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ID #:  ________________

                                                                                 Category:  Public Safety/Corrections

                                                                   State:            Florida

· Program Name

Statewide Transportation Offender Program (STOP)

1. Administering Agency

State of Florida/Department of Juvenile Justice/Detention Services

2. Contact Person (Name & Title)

Wanda P. Smith/Sr. Management Analyst II/ Transportation Supervisor

3. Address

Knight Building

2737 Centerview Drive

Tallahassee, Florida 32399
4. Telephone Number

(850) 922-6164

5. FAX Number

(850) 921-6806

6. E-mail Address

wanda.smith@djj.state.fl.us

7. Please provide a two-sentence description of the program.

The Statewide transportation systems primary purpose is to transport offenders who are detained and in the care and custody of the Department of Juvenile Justice, in a safe, secure, efficient, and timely manner.  The system has two major components, the first being an automated transportation scheduling and data collection system centrally managed from DJJ Headquarters and the second component is decentralized and includes local transportation coordinators at each detention center, registers offenders for transport and is responsible for the execution of the daily transportation schedule (manifest) for each detention center.

8. How long has this program been operational (month and year)?

April 2001

9. Why was the program created? (What problem[s] or issue[s] was it designed to 

address?)

The Department of Juvenile Justice (DJJ) had traditionally operated its Offender Transportation System in a decentralized non-coordinated manner.  Each detention center superintendent assigned a staff to coordinate the transportation needs of the facility.  Typically this staff, the transportation coordinator, performed other job tasks within the facility, coordinated offender transportation, transported, and maintained the facility’s fleet.  Residential facilities also had vehicles and transported offenders.  These transportation efforts were believed to be duplicative and inefficient with several vans form different detention centers going to the same residential program and passing each other in route.  Beginning in 1996, shortly after the Department was established, various work groups and a pilot project was put in place to attempt to “find a better way.”  These efforts continued until April 2000 with limited success, but with enough success that the Department determined that there were significant potential savings in time and resources that could be realized if a centralized and automated scheduling system could be developed and operated.  The transportation system was developed and implemented to achieve three major goals and objectives:

(1) Create a system that would provide safe and timely transportation of offenders who are primarily in detention status and would also provide support to other branches within the juvenile Justice system as resources become available.

(2) Demonstrate a safer and more cost efficient system.

(3) Establish an accurate database in order to determine needs and cost comparisons.  

10. Describe the specific activities and operations of the program in chronological 

order.

· September 1996:
A Department Analyst in Detention Services was given the task to research various means to reduce the cost of the transportation of juvenile offenders and to explore how other states transport their juvenile offenders.  Reduction of statewide budget and severe limitations encouraged a diligent review and the direction to conduct a needs assessment on a statewide transportation system.

·  June 1999: A Department Analyst was assigned full time to develop and implement a statewide transportation system.  A three (3) month Regional Pilot (Hub) in central Florida was conducted.  The pilot period demonstrated that there were many advantages to having an organized system over the traditionally means of individual facility transports.  Staffing the units with well-trained career service employees increased professionalism, security and safety.  This staffing also enabled cooperative relationships with program personnel to be developed.  Emergencies such as program closures and hurricane evacuations were handled professionally and efficiently.  By the end of the 90-day period, the hubs had transported 300 youths over 50,000 miles without a single incident.  

· December 1999: Based on the successful implementation the system was expanded statewide.  Additional hubs were established in the North and South regions that completed and complimented the existing system in the Central region to form the Statewide Transportation Network.  

· April 2000: The Department signed the first of four contracts with Accenture to provide consulting services to the Department for evaluation of the potential for cost saving by implementation of an automated transportation scheduling system.  The first contract was for a period of 60 days to perform a study and make recommendations.  The study recommended the Department proceed with development and implementation of the proposed automated system in three separate phases.

