬁot rehabilitate. This proposition
is logically unverifiable in the positive sense. Moreover,
our study team has observed occasional programs which do
have outstanding records of rehabilitation.l 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 so long as sociéty continues to incarcerate
people it is in the social interest to continue the search
for prison programs which do rehabilitate at least sone

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. :

»
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work habits, both of which must be viewed as necessary
though perhaps insufficient conditions for rehabilitation

of offenders. The correlation beﬁween recidivism and post~-
relgase employment, first documented by Glaserz, under-
scoreé the importance of ex-offender employment to rehabili-
tation. Yet in ﬁhe 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
markeﬁ demands of the geographical areas to which these
workers will return. Moreover, relatively few prisoﬁ in-
dustry workers express an interest in working in a related
job upon release; for thbse 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 p;ison industries mirror the "outside
world of work" as closely as possible 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.




Specific Tasks of the Study

Several major tasks were required3 for this’sﬁudy;
these are listed in Table I-1l. All but the first two tasks
are discussed in detail in two volumes of this final report,
Volume VI, "Analysis of Prison Industries and Recommendatiotns
for Change", and Volume VII, “Technical Tasks and Results.*
For the convenience of the reader, we summarize here the work
performea 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- j
out the United States. A bibliography of éource material is ;
provided in Volume IXI. 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.

3Statement of Work, Contract J-LEAA~033-75



Table I-1 Major Tasks of the
Prison Industry Study

Literature Review

Host State Site Selection

Job Market Survey

Inmate Manpower Capabilities Survey
Sales Market Survey

FEconomic and Management Review of Prison
Industries

- Custodial Analysis

- Production Analysis

~ Financial Management '‘and Accounting
System Review

- Profitability Analysis

- Post-Release Placement Serv1ces and
Information Systems

Program Management Plan Including Time-
Phased Recommendations for Prlson Industry

Reorganization

Technical Assistance
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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 resﬁlting in the formula«
tion and implementation of recommendations for restructuring
prison industries there, we visited Colorado, Connecticut,
Geofgia, 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 ve
reviewed their work/training programs, budgets, industry
financial reports, institutional inmate records, employment
services at release, post~release 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 develop 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



candidate states appears in a seperate, interim report,4
The state of Connecticut was 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. Figuxe I-1l provides an
overview of the individual studies performed in Connecticut.

In the lower lefthand corner of Figure I-1, we have
¢ombined 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 thg model
industries program in Connecticut.

The job market survey examines the projected fu-

ture job openings by industry and cccupation 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 sheps in Connecticut was also identified,

together with the barriers to the employment of ex-offender

workers from these shops.

4 , ,
ECON, Inc., "An Interim Report on the Host State

Selection Task'", November 11, 1975.
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Figure I-1 Prison Industrxy Study Overview
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The inmate manpower survey focuged on the compil-~

ation of a biographical profile of potential inmate workers
within the state prison system of Connecticut.  In addiﬁion,
we conducted a survey of those characteristics which may
limit the size of the work force availaﬁle 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 reguire-
ments, the projeéted manpower requirements, the training
requirements, and the versatility of the shop eqﬁipment and
risk of obsolescence.

In the upper portion of Figure I~1, Qe 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 institutional impact of the existing industries
program in terms of disciplinary infractions, vandalism and
sabotage, and work/program interruptions. Next, for each of
the existing industry shops in which, during the course of

our surveys, the inmates expressed interest in related post-

release jobs, we conducted a production 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-1, the outputé 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 I-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 togethexr to contribute their technical

‘expertise in one or more specialized areas of the study.

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

bled of persons with special interest in ‘and knowledge of

11
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the legislative, correctional, 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 hélpful to the research staff in terms of increasing

awareness of problem areas, guestioning 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/nmarket 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

3

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 I-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 refexs to information which details the quantity
and guality of various types of resources-~both capital and
labor-~within the prison setting and how these arxe 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 reéarding methods of capital investment,
finance, selection of the mix of products and services,
emphasis of work programs, work incentives, marketing pro-
grams, training programs, job referral and placement services,
and ex-offender follow-up programs.

This information affects both the demand and sup-
ply analysis of prison industries. On the labar supply
side, it determines and limits to a large extent'those skills

in which prisoners will be trained; on the labor demand side,

14
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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 focuses on the demand

for ex-offender 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 generél labor demand over

at least several years is required.

The labor market supply analysis reguires infor-

mation on the supply of labor over time by job skill avail-
able from boéh the non-offender and ex-offender population
by location of the ex-~offender population. For the near
future exfoffender population,Aa manpower survey of offender
skills, aptitudés, work experience, education, etc. is needed.
In addition to the inventory data on guality 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
equipmént. Potential relocation and redesign of the state -
prison system into smaller strﬁctures will have a bearing
.on the types of eguipment needed, the orgaﬁization of‘the‘

production processes, etc.

16



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 peré
mitted to be spent on capital equipment. These constraints
nay 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 quélity
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 qguality and guantity of prison labor,
the effectiveness of effords tovupgrade the guality 'and
quantity of capital, the amount of new capital that is util-
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), and institutional security procedures
are examples of such policies. Eederal and. state staﬁutory

constraints also affect the availability of prison industry

17




products. As correctional policies and basic legal provi-
sioné are revised, a considerable shift could occur in the
demand and supply of prison labor.

The interactions between correctionél policies
and the existing and projected demand and supply situation
determine the efféctiveness 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, hbw 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-offendéers 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 4is its social impact both within
and without the érison; e.g., how do the policies and practices
of the correctional institution affect the probability of

crime, ergo victimigzation?



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 prisoh, 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 ability to provide
family support, and to participate in industrial training,

and job placement.

Table I-2 pres=nts a possibly oversimplified,
vet useful, taxonomy of the tvpical problems which we found
to affect prison ihdustry operations. Theé taxonomy is shown
in a hierarchical form, which corresponds to the cause 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
fecent 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

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

@ Lack of well defined industry goals and
standards of accountability

@ Constraints of institutional routine

e Prison industry management/operations
problems :

low wages and pfoductivity

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 this model prison industries
rroject isywork—-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 Corxrrectional Industries adeopt & fresh
approach to guide its operations. The Free Venture model
for Correctional 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 outgide 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 prepardation of inmates for release
into community

@ fixing responsibility--with financial incen-
tives and penalties--for job placement of in-
mates upon release into the community

|
|
|
|



o financial incentives to prison industry for suc-
cessful reintegration of offenders into the
community

6 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 incluae 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 wiﬁh a sharing of cépital 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 contiacting
for inmate labor with the Department of Correction) and
inmate’owned and/or operated businesses under the super-

vision of state officials. The operafing 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 ratesg, 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

22



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 results, and adjust shop
operations in accordance with experience. The only
"optimal" strategy that can be recommended a priori is to
test several variations in the business forms and opera-
tions simultanéously, discarding those which do not work
very well, and p;rsuing vigoréusly those which do. This
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 Analysxs

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

Freé 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 egquipment,
space and staff personnel. These represenﬁ investmenﬁs 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 éf 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 priscn 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 p£esented; and finaily, the methodology by
which one measureé the specific benefits accruing from the

Free Venture Industries program is presented.

1. The Concept of Public Goods and Rationale
for Government Spending

A working definition of a public or social good
is a 'good or service which, if "consumed" 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 anvone 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 godds. Failure to pass this
test is said to be a case of "market fa,ilure";5 and the
goods and services in gquestion are candidates for public

provision.6

5This does not imply a value judgment.

61t is important to stress that these goods are but
candidates for public provision. They do not neces-~
sarily have to be publicly provided. The reasens
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 and 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.7’8

It is generally recognized that it is in the in~
terest of social well-peing to provide cerfain goods and
services, the individual consumer does not determine how
much to allocate for their provision. Typical of these de-
cisions 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. Althocugh 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 separate
unit or beneficiéry 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.

7Externalties may be either costs or benefits.

