JUSTICE ASSISTANCE GRANT (JAG)
Addendum

Submission Instructions:  email to cjapplications@nctcog.org by June 1, 2009
COMPLETED ADDENDUM SHOULD NOT EXCEED 5 PAGES

Agency Name:  Collin County  
Application title:  TBD         




Application #:  TBD
Individual Project Title (if applicable):  Inmate Call Transcription and Translation
PROJECT BUDGET INFORMATION – indicate the total amount of each line item for this project:

	CATEGORY


	REQUESTED AMOUNT

	Personnel
	

	Contract & Professional Services
	$33,905

	Travel & Training
	

	Equipment
	$333,096

	Supplies & Direct Operating Expenses
	

	Indirect
	

	TOTAL FOR THIS PROJECT
	$367,001




1.  PROBLEM STATEMENT AND SUPPORTING DATA (up to 15 points):  The problem statement should refer to situations outside of your organization that are directly related to your target population.  What “external” situation will be dealt with if you are awarded the grant?  Substantiate the problem by providing at least two years of data that are relevant to the target area served.  NOTE:  Data source(s) must be noted and verifiable.

Inmate telephone conversations are recorded in county jails in the North Central Texas Region.  It is legal for law enforcement to listen to those recordings.  The recordings provide very valuable insight into crimes committed and into crimes planned.  They also provide valuable insight into gang structures, communications, and activities.  The problem is that the amount of audio recorded makes effective law enforcement monitoring prohibitively time consuming and expensive.  In the Collin County jail, for example, an average of 66 hours of audio have been recorded each day for the past two years (Chief Deputy Randy Clark, rclark@co.collin.tx.us).   In the Tarrant County jail, an average of TBD hours have been recorded each day (name, email).    

Many violent gangs have their roots in the prison system.  Violent gangs such as Aryan Brotherhood of Texas, MS-13, and Texas Syndicate operate across the North Central Texas 16-county region.  They deal in methamphetamines and heroin, and also commit aggravated robberies and murders.  For example, the Texas Syndicate is the oldest prison gang in Texas and is currently at war with the Houstone Tango Blast, the largest gang in Houston (2008 Texas Statewide Threat Assessment, Texas DPS).  In October 2007, 14 Texas Syndicate members were put on trial in Dallas for murder, attempted murder, conspiracies to commit murder, robbery, drug trafficking, and other crimes within the North Central Texas region.  Also operating in the Metroplex is MS-13, also known as Mara Salvatrucha, is so notorious, two years ago the FBI made the group one of its top priorities to dismantle. Authorities said they are a threat to the country because they smuggle drugs and illegal immigrants across the border, and then murder, rape and rob victims within the U.S. 
Increasing levels of violent crimes in the 16-county region can greatly be attributed to gangs.  A 2008 HIDTA report projecting drug related criminal activity in the Metroplex stated that, “the increasing development of relationships between Mexican cartels, their enforcers, and high-level members of gangs in the Dallas/Fort Worth area could contribute to increasing levels of violent crime in the area in the near term.  Drug traffickers in the Dallas/Fort Worth area very likely will have to take extra security precautions--possibly including violent confrontations with competing traffickers as well as law enforcement officers--to ensure the safe transport and secure stash house storage of their illicit drug shipments.” (http://www.usdoj.gov/ndic/pubs27/27503/outlook.htm#Outlook )  Also in this HIDTA report, “the recent increase in the number of firearm thefts from gun shops in the Fort Worth area may signify an interest on the part of Mexican cartels or those working on their behalf in obtaining weapons for use in their drug trafficking and other illicit activities from North Texas HIDTA locations. “
In the latest Uniform Crime Reports (UCR) the Texas Department of Public Safety reported that for 2007 in the 16-county region of North Central Texas, there were 361 murders, 1,958 reported rapes, 12,366 robberies and 16,210 aggravated assaults. (http://www.txdps.state.tx.us/director_staff/public_information/2007CIT.pdf ).  Total crime rates were up 2.3 percent from 2006.  But these statistics do not tell the entire story.