· November 2000: A third party scheduling software, RiMMS, was purchased and modified to meet the needs of the Department.    Assigning routes for up to 140 secured detention vehicles with two certified juvenile detention officers for each trip drives this software. A second contract was signed with Accenture; this contract was for phase II the development and implementation of the proposed system.  Accenture developed the data input windows to access Rimms and make the system more user friendly.  The system is referred to as STOP (Statewide Transportation Offender Program).  The contract was amended to include the development of a train-the-trainers course that consisted of Trainer’ and Participants Guides for the Automated Transportation Management System. 

· April 2001: The automated transportation system and organizational structure began operation and soon experienced problems.  The system lacked the resources to adequately fulfill its original mission and as a result the system was reevaluated and additional resources were re-directed.

· May 2001: During the last week of May actions were initiated to re-evaluate the structure of the transportation system and some of the underlying assumptions. 
· June 2001: A revised directive was issued and immediately implemented.  Further guidance and direction was issued to provide additional to the field.  The policy limited transportation to offenders in detention centers to accommodate the lack of resources (vehicles and staff).
Attachment 1 (June 19, 2001, Memorandum)

· October 2001: Approximately 85% of all residential programs in the state of Florida are contracted facilities.  One of the limitations encountered with implementing the revised system statewide was the need to require residential programs to retrieve the offenders initially being placed in their facilities up at the nearest detention center.   It was decided to delay total implementation of the revised system to programs that their contract specified that the Department would deliver offenders to their programs, until the programs contract expired, was up for reviewed or amended to require them to pick up their offenders.  Historically, detention centers transporters have always delivered to the fornt door of the program on a pre arranged designated day and time. With the exception of twenty or so programs, the revised routes, hubs, and decentralization of the registration of offenders were implemented with great success.  We continue to track contracts and update the delivery locations on a monthly basis.
· February 2001: Completed training and implemented the Statewide Transportation Operational Guidelines. 
 Attachment 2 (Statewide Transportation Offender Program Operating Guidelines)
· May 2001: Implemented statewide Department of Juvenile Justice Transportation policy. 

 Attachment 3(Statewide Transportation Offender Policy/FDJJ – 5000)

11. Why is the program a new and creative approach or method?

Historically, transportation of our Florida’s detained youth to commitment programs, court, medical and other locations was a required function that each of the 25 detention centers managed separately and with few resources to meet the demands.  In FY 98/99, there were 61,390 admissions to detention and approximately 7,641 youth placed in maximum, high and moderate risk residential facilities with each facility and each detention center transporting its own youth and without specific units to perform this function, it not only impacted on the staffing abilities of each center but was extremely cost ineffective.  Transportation was based on demand rather than planned, thus minimizing the use of the vehicles and staff but promoted duplication of routes.

The Statewide Transportation Offender Program has allowed the State of Florida specifically the Department of Juvenile Justice to produce and collect data on how many offenders are transported, where they are transported to and form, vehicles utilized, miles transported and the cost of each transport.  As far as we are aware this is the only system of its kind in the United States.

12. What were the program’s start-up costs? (Provide detail about specific purchases for 

this program, staffing needs and other financial expenditures, as well as existing materials, technology and staff already in place.)

Initially during the pilot phase existing staff and resources were used.  After a successful pilot the services of a consulting firm were purchased to validate the system and to access future needs.  Upon determining the need for an automated system the same consulting firm was purchased to search, review and evaluate different software to determine the most appropriate.  The same consulting firm was then hired to reconfigure the purchased software and assist in the implementation of the over all statewide transportation system.

Cost:

Accenture Consultants $186,592 + 590,519.91 + 391,336 + 90,935= $1,259,383

Descartes (Rimms) software 
$269,038

Total  $1,528,421

Staffing was made up of existing positions that were redirected to create the Statewide Transportation system.  Each of the 25 detention centers staff their transportation units with floor staff and the Intra State Transportation Network is comprised of staff that were redirected form other centers and is under the supervision of the detention center it starts its route form. The salaries for these transporters are included with the detention centers salary budget.