8Calling'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 SBocial Rate of Discount

The concept of social rate of discount and the
technigque 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 evaluation of

given quantities of consumables available at different
points in time. For example, if, in yvear 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 heice, then
their rate of time preference is said to be 5 percent.
Alternatively, the rate of time preference may be Hefined
as the rate of interest which consﬁmers 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 reflescted 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) ¢f 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 interegt~rate concepts

should not be confused: the rate of time productivity is

an objective, technical concept; 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 usﬁally come solely
from private investment projects: part of the resources
will surely come from private consumption. It follows
“that the opportunity césts of the resource transfer must
Areflect 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
regquirement creates enormous difficulties in any attempt
to estimate an approepriate 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 consumptiqn ox
investment to public sector use, and to express this sacri-
fice in the form of an annual rate of return, r.

¥

3.  The Technigque of Discounting

‘Discountiﬁg is a technigue that allows a time
stream of c9§tsf(or benefits) to be expressed as a single .

numerical value. The parameters® 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

o c(t)
j=avs (t=0) =Z (l+r)t
=1 .

in which t=0 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 (tj.

Figure I-4 shows five payments made at the begin-
hing of.each time period, t=1, 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=0.

Using the formula given above and a discount

rate of %0 percent, the present value of the cash flow is:

100 i 100 + 100 + 100 + 100 = 379
1.10 {1.10)2 ‘ (r1.10)3 (1.10)4 (1.10)° ’

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

$379 at t=0 is economically equivalent to five payments

of $100 each over five years starting at t=l.9 Were the

9Note that later costs (or benefits as the case may
be) are more heavily discounted then earlier ones,

i.e., PVC (t=1) = 100 = 91; PVC {t=5) = 100 = 62.
S 1.10 (1110)5
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Dollars

400

300

200

100 ‘:f

PSPV (t=0) = $379, r=.10

C(t)=100
t=0" 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) $433; were the discount
‘rate 15 percent, the present value would be $335.  The
higher the discéunt rate, the lower the present value, and
vice versa.

Because benefits and costs accrue over time and
because costs are incurred before benefits acc¢rue, the dis-
counting technique 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 speqific

ways the methodology will be implemented for this study.

4. Benefit/Cost Analysis

Figure I-5 illustrates a basic model for benefit/

cost analysis. In the model, a cost stream of §100/yvear

over period t=1 through t=3 and a benefit stream over the

period t=3 through t=10 are anticipated}o The model dis-

plays the expected characteristics of an. investment decision
"model; i.e., costs are expended first, with the expecta-

tion that benefits will be yielded later.rlr12

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.

‘1lThe 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 defined and estimated.
12p6r simplicity, an equal-value annual cost and benefit

stream was presented. v
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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 thé 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 AL
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 gquestion is to determine whether

»

the costs and benefits, if realized, would constitute an
economically sound investment. The definition of economi-
cally sound is that the present valué 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

13The equivalent of Connecticut's Finance and Control,

lQPrivate communication with the Connecticut Department

of Commerce.

B
Y
5,

N 151f the net present value is exactly zero, then the
investment just pavs for itself.
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Table I-3

Project Evaluation

Discount

Present Value

Rate Net Present
r Costs Benefits Value
5% $§272 $293 $ 21
10% $249 $221 $ -28
15% $228 $169 $ =59




the conditions given in the basic model under different
‘ . 16 '
discount rate assumptions.
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 the 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.

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

Benefits

Activities provide eConomic benefits in only one
measure: 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

2

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

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

l6Rrecall from a previous section that the role of the
discount rate is to weight the opportunity cost of
investments made in the public sector.

17phis is commonly referred to as the "internal rate

of return" of a project.
18 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 capital (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 pirice 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
contribufion to the value added.

This leads to the first benefit measures of indus-
tries: (L) the wéges and profits of prison industries and
(2) the wages of employed ex-offenders above those which
they would have received without the prison industry program.
They are represented by By and B3 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
co#t, and the freed resources may then be put to the use of
the production of additional output.

When Correctional Industries provides goeds and
services to state agencieé at comparable quality but lower

prices than private sector suppliers, this is a case of

19

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




Sources of Benefits

@ Wages and Profits of
Prison Industries (Bl)

8 Wages of Ex~0Offenders (B,.)

2

® Cost Savings

- to public agencies from

prison industry purchases (B3)

~ from reduced criminal justice Benefit/Cost Model
costs (E4)

8¢

$B

Sources of Costs time

: sc
® Expansion of Existing ’”ﬂf,awﬁf’”"*’—dﬂgrﬂfflﬂ’

Prison Industries

@ New Prison Industries

Figure I-6 The Sources of Economic Costs and Benefits of the Free Venture Model
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cost-reduction benefits (B3 in Figure I-6)})". The state agen-
cies may then reduce their purchésing budgets (reduce taxes)
oxr expand their service levels through additional pﬁrchase,
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 ecidivisn (84).
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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II1. THE FREE VENTURE MODEL FOR CORRECTIONAL
INDUSTRIES IN CONNECTICUT

A. Description of Correctional Industries' Current
‘Qrganization and Operations

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 becane
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
Connecticut

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--Somexrs, Enfield, Cheshire, Niantic--

but also is responsible for parole supervision and the county
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print shop, mattress shop, furniture manufac-~
ture, and tag shop. In the past year, 94 in-
mates were employed, and sales. totaled approx-
imately $275,000:

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
Island 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-1 provides
a summary description of the labor force by shop.

An overview of the scope of Correctional Indv %rie-
operations can be gleaned from Figures II-1 and II-2 wﬂich
display industries' growth over the past five years in tarasg
of sales and size of work force. The major contributing sitops

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

© Somexrs -~ Clothing Shop, Laundry Shop, Print
Shop, and the three Furniture Shops;

o Enfield - Sign Shop and the Dairy:

© Cheshire - Tag,Shop and Print Shop;:

@ Niantic - negligible.

Unfortunately, Correctional Industries' profita-
bility data on many of these shops is highly erratic and mis-~
leading. = For reasons of éoor éxisting’accounting oractices
and financial controls {discussed later in Chapter III-A.3.)

no meaningful information of shop profitability can be
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Table II-1 Description of Existing Correctional Industries

f ft Average i o

! i # ol i Numbex

i Shog y  Inmates . | of ! Broducts

1 i Emploved | Staff i

‘ ! In e ! i
i " s
i Somers A ,’ f i
| Clothing X 37 ' 2 | 1Institutional Clothing ,
Irint : 29 ; 2 State Form ,:
’; Uoholstery f 20 f 2 § Chairs, Couches i
L Datz Processing ’ 7 ; 1 i Computer Products

} Laundry i 34 4 g Insiitutional Laundry Services
i Small Engine 14 2 1 Lawn Mowers

§ Tyrewriter Repair iE 1 Electric and Manual
f: Dental Laboratory 11 1 Dental Flates
30p:ical 7 1 Lens, ete.

Furniture 70 4 Wood Furniture

Warghouse 7 1 Storage Services

Business Office ig 1 Administrative Services }!
Enfield i %
Sign 43 “ 4 ; Highway Signs }
Dairy , 31 4 ‘ Milk |
Loriculture 10 1 Animal Feed i
Garags 20 2 Repair & Service of Industry Vehicles |
Cheshixe

Tag 36 4 License Plates

Print -0 5 Books , Forms, Signs :
Cabinet 135 2 Furniture

Tool and Dig 8 1 Maintenance

Siantic

Keypunch 10 2 Punched Cards

Sewing 8 1 Repaired Clothing
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Figure II-1 Correctional Industries' Annual Sales
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Figure II-2 Correctional Industries' Annual Work Force
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presentea 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 coﬁnty detention facilities) which house accused con-
tinued holdovers, and short term sentenced {one yéar or. less)
inm;tes——in addition to the work and education releasees.

