Connecticut Department of Correction 

Recovery JAG Narrative

VIDEOCONFERENCING EXPANSION PROJECT

1)    Indicate the “Type(s)” of services or activity to be funded:  
· Community education and crime prevention

· Youth crime or violence prevention, education and intervention
· Community-based offender supervision and monitoring
· Law enforcement operations and administration

· Specialized law enforcement unit (s)

· Specialized law enforcement operation or initiative

· Law enforcement training

· Community policing model

· Traffic enforcement and road safety

· Multi-jurisdictional drug task force
· Information and data technology systems

X    Communication systems
· Research and Evaluation

· Crime Victim and Witness services

2)   Indicate the Recovery Act Purpose Area(s) Addressed by the Project:

(Create job(s) ( Retain job(s) √ Stabilize state or local budgets √ Stimulate economy 
 √ Avoid reduction in essential services
3)   What are the goals and objectives for the project?  The goals should be clearly stated, realistic and achievable. (Maximum 1 paragraph)

The Connecticut Department of Correction (CT DOC) shares responsibility with the Judicial Branch for ensuring inmates under its supervision access to court and other legal proceedings.  The process of bringing inmates from prison to court present various logistic and safety challenges for the CT DOC that require daily communication and coordination with the Judicial Branch, as well as have the manpower, transport vehicles, and other necessary resources to perform which can be costly and present health and safety concerns for victims and families and communities anytime inmates are in public. In response, the CT DOC and Judicial Branch began using videoconferencing technology as a safe cost-efficient alternative to having inmates come to the courthouse when it’s not necessary to be present for the duration of the proceeding. 
There has been an increasing demand of the court system for the CT DOC to expand the number of videoconferencing units at its prisons in order to maintain safety and security at courthouses and in the lock-up area and reduce transport vehicle operation costs. The problem is that there are not enough machines to handle the number of requests that the CT DOC receives and thus the need to increase the number of machines at each facility. 
The goals of this project are for the CT DOC to enhance the use of videoconferencing technology as a means to: ensure public health and safety; achieve greater efficiency and use of staff and financial resources; and generate long-term savings for the State of Connecticut. 
The objectives of this project are to:

· Expand the availability and use of videoconferencing in CT DOC facilities by the judicial court system and other criminal justice agencies.

· Expand the availability and use of videoconferencing use in CT DOC facilities for internal administrative purposes and professional development.
· Reduce the number of trips inmates must make outside CT DOC facilities in order to minimize transportation and personnel costs.  
· Reduce telephone service operating costs by making infrastructure upgrades at CT DOC facilities.
4)   Describe how the project addresses one or more the Recovery Act purpose areas.     (Maximum 2 paragraphs)
Expanding the use of videoconferencing throughout the state’s court system and correctional facilities will contribute towards stabilizing the state budget by reducing overtime, inmate transportation costs, and related operating expenses for the CT DOC and benefits the Judicial Branch. By managing expenses and using videoconferencing technology in this way reductions in essential state services may be averted that put inmates, staff, and the public at risk and give rise to public safety and health concerns.  Additionally, the use of Recovery Act funds, instead of state funds, for this project will also not add to the state’s budget deficit and not create an additional burden for Connecticut’s taxpayers during this time of economic recovery.  The purchase and installation of videoconference hardware and software and wiring for facility upgrades from state contracted vendors based in the United States will further support economic recovery.  
5)   How will the project address the gaps, problems or issues identified in items #3? (Maximum 2 paragraphs)
This project will take place in conjunction with an initiative by the Judicial Branch to increase the use of videoconferencing in courts and Probation Offices. While the problems and needs that this project will address are similar to those described by the Judicial Branch in their grant application, each project is independent and has a different funding source, implementation plan and timeline, and customized outcomes and performance measures.
Inmates spend inordinate time in transit between prison and court. This requires that the CT DOC provide appropriate levels of supervision to ensure fights between inmates or escapes don’t happen while in transit that jeopardize the safety of the other inmates, staff, and the public. There is also the potential of spreading or contracting influenza and other illness and communicable disease from contact with the public that can be mitigated by reducing exposure for the courts, correctional system, and broader community. The CT DOC Transportation Unit is responsible for transporting inmates from prison to an intermediate facility where they are transferred to the supervision of Judicial Marshals and taken to court from there. The Transportation Unit currently has fourteen buses including two handicapped lift equipped vehicles, nineteen vans and two suburban vehicles for transporting inmates. The Transportation Unit is staffed by sixty Correctional Officers, six Lieutenants and one Captain. Inmates are moved in groups of up to approximately twenty.  According to the CTU, between 100,000 to 125,000 inmates are transported annually by the department.  In addition to the Transportation Unit, CT DOC facilities also have vehicles prison staff uses for transport when three or fewer inmates who may be going to court and for other reasons such as medical appointments and regular population moves need to be transported.  The CT DOC data compiled from 2007 and 2008 records indicate each of the department’s eighteen facilities averages four trips per week therefore using an additional 72 vehicles (vans) and anywhere between eighteen and thirty-six Correctional Officers. According to the CT DOC data, 59% of these transports are made to court and of that amount, 93% involve transporting one inmate.  Every time an inmate is transported by prison staff it requires taking a correctional officer off a post to transport that inmate.  This can, and does in many instances, result in assigning another correctional officer to cover that post and may cause an overtime situation.  The cost for one Correctional Officer to transport an inmate to court or other appointment, if CTU cannot, is more than $300 in overtime costs for an appointment that requires a full day to prepare and transport the inmate and return them safely and without incident back to the correctional facility.  In addition to overtime, vehicles and maintenance, automobile insurance, and fuel can be costly during a time of budget shortfalls and a growing state deficit. 
6)   What is the target population for the project and the numbers of persons to be served by the project? (Maximum 1 paragraph)
The intended target population for this project is inmates remanded to the CT DOC who have  