The Transportation Coordination Center is centrally located in Tallahassee at the Detention Services Headquarters and is operated by three Dispatch staff that produces and distributes the daily manifest (schedule) and is supervised by an administrator who performs other jobs as well.   

13. What are the program’s annual operational costs?

Annual Report

Attachment 4

14. How is the program funded?

State Of Florida/Department Of Juvenile Justice/Detention Services/General Revenue

15. Did this program require the passage of legislation, executive order or regulations?  If 

YES, please indicate the citation number.

Departmental Policy 

16. What equipment, technology and software are used to operate and administer this 

program?

The STOP program is written in Visual Basic 6.0 language, using Microsoft SQL Server 7.0 as the database and Crystal Reports 8.0 to provide the reporting capability.

The automated system is on a server in the Department’s headquarters I Tallahassee.  Input into the system is done in the 25 detention centers (up to 5 pc’s) in each detention center and also at the central office (7 computers).  The request is then entered into the system through an input screen in the STOP program.  Requests can be received and entered anytime the need for the trip is known, for any future date.  The coordination center in the central office using the RIMMS scheduling software, schedules the trips on a daily basis.  Once generated the schedule is committed and exported to the STOP program where the transportation orders and transportation manifests are created using crystal reports.  Transport coordinators in each of the Departments 25 Juvenile Detention Centers then access these reports over the Department’s information technology network.  The transportation system is operated with a combination of scheduled routes that are established and operate on a pre-determined schedule.  Offenders are placed on the routes through logic in the STOP application and the routes are generally used for what’s termed log distance travel.  Other transportation is scheduled by RIMMS based on need and the entire list of travel requests through out the state and assigns the trips to routes and vehicles based on pre-determined logic and business rules in order to maximize profit as determined by these rules.  The transportation orders and manifests are then distributed to the local centers where the trips will originate.

17. To the best of your knowledge, did this program originate in your state?  If YES, 

please indicate the innovator’s name, present address and telephone number.

Yes, Florida was the first.

18. Are you aware of similar programs in other states?  If YES, which ones and how does 

this program differ?

No, our research indicates Florida is the first state to utilize an automated scheduling system for statewide transportation of juvenile offenders.

19. Has the program been fully implemented?  If NO, what actions remain to be taken?

Yes, the system is currently in a maintenance mode of operation with very minor incident s occurring.

20. Briefly evaluate (pro and con) the program’s effectiveness in addressing the defined 

problem[s] or issue[s].  Provide tangible examples.

During the implementation phase an attempt to transport all youth to and form each residential program, detention centers, court, medical and dental appointments etc; and quickly discovered there were not adequate resources to accommodate every transport involving juveniles in the states custody.  We than negotiated with the residential branch to retrieve the offenders form the nearest detention center. We would assist them if they wanted to bring the offenders form their program to the nearest detention center and we would transport and supervise the offender while at court.

21. How has the program grown and/or changed since its inception?

The program began with fourteen (14) administrative staff located at department headquarters.  Evolving into the maintenance mode of this system has allowed us to redirect staff to other duties allowing the program to continually become more cost effective.  Currently, there is only three full time staff working in headquarters with transportation.

22. What limitations or obstacles might other states expect to encounter if they attempt to 

adopt this program?

Initially when the program was implemented all 25 juvenile detention centers were state operated and regionally placed through out the state.  In January 2003 one detention center, South West, was privatized.  Other states might find the transportation system more difficult if their detention centers are privatized and do not sit under one umbrella of administration.  However, other Florida state agencies have showed an interest in the system itself.  The system can be easily adopted to schedule non-offenders and accommodate inspectors licensing restaurants statewide, gas stations, etc;

Add space as appropriate to this form.  When complete, return to: 

CSG Innovations Awards 2003
The Council of State Governments

2760 Research Park Drive, P.O. Box 11910

Lexington, KY 40578-1910

innovations@csg.org 

DEADLINE: All original applications must be postmarked or e-mailed by April 11, 2003, to be considered for an Innovations Award for 2003.
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