The six facilities have a combined rated capacity of 1608,

a 1976 average population of 1330, and a total staff of 472.
There are also 25 units housing community releasees and half-
way residents, most of which are administered and supported

. by agencies outside the Depaxtment. Figure II-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 assistance) 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 Biidgeport. 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 is
unigque, however, in that Correctional Industries reports to
the Director of Education. The resulting management struc-
ture of Correctional Industries is shown in Figure II-4.

ECON, Inc. has observed some important advantages and
disadvantageskthat result from placing €orrectional Industries
undei the responsibility of the birector of Education. On
the positive side of this arxrrangement, one can point to the
fact that a process has been initiated by which vpcational
education can be integrated with Correétional Industries.
Indeed, most of the newer industries developed from vocation-
al training programs; equipment initially purchased for train-
ing purposes later was appliea to'production shops,; though
training remains a ccmponent 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 shope is
credited toward union apprenticeship. Finally, there seems
to be a cooperative working relationship between the state
Departments of Labor and Education and Correctional Industries.

On thé negative side, effective business management

has unguestionably been relegated to a very low priority--not
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only at the top leadership level but throughout the organiza-
tion of Courrectional 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 skeptical-~not only of the

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

world product%on experience compared to increased training
programs. Thus, it appears that the assignment 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

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,

- transferabla training and job skills,

partial reimburuement of the state by inmates for custody
and welfare costs, as well as restitution payments to
victims,

graduated preparation of inmates for release into
community,

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

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

self-supporting or profit-making business operations.
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has developed specific recommendations concerning the
starting conditions and the development phase of the Free
Venture Industries implementation program. During the first
vear of the implementation program, we recommend the estab~-
lishment of a number of Free Venture 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 f£irm engaged in the manufacture of small en-

gines (e.g., Briggs & Stratton, Cummings, etc.) and/or re-
tail sales of small engines (e.g., Sears & 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 should 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 prisons (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 sche-
dule, shown in Table II-3 is recommended for inmate workers
in Free Venture shops during the ordinary work week. It
should be noted that all state workers in Connecticut (and,
hence, 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 day.

b. Inmate Wages Based Upon Work Output

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-
vei of each inmate worker in their respective shops and the
range of hourly wage levels within gach skill category that
these inmate workers could reasonably exptct 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 t7 each of four

; 1
different skill levels that are found in many of the 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.

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.

2550 p.m.
3:00 p.m.

4:00 p.m.

5:00 p.m.

9:00 p.m.

4:30 a.m.

Wake up

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 trainees; 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-
ing order of capability are: (1) the general or unskilled
worker, ({(2) the semi~skilled worker, and (3) the skilled
worker. For each of these skill levels, we recommend an
hourly wage level of 96¢ an hour for the general, unskilled
Worker,kSl,OB an hour for the average 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 the shop and on each worker's con-
‘tribution to those profits rel;tive to the average workerx
pgrformance 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 levels 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 furthex recommend that
the shops' profits be’computed'on a quarterly basis,; posted
on the shop bulletin beward, and retroactive wage adjustments
made as required to eadh 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, depending 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-
£it margins increase.

It is recommended that all workers in the Free
Venture shops, except trainees, should be given one week
2

paid vacation® after the first vear of emplovment and should

be paid for those holidays that the shops close. Tf shobs
close due to supervisors' vacations during the year, this
should be the period when the inmate workers also take their
vacation.  If the shop remains open year-round, except for
holidays, then the inmates could be given the option to use
their rvacation 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
oidinary work week to visit with his attorney, meet with
the Parole and Pardon Board or Sentence Review Commission
or, in the case of emergeﬁcies, with his counselor. Alter-
natively, the paid leave might be used in connection with
a furlough. However, we :ecommend that the inmate be re~

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

one week (except for illness, which shall not be paid).

2
This 1s the most typical vacation schedule for the
private sector in Connecticut.
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¢. Productivity Standards Comparable to
Outside World Business

Through interviews with the supervisors of
Correctional Industries' shops at Somers, ECON, Inc. has

developed for each shop a table of the typical inmate labor

hours reéguired by skill level (trainee, average worker,
best worker) to manufacture oxr service esach 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 gquantity and quality of the shop's pro-
duction efforts. - The generally low productivity apparent
in Cerrectional 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
4Print Shop, the Furniture Shop, including the Upholstery
Shop; the Woodworking Shop and the Furniture Refinishing
Shop; Dental Laboratoryjy; the Typewriter Repair Shop; the
Optidal 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 ECON, Inc.'s reports for the shops, and
should meet on a monthly basis in order to touxr 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 U.S. Department of Commerce.
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"esntral authority" regarding work and other assignments

within the prison setting. Howevex, if this central author-
ity is too broadly construed, Correctional Industries will
be faced with an impossible task, viz., 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 concluded that the Committee is unquestionably
an effective vehicle for management of inmates. However,
it is clearly the responsibility of Correctional Industries
tokmanage its resources, both capital and labor, effective-
1ly. These’considerations prompt us to propose a division
of responsibilities which attempts to previde 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 diréctcr would freely recruit
and hire from the pooi 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
discretion in the promotion or dismissai of an inmate em-
ployee and in the imposition’of lesser penalties, e.g., re-
duction in paygrade, or temporary layoff withoutkpay, for
shop~related infractions. 1In 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 the Director of 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 eﬁ—
ployed‘ﬁithin 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 t¢ 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 the industries program.

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) detexr-

mining inmate eligibility foxr the candidate labor pool for

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

labor pool.

Determination of Eligibility fox Free Venture

Industries

1.

The classification "system", 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 geocraphical distribution for
ex~inmate workers, and the outside wages
and growth potential of shop occupations.

»
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b. A Directory of Occupations, broken into
duties, wage levels and job specifica~
tions for each Free Venture Industry.

This list of all occupational titles would
be broken into three 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
gqualifications for every job. Generally,
the entry-level category will have identi-
cal gualifications, e.g., time-to-serve,
education level, medical gualification,
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-
gskilled and skilled jobs within each in-
dustry.

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

4t the second stage in the Classification
process, the counselor receives, or helps to
complete, the inmate's application, and screens
it to determine whether the applicant meets

the specifications listed in the Directory of
Occupations.

If the inmate does not possess the gualifica-
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 gualifications, if
feasible. If the plan requires programnm
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.

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 Correctional
Industries at the level for which he is apply-
ing.
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8.

The Classification Committee will meet with
the applicant, review his application, and
approve oxr reject the reqguest using current
criteria. The inmate may voluntarily weive
personal appearanco.

If the Committee rejects the appliication, thay
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 Committees will refer

the application to the correctional counselor
for action, and either assign or continue

the inmate on an insitutional job.

If the application is approved, the Classifi-
cation Committee will send the inmate's name

to the Industries! director, indicating

that the person is certifisd 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.

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

Hiring From the Pool of Certified Eligibles

1.

The Industries' manager at a given institution
will receive a list, by level, from the Classi=~
fication Conmmittee of certified candidates for
Correctional Industries.

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

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

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 know are qualified
to apply for future jobs.
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Mindful of Egqual Opportunity and affirmative
Action guidelines, the Industries' manager
will, upon receiving completed applications,
screen out non-gqualifiers, and select the
hest "paper candidates".

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

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

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

The Classification Committee will give notice
te 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 sélected 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. Transferable 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 which an inmate who

is adequately performing his Job in prison industry would

be gualified by virtue of his prison work experience. A
mapping of regquisite skills for each Free Venture. Industry
job slot and the outside world occupations for which that

job slot qualifies an inmate worker should be developed 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 review and approval. In addition,
prior to beginning his industrial work agsignment, 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 whic¢h he seeks to enter. At the zon-
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 gquestion. 1In addition to ithe 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 acguired

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 supervisoyx). Finally, upon
termination of the inmate from the shop, the progress by
each inmate worker should be reviewed with him by the shop
supervisor.