a case before the judicial court system or are under the supervision of the Court Support Services Division/Probation (CSSD), CT DOC/Parole, or other law enforcement or criminal justice agency. 
The number of inmates who will use videoconferencing cannot be determined until units are installed at correctional facilities and in courts and Probation Offices and after sufficient time to collect and analyze data.  However, if history is any indicator, the number of users is certain to increase with the addition of videoconferencing units across the department. For example, prior to September 2008, the average number of videoconferences held per month was approximately seventy-five. Starting in September 2008, the numbers have gone from 150 to 406 videoconferences as of July 2009.  At the same time, the number of agencies that use videoconference equipment has expanded and the total number of hearings has almost tripled and continues to grow.     

 
7)   What are the expected outcomes of the project? (Maximum 1 paragraph)
At the project’s conclusion it is expected that risks to public health and safety will diminish as fewer inmates are transported to certain types of court proceedings. If an inmate does not have to be transported then there is less risk that he or she may cause harm or spread illness or disease to other inmates, staff, or the general public.  The CT DOC expects overtime and transportation costs will decrease gradually as more courts and correctional facilities are equipped with the technology and shifts in resources and staff assignments are made to simultaneously support using videoconferencing while still providing transportation to court proceedings and necessary appointments. While inmate transport cannot be eliminated completely, we anticipate this technology will lead to better time management and efficient use of valuable resources (staff, facilities, equipment) by the CT DOC and video technology users. For example, increasing the number of parole hearings held through videoconferencing reduces the need for some Parole Hearing board members as well as staff to have to travel to the facilities for a hearing thus saving time and money.  The same can be said for various other hearings with CSSD probation as well as CT DOC population management.  It is anticipated that the coordination with the Judicial Branch will result in greater interagency cooperation and increase the efficiency of court practices and case management through the use of videoconferencing.
8)   Will the project enhance, improve or expand an existing activity, service or function? If so, list the activity, service or function. (Maximum 1 paragraph)

This project will expand upon an existing activity by allowing for more courts to hold hearings through videoconferencing and enable the CT DOC to expand the current number of videoconference machines at prisons and its community-based offices. The CT DOC currently operates videoconferencing equipment at eighteen facilities, two Parole and Community Services offices, and has two videoconference machines at the Board of Pardons and Parole office in Waterbury, Connecticut. The CT DOC will purchase and install twenty more large units for seventeen facilities and two Parole and Community Services offices in addition to twenty-three small units for use at twenty-three facilities that include the department’s Central Office in Wethersfield, Connecticut and at the Maloney Staff Training and Development (MSTD) facility in Cheshire, Connecticut.  
9)   Will the project create a new activity, service or function?  If so, list the activity, service or function.   (Maximum 1 paragraph)
This project does not create a new activity, service or function.
10)   Identify the person (name and title) who will serve as the Grant Project Officer and responsible for the duties listed in Section II Grantee Responsibilities.