2, Partial Reimbursement of +the State by Inmates

From all non-trainee workers in the Free Venture
shops, we recommend that the following deductions bhe taken
from their gross pay:

a. Twenty-five percent of their gross pay as a
chargeback by the institution.

h. Where gross wage levels dictate, deductions
would be made for Federal income tax.

c. Subject to an overall upper 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 50 percent constraint, for re-
stitution payments to victims of crimes are
recommended, if some of the problems that
have been encountered recently with the State
Legislature in this area can be resolved.
Table II-4 illustrates the scheduls 0f wage
payments. and deductions that we recommend.

We regard thes amount of spending money permitted
an inmate within the institution to pe an institutional se-~
curity/discipline matter and suggest that its resolution be

left to the warden of the institution.4 We uwrge, that any

forced savings plan which might be instituted offer the inmate

4We note that some states have explicit administrative
regulations with regard to limits on inmate spending
monev while others (i.o., Minnesota) have ne limita-
tions in this revard.



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

99

Gross Gross Re;ziging Pederal Welfare Net Net
Hourly Weekly Charge Income Costg &/?r Weekly Hourly
Wage Wage Back Tax Restitution Wages Wage
<50.14 <8 5 $ 0.00 $0 $ 0 <$ 5 <€$0.14
0.57 20 5.00 ¢ 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
. 3.43 120 301.00 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.




s
A
B
.

Pt ol

some degree of freedom in investment opportunity and permit

the accrual of interest or dividend payments to his account.

We do not; howevexr,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 c¢ivil suilts, attachments, etc. should be
explored and 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, 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 additicnal 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 noct to exceed
10 percent of the accumulated chargeback each
guarter.

67



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 systenm
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 Maxch 1975
and January 1976 to March 1276. ©No significant difference
in the pattern of phased-release 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 II-5 displays the major institutional flows
that result from the graduated release of adult male felons
from the maximum security prison at Somers to community 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. Aas

is evident from Table II-5, the average total duration of tnhe
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 any one 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 - D/P 19% 23
S ~ E - D/P 40% (13+11) = 24
S -J - D/P 17% (21+4) = 25
§S-E-J~ D/P 24% (13+7+4) = 24
100%

Average Time To Release Equals 24.0 Months.

Legend: Somers J = Jail or Community Correctional Center

=
1l

Enfield , D/P = Discharge or Parole
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This mobiliﬁy poses a challenge 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 institutions to which
an inmate may be routgd as he apprcadhes telea;e, 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;
this would be uneconomic and, in the case of severxal shops,
a burden con, the abiliﬁy 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

Sone exception that could be made to the "no-shop dup-

Iication rule” involves the Typewriter Repair Shop
since this shop requires a small capital investment
and has a potential sales market large encugh 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

purdened 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 soue problems.
Lack of shop duplicatio; necessarily implies that an in-
mate who has been trained in one area of work and who may
have achieved a high level of proficiency will, if regquired
to move to a less secure institution, have to learn a new
trade.  OFf 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 wages 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 financial 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 managexr 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-

ettt

Constraints 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 prisons and jails by devasloping gxtensions of exist-
ing shops at other locations. The Connecticut Department of
Correction prefers this approach and suggests, for example,
that bookbinding aﬁd 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 analys4
sis of the potential sales market and profitability of anyv
"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 responsibiiity of assuring job placement for

73



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 emplovment.
The Director of Industries should exercise sole discretion
over the coordination of job development and job placement
activities for any particular inmate, whether this e¢oordi-
nation be through the Employment Serxrvice, public or private
sector contacts known to Free Venture Industry shop super-
visors, or Advisory Committees. Otherwise, the Diractor

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 upon 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 achisved
a semi~skilled level and $900 if the worker were unskilled.

We anticipate that the average cost to provide job placement

e

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

minimize the opportunity for abuse of the gate money progran,

Placemant 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 gqualified for the position or salary or whether
some personal characteristic (not historical-but operative
during the interview) of the candidate was the deeciding factor.
if the latter reason is consistently cited for the no-job-
offer decision, then the ex-inmate would not be eligible fox
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 be, terminated; 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 upon 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

75






shop and, in addition, tﬁat he require a minimum 12 mor¢h
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 comn=-
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
time job. In addition, our field wvisits 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

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.

76



industries, we would place the responsibility for assuring

an effective job placement linkage of ex-inmate industrial

workers on the shoulders of the Director of Industries.

The job placement efforts would be financed by the institu-
tional chargeback from inaustry workers; if a joub cannot be
found, gate money may aidlo the transition process from the
prison to community reintegration.

With regard to the mechanics of the financial in-
céntives '‘and penalties, we note that 1f 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 work force. This amount is more than sufficient to
pover the cost of providing job placement and post-release
support services as well as gate money payments, even assun-
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 Venture Industry workers
are released from prison. This would result in a $12,000
cost of providing job placement 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.

lO.Lenihan, Kenneth, "The LIFE Project, Some Preliminary

Results, Design Questions, and Policy Issues,”" Bureau
of Social Science Research, Inc., Washington, D.C.,
February 1l975.
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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 ex-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
éupport efforts of the Director of Industries.

Since the gate money plan is self-financing, its
major drawback is its potential for abuse. If,vdeSpite con-
trols to safeguard against abuse, it nevertheless occurs
regularly, we see no ;eason why this component of the pzro-
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 Industxy for

Successful Reintegration of Offenders Into
the Community

During recent yvears government agencies at alil
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
gainiug 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 demand for services, At present, many states
have adopted what is termed a prospective rate review sys-
tem 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
physicians. For this rate, the doctors agree to provide all
medical care including hospitalization for no additional
cost. 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 (if 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 épproach 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
Operations

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 ungquestionably 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 démands
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 develpping 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 wvery 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 successful reintegration of ex~-offenders
into society. By adopting an expanded view of the nature
of the business opérations of prison industry, these two
objectives need not conflict. Given adeguate 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
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expanded concept of the industries profit and loss statement.
Revenues from the sale of prison industry goods or services
minus the cost of production and sales will yield one com-
poneht 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 Venture 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
sbecial 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 funds deducted from each
Free Venture inmate's paycheck will augment the inmate sal- i
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
EébN, Inc. in program planning meetings at Somers.

Second, one function o0f the industries worker cer-
tification program is to show inmates the paths by which
persons are selected to become Free Venture workers. Through
these procedures, inmates will hopefully understand the rea-
sons why workers are chosen, and the staff decisians 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.

Fou;t?: spending limits for inmate workers will

N LRI
B T M B 2
Ty .

‘not be incré&ased above those for non-workers, despite the

"
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large increase in spendable income. Somers currently limits
each inmate's monthly spending to $80.00. It is felt that
if this limit is increased for industries workexrs, feelings
of hostility within the general inmate population would be
created 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.

Fifth, the industries positions will be declared
"5-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 hidgher "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 of participating
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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- i}
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 th; 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 dénying 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 Commitments From Inmate Volunteers
for Free Venture Industry Shops

Education and/or
Minimum Time To Treatment and/or VYoc, Education
Served After Good Maintenance or Free Venture and/or Work Release
Time Allowance Operations Industries Case~by-Case~Basis
(Months) (Months) {Months) (Months)
3 - Not Eligible -
12 - Not Eligible -
15 - 12 £°3
18 - 12 £ 6
24 4 12 < 3
30 6 15 <9
36 8 18 <10
42 10 21 L11
60 16 30 <14
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time of those inmates who voluntarily seek to enter the
Free Venture Industries.

The work programming plan requires that all in-
mates who have a minimum of 24 months of time to serve com-
mit four months to institutional maintenance or operations
work, to commence immediately upon signing of an industrial
work agreement,ll 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 of their prison
stay would be devoted to a combination of treatment programs
and institutional maintenance or operations work, and 50
percent could be devoted ta Free Venture Industries. The
!

ECON, Inc. has also pProposed that a Mutual Agreement Pro-

gram Plan (detailed in the Appendix, bgs. 99-115) be em-

p}oyed as ? management tool. This would be to assure

the inmate aerer he suscessoaily sheriomecPhpItunitics to
. y 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 dasigned to meet Free Ven-
ture entry requirements, and for work release, after comple-
tion of the Free Venture work programs. In addition, the
unprogrammed time period could be used for non-~Free Venture
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
regquirement of a minimum 12-month industrial commitment,
the work programming rules implied by Table II-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, ané
(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

elastic to 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 sexvice time would render them ineligible for the pro-
gram because of the l2-month minimum work regquirement 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 mornths,

162 workers; after 23 months, 168 workers. y:\ steady—stéte
level of 174 workers is ultimately reached.

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 level of 324 workers 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/oxr voca- f
tional education assignment. Under this condition, the build-
up rate for the industries labor force is 126 after 11 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-
cludes inmates who may not participate for reasons of security,
those inmates who would voluntarily decline and those who are
not hired 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, 1f the actual number of
participants in the Free Venture Industi}g§ were 20 percent
less than the number of inmates who are time-eligible for

the program, then the worker force build-up rates cited above
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would also be reduéed by 20 percent. If only 5C percent

of the eligible inmates fér thé Free“Venture program actu-
ally were accepted into the program, then the labor force
build-up rates would be réducea by 50 ;ercent. Similarly,

if one suspects that the‘:ecent 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 ghe Free Venture Ihdustries will have an ample
labor pool available to them, and will contribute substan-~
tially to the necessary institutional labor force. The later
contribution, togétherlwith non-participating workers, pro-
vides more than a. sufficient labor force for institutional
work.

Regardiné the impact of thHése work scheduling rules
on the distribution of "long—fexm" and "short—term" inmates
in the Free Venture Industries work force, Table II-7 shows
the results of a compaiison of the current industrial labor
force mix with that which would result from the use of the
suggested work schéduling rules. As might be suspected, this
analysis shows that the net effe¢t 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 more relatively short term inmates, thus increasing the
industrial worker-base-in.terms.of..the number of distinct
workers.

Finally, we explored the interrelationship between
the time-eligibility requirement of 15 months of time to serve
for Free Venture Industry candidates and the phased re-entry
policy of the Connecticut Department of Correction. Figure
II-7 shows the population flows12 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 force
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~relsase 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 progranm.

12As 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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Figure II-7 Population Flows for Ex-offenders Having a Prison Stay of
at least 15 months
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Figure II-8 Population Flows for Ex-offenders Having a Prison

Stay of Less Than 15 Months
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Tables II-7 and II-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
15-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
0of the former, regardless of the phased-release path used to
return the offender to the community.

Thus, the proposed time-eligibility rule provides
the Free Venture Industries with the flexibility needed to
schedule its workers into the various shops, while accommodat-
ing the phased-release policy of the Connecticut Department

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

Percentage of Ex-Offenders Average Time Spent on|

Paths to Release Routed Via Indicated Path
Indicated Path {months)
S - D/P 16% 34
S - E ~ D/P 45% (19+14) = 33
S - J - D/P 19% (26+5) = 31
S-E-J~- D/P 20% {19+10+5) = 34
100%

Average Time To Release For Time-Eligible
Industxry Candidates Equals 33.0 Months

Legend: S = Somers J = Jail or Community Correctional Center

E = Enfield D/P = 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 -~ D/P 24% 10
S - E ~ D/P 33% (3+5) = g
S ~J - D/P 13% ; (9+3) = 12
S -E~J- D/P 30% (3+4+3) = 10
100%

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

Legend: S = Somers J = Jail or Community Correctional Center

E = Enfield D/P = Discharge or Parole
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APPENDIX TO CHAPTER II

MUTUAL AGREEMENT PROGRAM PLANNING

Introductory Note

The following is a model to be used in the imple-
mentation of the Mutual Agreement Program Plan concept.
The model is designed and written so that it can be used
with all inmates entering the Réception~Diagnostic Unit at
Somers or any other such unit in another institucion.

It is expected, however, that implementation of
this model will begin with those inmates entering prison
industry through the Free Venture Model, 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 prisen 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 from Somexrs with program plans.
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MUTUAL AGREEMENT PROGRAM PLANNING

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 .document 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 lncentives, more spendable in-
come, etc. The contribution of each party must be unambig-
uously defined. The offender agiees 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 rese;rch
and monitors the program plan. It must be clearly written
and the inmate must understand what 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, ta
include two or more phases. Movement from phase to phase
will be dictated by the successful completion of program

objectives and/cr minimum time to be spent in a particulaxr
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institution as specified in the program plan. The coordi-
nator will monitor goal completion and will notify the
Classification Committee of same. Upon certifications 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 Unit 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.
Actualli, a similar process is already being done, but this
will formalize and streamline the operation. . The process
follows:

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 Paxrt III.

2. Testing will take place and the results dis-

cussed with the inmate.

102



3. Given the test results, the inmate and diag-
nostic 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 negotiatiens 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 Classificétion Committee at least one week prior to the
time of program plan negotiation. Thus, all parties to
the program plan will ccme 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, andkthat
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 put 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 ahlé to speak freely,
as must the other parties, and to indicate what he/she can
and cannot do. Specific components of the program plan must
be clear and caution musﬁ be taken to assure that the inmate
underxstands the various components of the document.

If the negotiations produce a program plan, then
the inmate will agreé 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 progzam.
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 of program components.

o

4, Program plan signing by inmate and Class-
ification Committee. ’
5. 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 Commissioner of Corraction. 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 plah can be negated only by unsuccess-
ful participation on the part of the inmate or by previously
undisclosed informavcion 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 the 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

ocbjectives.

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 belaware 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
guarterly progress summary and review same with institutional
classification officials.

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/hexr 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 regquest 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. Duties include, but are not
limited, to:

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. Monitoring completion of objectives and deli-
very of sefvices.

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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MUTUAL AGREEMENT PROGRAM PLANNING
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1. Development of program plan in Reception-Diagnostic Unit at Somers - Pour Weeks
2. Transfer to general population at Somers - One Week

3. Negotiate program plan with Classification Committee at Somers

4. Stay in general population at Somers one to two weeks, until...

5. Program plan approved by warden and commissioner

6. Begin contract



MUTUAL AGREEMENT PROGRAM PLAN
CONNECTICUT

Introduction

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. The parties agree as foallows:

Part I Inmate:

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 Corrections:

I, , representing the

Department of Corrections, agree to provide the necessary
programs and sexrvices specified in Part III below to enable

to successfully complete the

objectives of this. agreement.
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Part ITI

Objectives

Phase I

Phase II

Phase III

Education

Skill Training

Treatment

Discipline

Work Assignment

Work Release

Other




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. Aall
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 dispute,
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

i9

(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 i
or service objective being evaluated by the responsible ‘
staff member assigned to the individual program or sexrvice
objective.

113




Free Venture Entry “’»if e
Part I Inmate: w
I, A , understand that

my original program pléhéiﬁispill in force and that to it I
am adding the below menfiéhéd“pfovisions and goals. I agree

to abide by the rules and regulations of prison industry as

PR

set forth in the Prison’Industry Regulations Manual.

Part II Prison Industry -Diréctors
& i ‘ ’

o Ty

I, S , agree to provide

P AT T R

the above mentioned inmaté With the benefits below listed
BN S ) s

to enable him/hefr to complg%%&@b@iprogram plan objectives.

' .

Part ITI ' Objectives: A
A. Training -
B. Wages and wage growth 

C. Sequencing of jobs within the shop

D. Job development and.placement or gate
money compensation '

{(Cont'd) ‘v
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Part IV -~ Interpretation Provisions:

The interpretation provisions in the original

program plan remain in effect in this addendun.

In WITNESS WHEREOF the parties undersigned have
hereunto set theixr hands and seals this day of

19 .

(Signed)

Inmate

(Signed)

Director, Prison Industries
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XII. PROGRAM MANAGEMENT PLAN - A STRATEGY FOR
IMPLEMENTING PRISON INDUSTRY CHANGE

A. Short-Term Change

Recommendations for shﬁrt-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;

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

o developing/implementing improved management
information systems;

e 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 appropriate.