The CT DOC Grants and Contracts Manager, Christine Fortunato, will serve as the Grant Project Officer and oversee submitting financial and progress reports to OPM and monitor the department’s compliance with the terms and conditions of its ARRA Recovery JAG award. In her role as the department’s ARRA Accountability Officer, Mrs. Fortunato, as well as all project staff, will strive to ensure transparency and accountability of the project and for the use of funds.  Director of Fiscal Services, Robert Foltz, will serve as the Project Manager and work closely with Christine Fortunato to ensure the project is implemented in accordance with this application.  Director Robert Cosgrove from Management and Information Services Division (MIS) will serve as a Technology Manager and a Videoconferencing Working Team will provide guidance and support throughout the project’s implementation.  Additionally, there will be coordination between the State of Connecticut Judicial Branch and Office of Policy and Management (OPM). 
11)   Provide a timeline for the overall project.  Identify target dates for major project components.  Examples:  hiring contractors, delivery of grant funded services, purchase equipment, collection of data to measure performance, etc.  (Maximum 2 paragraphs)
The grant period for the Videoconference Expansion Project will be 10/01/2009 to 3/31/2011. The CT DOC is ready to commence project implementation immediately following a grant award from OPM.  The major milestone target dates reflect those project phases outlined in the Project Management Plan that CT DOC will submit for approval, as required, to the Department of Information Technology (DOIT). The Business Issues Phase has been completed and signed off by the department’s Deputy Commissioner of Administration, Carol Salsbury. Videoconferencing expansion has been reviewed and accepted by DOIT as a valid project and assigned an identification number (1001314) to track it as part of the State of Connecticut Information Technology Inventory. The project has entered the Business Requirements Phase that is expected to be completed by 12/31/09 before moving into Design Phase from 01/01/10 to 02/28/10. The Construction Phase will occur from 03/01/10 to 12/31/10 followed by the Testing Phase 07/01/10 – 02/28/11. The Implementation Phase putting the project in operation will occur 08/01/10 through 03/30/11. The DOIT imposed Post-Implementation Phase is not part of the project scope because it falls outside the grant period. However, the dates 04/01/11 to 09/30/11 is relevant to the overall project timeline and final completion.  
Planning, Design and Infrastructure Upgrades
Equipment orders and requests for vendor contracts will be placed once DOIT has given approval to the Project Management Plan.  During this phase basic T1 data circuits will be replaced with high speed optical carrier circuits at ten facilities already identified and at four Parole and Community Supervision offices.  The upgrading of circuits to optical carrier circuits (such as OC-3, OptiMAN or MAN), ordering of ISDN PRI circuits for the IP-ISDN gateways at Central Office and MCTSD, installation of jacks and data lines, and adding additional high speed optical carrier circuits to Central Office and to MCTSD on the Cheshire campus will occur. Both Central Office and MCTSD are hubs for the IP videoconferencing and the new circuits at Central Office and MCTSD are the “other end” of the new circuits that will be installed at the facilities.  Fiber optic connections will be installed between facilities where feasible, including a connection from Osborn CI to Northern CI.  These inter-facility connections control costs by combining multiple facilities onto one high speed optical carrier circuit.  MIS, Operations and Engineering Services have already reviewed current video conferencing locations and begun establishing standards for each location that will include having proper lighting, background, acoustics, and security. Engineering Services will upgrade all current locations to meet the standards and identify and select new locations for additional videoconferencing machine. Facilities have already been identified (See Videoconferencing Prioritization Expansion). The locations within the facilities have to be identified and then modified by Engineering Services to accommodate the standards. Once the locations have been established, MIS will submit Telephone Service Requests (TSR) for each location that needs to have data jacks installed to run videoconferences over an IP connection instead of over multiple local ISDN telephone connections. This will also allow the capability of installing fax machines in these locations, if necessary. 
Videoconferencing Installation 
CT DOC facilities and Parole and Community Services offices that have new high speed optical carrier circuits will have routers for the new high speed optical carrier circuits installed. The bandwidth at facilities with existing high speed optical carrier circuits will be increased to handle the video conferencing traffic.  As part of the installation phase the CT DOC will purchase and install network video processing equipment including the IP-ISDN gateways and video conferencing gatekeepers at Central Office and at MCTSD. MCTSD is the hub for the Cheshire campus and where the disaster recovery site will be located. MIS staff will put a bid package together to purchase Polycom V700 units for each of the facilities.  
Operation 
The operational phase will follow the installation phase and will include staff training, final testing, notifying and scheduling users, conducting and on enhancements and user agencies notified and instructed on scheduling and use of the videoconferencing equipment.  MIS and Operations Unit staff will work closely with the Judicial Branch and other primary user agencies to coordinate scheduling. The Judicial Branch is developing a computerized scheduling application that the CT DOC anticipates utilizing once it has been tested. Priority will be given to scheduling court proceedings that reduce the number of inmates who require transport outside of prison. The CT DOC will work cooperatively with the Judicial Branch to establish priorities for the types of case or court proceeding (e.g. extradition, competency hearings, jail re-interview, callbacks) for which videoconferencing will be allowed. The CT DOC will reassess its timeline on a regular basis so that updates can be made to finish the project on schedule. Project staff will collect and report monthly performance measure data to the Grant Manager.   
Prioritization of Videoconferencing Expansion
	Large Unit Equipment

	Small Unit Equipment

	1.Waterbury Parole
	1.Osborn CI

	2.New Haven Parole
	2.Robinson CI

	3.Walker CI
	3.Willard CI

	4.MacDougall CI
	4.Enfield CI

	5.Robinson CI
	5.Cybulski CI

	6.Corrigan CI
	6.Corrigan CI

	7.Radgowski CC
	7.Radgowski CC

	8.Cheshire CI
	8.Bergin CI

	9.MCTSD
	9.Brooklyn CI

	10.Hartford CC
	10.Walker CI

	11.New Haven CC
	11.MacDougall CI

	12.Cybulski CI
	12.Cheshire CI

	13.Enfield CI
	13.Webster CI

	14.Osborn CI
	14.Manson Youth CI

	15.Northern CI
	15.MCTSD

	16.York CI
	16.York CI

	17.Gates CI
	17.Gates CI

	18.Bergin CI
	18.Hartford CC

	19.Bridgeport CC
	19.Bridgeport CC

	20. Manson Youth CI
	20.New Haven CC

	
	21.Northern CI

	
	22.Garner CI

	
	23.Central Office


12)   Describe how the grant funded activities will be evaluated or assessed to determine the extent to which activities have achieved stated goals and objectives.  Please include a description of how the data and information will be collected, the source of the data, and the person/ agency/organization responsible for collecting the data. (Max 2 paragraphs)
No formal evaluation will be conducted for this project.  The CT DOC will collect information from agency records in concert with the standards outlined by the BJA Justice Assistance Grant Program performance measures.  The following performance indicators will be measured and reported throughout the grant project period:  State/ Local Initiative activities: No. 11 and No. 12 will measure cost savings to the CT DOC in man hours and dollars as a result of installing additional videoconferencing units by conducting a pre- and post-comparison of videoconference installation expenses in overtime hours and payroll. Equipment/Supplies activities: No. 37 will be tracked by the amount of funds expended on equipment and/or supplies and No. 38 by the types of equipment and/or supplies purchased with ARRA JAG funds. The use of videoconferencing technology will be measured by the collection and reporting number of scheduled and held conferences and maintenance of an external user log for No. 39 the number of units directly benefiting from equipment and/or supplies purchased with ARRA funds. This data will be collected by the MIS Unit. The department will also track the number of units that complete improvements to procedures for criminal justice system.  The overall success of the project will be measured by incremental reductions in overtime and transportation costs to the CT DOC. This will be tracked and measured by the Director of Fiscal Services Division or his designee and be reported to the Grant Project Officer.  
13)   Will grant funds support purchase of equipment?  If so, state the purpose of the equipment and who will use the equipment. (Present information in table format)
Through the State’s contracting process infrastructure upgrades will be made and equipment purchased and installed as part of this ARRA project. Videoconferencing units will be purchased off of the existing contract at DOIT (contract # 08ITZ0018 has been extended to 03/02/10).  
	Equipment
	Purpose
	Primary User

	PolyCom VSX 700 Large Videoconferencing Units 

	Purchase and install additional Polycom machines at facilities to enable videoconferencing proceedings to take place. 
(20 x $7,800 = $156,000)
	CT DOC, Judicial Branch, inmates, attorneys, and criminal justice agencies.

	PolyCom V 700 Small Videoconferencing Units
	Purchase and install additional Polycom machines at facilities to enable videoconferencing proceedings to take place.
(23 x $3,000 = $69,000)
	CT DOC, Judicial Branch, inmates, attorneys, and criminal justice agencies.