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 wodel. There are a number
of considerations that should be accommodated. These in-
clude: reguired 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 gualified workers from among the inmate
population, i.e., requirements on éducation 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 6f 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 dispesition of the
Small Engine Repair Shop should be deferred until it can be
detérmined 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, Tyéewriter Repair Shop, Dental
Laboratory, Optical Laboratbry, 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.

ECGON, 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
profitabiliﬁy 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 Serwvice 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 Burean,
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, redquires 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 maxket potentdial, but has a daily routing schedule di-
mension that needs to be analyzed before a recommendation
‘Jcan be made. The deciSion to implement a Solar Energy Pro-
ducts industry must await detailed economic analysisl 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 of recommendations 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, staffing, 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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TCT

Table III-1

Present and Projected Manpower

Present Manpower

Projected Manpower

Existing Shops Workers Hours/Year Workers Hours/Year
Print Shop 98 + 38S = 2T = 2N 12,480 115 + 3Ss + 4T +2N 35,000
Typewriter 55 + 1088 11,700 88 + 788 + 5T 35,000
Optical 4S + 6SS 7,800 4S5 + 2SS + 27 + 2N 17,500
Dental 4S5 + 588 7,020 65 + 6585 + 47 28,000
Finish/Refinish 118 + 1788 + 2N 23,400 14s + 1588 + 5T + 2N 63,000
Upholstery 55 + 1985 + 2N 20,280 108 + 1058 + &7 45,500
Woodwork 58 + 6SS8 + 2N 10,140 8S + 8SS + 4T 35,000

New Shops
Microfilming Service |

Bureau Not applicable Not applicable |15 + 688 + 7N 24,500
Musical Instruement

Repair Not applicable Not applicable |25 + 28S + 3T 12,250
bData Processing Not applicable Not applicable ||78S + 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. 1In
ordexr 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 reqguirements of the State Commission of
Opticians.

Connecticut legislation currently includes a
statutory provision that conditions the granting of optician,
optician assistant, optician-mechanical, and optician-
mechanical assistant licenses on such grounds as the appli-
cant possessing a "good 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 ofggnses). It is recommended that

the Director of Industries inquire into this matter and take

whatever action may be required to remove these barriers to

122



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
gualify this shop as a service representative of Briggs &
Stratton, Kawasaki, Mercury, or other companies producing or
selling products usding small two-~ and four-stroke internal
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 supexrvisor 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 serwicing 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 sin;; 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-1. 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 Shop, intensive quality control and customexr re~
lations programs should be initiated immediately.
The capital investment requirements for start-up
of the Typewriter 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-1. 1In addition, the present price structure for
overhauling manual and electric typewriters ($20 and $30 per
overhaul, respectively) must be increased to $30 and $45 per
overhaul, respectively, if this shop is to be profitable.
The capital investment needs of the three component

shops of thel Furniture Industry are:

e Upholstery - none;

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

@ WOodworki;g ~ approximately $27,000.
No additional staff is regquired for any of these shops during
the first year of operations; however, increases in the labor
force of the shop will be required as indicated in Table III-1.
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,
Section II-D-3 for recommended price revisions by product.
In addition, the supervisor of the Upholstery Shop should

participat2 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 guality of work in the
Finishing/Refinishing Shop should be initiated and nonitored.
The operating problems of the Woodworking Shop are wost
severe, even though the quality of the finie¢hed products is
excellent. Given the relatively high costs of Lhe raw ma-
terials used in the Woodworking Shop, the prices 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 priceé, 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 emphasize 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 f£rom job lot to mass prdduction
wherever feasible. It is likely that about
50 percent of the current production work can
be shifted to mass production.

After theselsteps 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 Industries' Non-Shop Specific
Recommendations

Recommendations generally applicable to all Free

Venture shops include the following:

&

At Somers, house all the Free Venture Industry
workers 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 shop;and

Disallow interruptions in the work day for
haircuts, visits, etc., and require that each
inmate worker accumulate 30 hours of work time
in any one 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 eguip-

ment would be reguired 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~1,  The shop will require
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approximately 2,000 squﬁre feet of space and should be located
at Enfield for easy access to incoming and outgoing shipments
of state agency records in bulk packages.

?he Musical Instrument Repair Shop requires a
capital investment of approximately $15,000 for eguipment
and an additional investment of approximately $23,000 to

retain the services of an industry expert for the purpose

of developing musical instrument trainiﬁg manuals and con-
ducting a six month training program. In addition, labor
requirements include oner supervisor and an inmate labor
force as described in Table III~-1l. 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 eguipment
will be leased. Investment is regquired, 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 perfcrming 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~1. 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 Department of Correction.
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¥

€, Operating Mode of the Free Venture-sShops

It is recommended that all of thg shops digcuséed
in the preceding section operate their industrial programs
in accofdance with the Free Venture model. The recommended
start-up date for each Free Venture shop is shown in Table
III-2. Earlier in this Chapter recommendations on product
prices and inmate wages were made to facilitate the achieve~
ment of two proficability goals for Free Venture Industries,
a 5 percent minimum retuxn on sales for any individual sho,,
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 be

achieved without socund business leadership and management.

Therefore, at the level of the industry shops, we recommend
that Industry Advisory Committees be recruited for each shop
as soon as possible from the private sector2 to help the

industry supervisors establish shop operating standards and
to provide ongoing assistance to and independent monitoring

0f shop productivity.

2Over the past yvear private industry has provided highly
valued service to Correctional Industries, e.g., Contrdl
Data Corp. in Minnesota, Proctor & Gamble in Illinois,
Honeywell Corp. in Massachusetts, and SAFECO in the State
of Washington. -



Table I1I-2: Start-Up Schedule for Free Venture

Industry Shops

Dental Lab

Optical Lab

Typewriter Repair

Print Shop

Woodwork

Finish/Refinish
Upholstery

Musical Instrument Repalr

Microfilm Service Bureau

Data Processing Service Bureau

Small Engine Repair Shop

Metal Products Shop

October '76
October '76
October '76

November '76
January '77
Januaxy '77
Januaxry '77
November '76
Octcber '76
November '76

To Be Determined

To Be Determined
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‘It is recommended that these Committees take up
the following tasks initially:

e Review Volumes I, VI and VII of the final report
of ECON, Inci

e 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 things,
would outline the relevance of the jobs avail-

~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, accomplishments, cost pro~
jections, and controls as in Table III-3. At
the conclusion of a six month period, a report
should be written by each Industry Advisory
Committee to the 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

I+ is recommended that the management structure
of Industries be revised as is indicated in Pigure III-1,
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 recommended 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 previocus sales forecasts (by shop)
b. Summary of customer complaints on gquality and/or late delivery
problems by shop

Shop Manager

a. Scheduled position against production plans and, if delinguent,
production catch-up plan

b. Performance against production efficiency standards

c. . Scrap, rework against standards

d. Customer returns vs. shipments and internal quality control
statistics

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

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.
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assistant who 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 recommended 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
Director 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. 1In addition, because
of the increased demands that will be placed on supervisory
staff, it is most important that job-growth opportunities be

developed within the civil service structure to provide just

rewards for outstanding supervisory performance.

In addition to the policy changes required by the
FPree Venture model, it is recommended that the following
industry policy deficiencies be remedied immediately:

(L.) the lack of formal and periodic reviews of :he
on-the-job performance of each inmate worke:x
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 1
administrative functions, and

{(3.) 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 forms4

that should be utilized by Industries. r
One further area reguiring policy change c¢oncerns

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 presently in use by the Canadian Pen-

itentiary Service. They have been provided to ECON,
Inc. through the courtesy of Mr. Ray Thompson, Presi-
dent, Correctional Industries Association.
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1.

EXHIBIT

INDUSTRIES

1

"PILOT PROJECT"

INMATE APPRAISAL REPORT

PERSONAL DATA
(To be complated by Personnel Office)

CONFIDENTIAL
Date Completed

Day - | Month | Year

Social Insurance No. Jate of Birth Pen.Nao. Llast or Family Nome Given Napas and Jnitials
Ray. . tMonthllear
Work Location Pogition litle Grade
Hourly | Juke Arrointed to Present PositionfMume of Immetiyts Supervisor | Classification
Rate Ty Month Yoar (Supervisor)
2, DUTI%S AlD RESPONSIBILITIES {To be Somuleled by Business Manager)
List *he Most Significant Dutics and Mesponsibilities,
3. PERFCHMALSE APPRAISAL msat. | B3y | i Very |Out-
Supervisor: Anpropriite Parfarmance Hlock “* 1 3atis, =S Sood atanding
1. Distlays dnodladye of Assi mesd Job in Keeping A
aith his Traininge and Lxoerience (Skill)
24 Joes ack Promptly nad fell
3. dork iHibits
Le Prepires Completn, Accuratn,; Clein and
Concise Jork.
5  Performs EZffectivaly Under Pressure
6. dorks 3uccessfully with Others
7. Adupts to Thanges Jithout Lloss of Efficiency
de Accepts Jirection Readily
2. Dispiiys Positive Attivude Townrds Work
13, Disnlays "osilive Attitude lowuards Lewuning
1le - Accents dasponsibility
12, Ulanlyys Aptitade for Liirmnang Trade
L., OVIRALL AS3ESSMIR

Supervisor:

Relation to the daquirements
Fiils to Mauot Fails to Muooh Meets
bost of Majar Some of Malor M« jor

{equ rerents

At et S

3

0 yuiraments

the Bux .inich Jnst Rapresents your Tvaluation of the Imployee in

of his Pusition

Excoeds Some
af the Major

Vi preane o

Always Pasgses
Major

Tosiiimempe .
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EXHIBIT 1

INDUSTRIES "PILOT PROJECT"
INMATE APPRAISAL REPORT
(Continued)

5, WORK RECORD

Supervisor: State Whatever Information ls Necessary and Pertinent to the Employee's
Work Record while Ehpaged in the Industrial Pilot Project since the
last Asse ssmente

l: L IO

3.
L

5.

6. RECOMMEMDATION FOR PRCMOTION Recommended [::] flot Recommended [:j

Supervigor's Commentss

T« UPSRADDIG
{a) 4nat Course(s) or Training Related to Imlustry was Undertaken During Past & Months/Year
(To be Completed by L.U. Ofticer, AD(OD) or £.0.)

(b) State Specific Training Recommenditions that Yould,Improve this Employee's Performance
(To be Completed by AD(QN)) ' ce

SIGNATURES: This Appraisal has been sven and viscussed with the Inmate Prior to Signature

Imployse: _ Datel

Supervigors Date:
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- Solicitor General
g.":} Canaga

Penitentiaries

PERFORMANCE APPRAISAL

1. PERSONAL DATA

EXHIBIT 2

CONFIRENTIAL

Pasitian numder

ARassansiUibity Center | Ofte comolated

Day Mon, tear

Family name Given adma & iAthaly

Social insurdnce Numdee

l l

Data 3t irth

Uev l Mon,

Year

e Mes, Ansa

sl

3ranch and geogracme location

Position title

Clasailics rant groun & fevel

Postion ‘ Emoicyae

]

Annaus) saiary B.F, ailowance Date 2000inted 10 Namae of 1mmediats sucervisar Ciassihies o
¢ crassnt semition
Osv ] Mon, l Yesr
J——

2. DUTIES AND RESPONSIBILITIES.

{3) Emplovee: List yaur most significant duties and responsibilities

unsatistacton Aaom for knorovemaent

=3

0 oo f

U 00 0

Saustactory

o 0o o0 o0 d

{b} Supervisors y, Appropriate perfnmmance block.,

Betrar tnga moat Quitsianding

0 0o o0 0o o
g o o0 g @

e Suparvisor: Jive ssacific exampies of ciner xhan ‘‘zausfzsisry’’ ratings.

{d) Emotdyes; wrat saif-study o J3lfimprovamant coursy divd you undertake o~ yaur ova Juring the past year?

BEN 1329

Printed Oy irvndtes of Mitihaven Instluion
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EXHIBIT 2
(continued)

J. EMPLOYESR OBJECTIVES -

{a) Employes: Il appiicabla summarize specific goais and objectivas isors v/
a3signed to you during the period uader raviow. Supervisor: v appropriata performance biock
N/A if not applicable.

Unzatiafeciarv Room fot imorovament  Sottstactory Jeitar (han mast

pooon
Doood
gooobn
Doood

Qutstarding

oo

{1} Supervigsor: Give spegific axempias of other than *‘Smisfactory’’ ratings.

iUse 3n addinional infaimation Shast, »f tnis 30ace 8 not sufficient

4, PERFORMANCE APPRAISAL

i|{al Supervisor: v’ aonropriate pertarmance block. Faialy
| wnsanstacrory  Satrsbastory
Mot aoplicesle Sansfaciory

1. Qusolavs of «c jou 16 k with = 3
I3iMng and. axperiente,

2. Qqes v cromotiv and wells

3. Evaluaster amiities and hiautauons oreserty,
4. Plans immediate ond long ferm requirements effectively.

5. Anaivies prodleme sna v and with

€, MaKkes 12und deCISIoNS without dei sy,

.o tull fety tor own

B, Takes nermanary 232 200rONC1ILE ACTION 0N NIS Gwn

3., Mesents vpas ey ad Cortitity,

10, Prapa.a 4 Ariete, ACSUCAEE el NG CONGISS wark,
11, Pesigrms eftectively under dressure.

15, Works successtully witn gtners.

13. 4aA0ts 1o c*angas witnout 1ass of sthictncy,

184, Cansidars 3000 tudndstians.

15, Drgamizes 3nd QUECES work ot sudordinatas etfectivaly,

16, SROWS 20331047 3t:0 9 1ne Marae InG the Javeicoment of
susardindtas,

Oodouooooooooood
guooouoooooboiton
gooooooaooonoooond
ooooooooogooogo
Joodaaooooooodol

3etter than
mast

Sutstanding

Hoodobooooooooan
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EXHIBIT 2
(continued)

(b) Suparviear: State epacific examotes of other than “satsfactory'’ ratinas,

Use an aqditional informetion shest, st Iy space 8 nat cufficient

5. TRAINING

{a} Employes: What scecific training would heip you to improve your work perfurmance in your gresent position?

(b) Supsrvisor: State your specific training racommandations that wouid improve this‘emnloyee's performenca,

8. OVERALL ASSESSMENT

{al Supervisors v the box which best recresents your avaluation of the employes in rejatian to the requiramants of hus position,

Eails 1¢ mant some of tha Sxceeds some of tne Alwavs sxceeds major
Ve unswitanie = m3|or raquirements == Mewts marcr redutraments == Mmajar requiIrements = cqQuitwments
i [} - i s
H
H
‘{49 Sucarvisor: State your rel for vus witn your ratings in part 2 & &,

. 7. FUTURE EMPLOYER QBJECTIVES

I'Suparvisor: if 2onlicacle, state goals and obiectives assigned ro the umpluyves for the coming vear.,
i

: Signaturag: This apgr2esat, the 32als and sujectives for ine ccming yaar have been 53sn anc diacussed with tne employss

i Emoteedd < pgrature
[

|
|
| !

Suodrvisor s signature I
. Nea  terr
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EXHIBIT 2
(continued)

8. REVIEWING OFFICER: v a3 dppiicabie

: | have reviewed this Performance appraisal Report and | concur with the supervigor's assessmont.

=~ | have reviewed this Performance Appraigal Repdrt 2nd | do nat cencur with the suoervisar's assessmanr foe ths following reasens:
—

Faviewing QfFicar's signature Pasiton title. Data

Dav I von.J K£2 1

9, APPRAISAL COMMITTEE
Committea comments

With the axcaotion of any information listed balow wb concur in die performance: appraisal  training recommandations and tverall 2ss2ssment,

Chairman Position ttle

3¢ dturg
Membat Position title

P
Signatute Duta
D3v ] Aan, ‘a3

Mamber Positian title |

Signature -




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 make possible an im-
proved financial management 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-
tem presently in useé 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 data in Correc~-

tional Industries' Annual Report.