	Videoconferencing Gatekeeper (such as Cisco ISR 2821)
	The Gatekeeper is a point of control for the video components that are attached to an IP network.
The Gatekeeper performs the following functions:

- H.323 administrative zone establishment. 
- User authentication, call authorization, and accounting. 

- Call establishment within a zone and between zones with admission control. 

- Bandwidth and session management within a zone and between zones. 

- Address lookup and resolution, and translation between E.164 and IP addresses.
(2 x $6,775 = 13,550)
	CT DOC, Judicial Branch, inmates, attorneys, and criminal justice agencies.

	Videoconferencing Gateway - ip to ISDN (such as Cisco IPVC-3527-GW1P)
	The Videoconferencing  Gateway bridges the gap between the installed base of ISDN videoconferencing systems and the IP-based H.323 systems. 

The gateways connect H.320 ISDN to H.323 IP systems by translating calls initiated from the public switched telephone network (PSTN) to their equivalent on the packet network, and the inverse.
(2 x $15,000 = $30,000)
	CT DOC, Judicial Branch, inmates, attorneys and criminal justice agencies.

	Televisions, carts, hardware, software and other components required to connect, mount and use the videoconferencing system.
	Purchase for use with Polycom videoconference units.
(20 x $2,300 = $46,000)
	CT DOC, Judicial Branch, inmates, attorneys, and criminal justice agencies.


14)   Present the following “Jobs” information in table format:
· Describe the positions to be charged to the grant.   Identify by type of position or job title and indicate the function or role in the grant project.  Include all positions listed in the grant budget.
· Indicate if the grant funds will:

· create a new position/job

· fill an existing vacancy no longer funded in the town/city budget 

· re-hire laid-off personnel. 

· Provide an estimate of the total number of hours to be worked during a full fiscal quarter (three months) of the grant 
	Type of Position or Job Title
No positions created or funded by this grant.


	Function/ Role


	New Position/Job
Est. Total # work hours per fiscal quarter

	Vacant Position
Est. Total # work hours per fiscal quarter

	Re-hire

Est. Total # work hours per fiscal quarter



15) Will you sub-grant or sub-contract the grant funds?  If so, please identify the type of sub-grantee/contractor, briefly describe their services and deliverables.  (Present this information in table format)
Infrastructure upgrades and videoconferencing equipment will be installed in the prisons and community offices by the department’s Engineering Services staff and through the work of contractors. We have for planning purposes created four categories that best represent the installation and infrastructure support services necessary to complete the project. Following state procurement procedures the CT DOC will contract with one or more qualified vendors to provide the requested service. Work performed by Engineering Services, including installing lighting, room temperature control, and soundproofing will be paid for out of the General Fund and not with grant funds.
	Type of 
Sub-grantee/contractor
	Services
	Deliver

	Video Equipment Installation
Contractor
	HB Communications will perform installations and setup of large videoconference equipment and configure each unit. Each unit will include a Multi-Point connectivity configuration. 

(20 installations @ $300) 
	Connect to the DOC data network and make operational.
Coordinate testing.

	Data Jack Wiring Contractor
	Install data jacks, wiring infrastructure components and data wiring as needed to connect the videoconference equipment to the CT DOC data network. 
(up to 63 jacks @ $750)
	Data jacks, infrastructure components and data wiring for the video conferencing equipment.

	Fiber Data Wiring Contractor
	A data-wiring contractor who is prequalified through an existing state contract will install single mode fiber optic cable to interconnect the adjacent facilities.  This provides a long-term savings in carrier communication charges and permits us to utilize a single, faster (higher capacity) data connection to service both facilities.  
(1 connection @ $50,050)

*Additional connection may be made.
	Fiber optic interconnections between DOC facilities.   

	Infrastructure Data Wiring Contractor
	Install infrastructure conduit, inner duct and fiber as necessary at DOC facilities so that the communication carrier (such as AT&T) may install optical carrier circuits (such as OC-3, OptiMAN or MAN) and to interconnect DOC buildings.  These circuits are critical to improve the wide area network (WAN) capacity to that which is required for video conferencing. The building interconnections are important to constrain recurring communication costs.  

(up to 13 facilities @ $13,400 per upgrade)
	Infrastructure conduit, fiber optic cable and/or inner duct as required so that the new data circuits may be installed and optimally utilized.  
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