1} *"cCertain segments of the overall system are func-
tioning as separate entities, as is the case
with fixed asset accounting. The "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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2) "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 i
as vendor invoices are being paid, as opposed to
the date that goods are received 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-offs"
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 cuxrrently
employed by the Somers Print Shop."

5) "aAbsence of Cost Accounting System"..... Result:
Lack of cost control, appropriate information
not available for cost estimating and corres-

ponding pricing, job order profit information
unavailable, etc."”

In view of the above findings, ECON, Inc. has recommended
£hat 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 numbexr 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 p:qblem 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 Free Venture shops but to develop an institutional 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
Directoxr. 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 III-4 below.

Table I1I-4: Job Market Monitoring Information

Data Frequency 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 menitoring system is de-
scribed in Volume VII, Section II-A-3.

4. Marketing Program

Table III-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 reguired, 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
Connectic;ut5
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%

5Data 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 reguire extensive market-
ing support. The recommendations that follow apply primar-
ily to those shops, both existing and futuré, 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 are quite numerous, gnd (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 expanded prison industry activities are:
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e Capital Region Purchasing Council, Hartford,

e Public Purchasing Association, Hartford area,

® Connecticut Public Expenditure Council, Hartford,

¢ Capital Region Education Council, Windsor, and i

® 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 péoducts and ser-
vices available from the Industries. These promotional
documents should consist of professional-looking brochures,

pamphlets, and catalogs.

c. Market Reseaxrch

It is recommended that a continuing market re-
search activity be initiated to 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. Sstaffing 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 ana one mil-
lion dollars of added sales volume depending upon how guick-
ly tlrte 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 achieved. 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:

e a full-time marketing manager,

e 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, 1t 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;

¢ 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 effort-- no major difficulties in data collec-~
tion were encountered during the pre-test period.

Table III-6 provides an dverview 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 guarterly basis. For the former
we recommend that the disciplinary infraction rate, broken
down by major and minor infractions, be calculated for the
Free Venture Industxry labor force on a shop-b#~-shop basis

and that this disciplinary infraction rate be compared
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Table ITI-6;: Measures of Effectiveness of the
Free Venture Industries Program

Institutional Operaticns

Prison Industry Operations

Post Release Performance

Institutional Tranquility:
Disciplinary Experiences
Vandalism & Sabotage

Operations Stability:
Job Assignment Mobility
Absentee Rate
Shop "Down Time"

Business Aspects:
Bales 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
akills Progress
Job Placement Rate

Ancillary Data:
Biographical Data--address and
living arrangements, marital sta-
tus, number 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




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 measureménts 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 first 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 tc 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.

151



The third program impact of interest is the contribution of
industries to their inmate workers as. measuxned 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»2ness 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 prbgram,
and for a sample of non-program participants parolees and
releasees. For both samples, biographical information should
be recorded for later analyses of meriodic 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 subsegquent
’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 possible, to




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 Chandge

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. The subject areas
of these recommendations include:

& Program Growth Decisions, and

¢ Legislative Changes.

1.  Program Growth Decisions

The Connecticut Department of Correction wishes
to expand its institutional programs in coordination with
its fagcility 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 oi 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 developing 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 attractive work release program for ex-inmate workers
from the Furniture Industry at Somers.)

The abcve 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 acco itio:
comodate the former. The composition of this Planning
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group would be modified as the focus of the group's effort
shifts from Somers to Enfield to Niantic.

The community planning group would continue to
explore the opportunities and necessary institutional
accommodations for developing work programs in the Cormunity
Correctional Centers (jails), and an expanded system of work

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 A
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 asgist-
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 basisg 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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extend its plénﬁing 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,

B 4 . o
ey e ¢

w lthen aeﬁé;tﬁental sponsored work programs in the community--
particularlylfor short term offenders on parole--should be-
come a high priorxity for the Department of .Correction.
Within the Department prison industry and education/voca~
tionadl education are two resource programs whose planning
,efforts must be closely coordinated to provide sound plan-
ning for industrial growth. Outside the Department of
Correction, private industry provides a valuable potential
resouxrca 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 the 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 should 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 Cohnecticut is inappropriate,6 and specific recommen~-
dations for a legislative reform package would be premature
at this time. However, there are a number of subject areas
vl adf a‘:{"’ )
we believe should be considered: 1n the formulatlon 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:

e 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,

@ enabling legislation to permit the sale of
inmate-made products to the open market,

providing inmates are remunerated at the
prevailing wage rates,

6'I‘he problem of licensing the Optical Shop at Somers
and/or removing the legal barriers to ex-offenderx
employment in this area may requlre an exception to
this approach.
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® legislative changes which may be regquired to
provide training and monetary incentives to
industry supervisors and staff, and to provide
Industries with increassd flexibility in its
day-to~day procurement operations,

@ removal of barriers to ex-offender employment,

e enabling legislation to permit the Department
of Correction to involve parolees in department
sponsored work programs, and

® enabling legislation for workmen's compen-
sation which clarifies the status of inmate

gorkers as employees of some  legally recognized
Entity. ,

Jt:ative of the legal issues which should become a part of
the Department of Correction's planning efforts for the
growth of industrial programs.

Pigure III-2 provides an activity schedule for the
Program Management Plan for implementing both short term and

5

long term priscon industry change in Connecticut.
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Figure III-2 Scheduling of Program Management Tasks (cont'd)

Start-Up & Phase~ln of Recommended Free
Venture Industry Shops. at Somers, CCI

Subtasks

{a) Recruit grivate industry shop
specifle advisory boards

(b} Identify. lower price source of raw
materials for Woodworking Shep and/
or delute non-profitable items from
product line

{c} Frovida assistance to shop. suparvisor
to sestablish a masxs production line
for salected products

{d} Purchase new equipment recompanded
for existing industries

{e} Start-up Dental Labi, Oprical Lab,
Typewriter Repair, Print Shop, &
Furniture Shop

{t) Declsion on Small Engine Repair Shop

{g) Purchasa equipment for Husical
Inscrument kepair Shop & Hliecrofila
Service Bureau

{h}  Lease equip for Daca P ing
Shop & Microfilm Service Bureau

t{) lire new sctaff to establish ¢
supervise operations of new shops

{)) Contract for shop start-up & inmate
training services for Musical
Instrument fepair & Data Processing
Shop

{k} Scart~up nev industry shops,
ricrofiln Service Bureau, Husical
Instrument Repair & Data Processing
Shop

{1) Director of Industries escablishes
job placement & post-xeleasa support
linkages to Tres Ventura Industry
Shops

Tachnical Studies for Grovth of Pree
Venture Industries to Other Institutions
of the Department of Correction

Subtask:

{a} Conduct study of the transportation
cuosts raquired to cparate industries
with daily discribution of products
to state schools and inetitutions
(e.9., Food Service)

{b)} Conduct study of Sign Shop at Enfleld,
ccr

€} Coanduct study of nev industries for

_ Niantic, CCI

{d} Conduct frasibility study of

fngroducing new industzies in

ty tanal which
are "extensions® of industries at
state prisons

{e} Flan € iratall nev vocational
education progrars which are "feeder”
prograzs. to industries

Extend Parformance Maasuroments of Baseline
Induscries Oparations

Subtasks:

(s} Extend threa month period of
measurements of inseitutional
tranquility ac Somers, CCI, for an
additicnal three months

(b} Enlarge sample of ex-offendars to
provide additional baseline
information of posterelease
parfornence

Honitor Program Performance & Zvaluation

Continue Planning for Expansion of
Industrial Programs

Subtaskt

() Update schedule of Program
Mansgemant Plan

Leginlative Program

Subtasks

(a) - Free Venture Industry Director
suwbmits a package of legislative
changes to Commissionsr

{b} Commissioner submits legislative
program for industries to the
state legislature
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