Since violent gangs operate across multiple jurisdictions, many gang members live in one area and commit crimes in other jurisdictions. Thus, reducing the crime rates requires collaboration of law enforcement agencies.  It also means using intelligence to understand the organizations and intentions of these gangs.  One approach is by listening to their recorded jail phone calls.  However, this is currently carried out using a tedious, manual process in most jails.   A problem is that only law enforcement officers from the respective counties working on specific cases listen to specific calls.  Much of the call data goes unmonitored, and even if monitored is not shared with other agencies.  Further, the conversations may include foreign languages, slang and gang-related codes, making it difficult for law enforcement officers to understand the conversation or important tip-offs.  Also, the conversation is in incomplete sentences and is not structured.  Thus extracting names, places, and links is quite difficult requiring conversational analysis techniques.  A great deal of manual analysis is required to evaluate the conversation.  

In conclusion, jail inmate call data can significantly contribute to solving and preventing violent crimes, but the current application of jail inmate call data is not practical without automated aids and regional collaboration.

2.  GOAL STATEMENT (40 WORDS OR LESS) (up to 5 points):  Describe the goal of the project as it relates to the identified problem(s).  Proposed project goals are clearly stated and reflect anticipated outcomes of the project.  The goal is all about the target group and how they will be changed/improved/impacted.  Goals must be attainable within the grant period.  DO NOT include statistical data or activities in the goal statement.
The goal is to reduce violent crime by providing inmate call transcripts to investigators (hours of listening at the jail ( quick queries from the office) and by providing insight to agencies on emerging criminal activities (minimal ( significant insight).  
3. PROJECT DESCRIPTION  (up to 20 points):  
ALL PROJECTS:  Completely describe those activities and the strategies to be used to respond to the needs of your target population. It should be clear that the activities/strategies are in direct response to the problem.  
EQUIPMENT ONLY:  Describe how this equipment will be used:  What does the equipment do?  Who will use it?  What training, if any, will be needed in order to implement this equipment? How often will the equipment be used?  Describe the sequence of events/activities that will typically take place when your agency uses this equipment.  
Today law enforcement spends large amounts of time listening to audio recordings of inmate telephone conversations as they seek to get information on crimes that have occurred and to prevent crimes being planned.  Since many jails record many hundreds of hours of telephone conversations each day, it is prohibitive for law enforcement officers to listen to all the recordings due to time constraints.  This project provides automated transcription of inmate telephone conversations to text.  It also provides automated translation of Spanish conversations into English text.  The resulting text is managed at the North Central Texas Fusion System for remote access.  The result is that authorized law enforcement personnel across the region can query and read conversation text in English from their offices through the North Central Texas Fusion System interface they already use.  An analyst team is already in place to identify criminal indicators and to identify actions for Chiefs and Sheriff’s to use in combating crimes.

Transcribing and translating taped conversations into English text that is queryable by over 1000 regional law enforcement users could be perceived as an expensive and complex task.  Fortunately, the project strategies include 1) storing and providing access to the data through the operational North Central Texas Fusion System; 2) leveraging analysts who are already funded and tasked with combating major crimes; and 3) reducing risk and cost by expanding a pilot project that developed the user interface and processing algorithms as well as training of the software on inmate jargon and slang; and 4) query of inmate call data with other law enforcement data already available (including data from Dallas, Fort Worth and Arlington).  

The activities to be funded by this project are a contractor’s 1) purchase; 2) integration and installation; and 3) first two years of maintenance of system components.  The contractor will purchase the hardware and software components.  All of the components are standard off-the-shelf components except for the transcription/translation software.  Fortunately, Collin County has already held a competition to select the transcription/translation vendor and has conducted a pilot to customize the software to the region. The contractor will also install and test the hardware and software as well as establish network connections to the audio recording system and secure file transfer protocol connections to the Fusion System.  The contractor will provide first two years maintenance of the hardware and software.  The county organizations receiving the systems have agreed to fund the out-year maintenance for their facility’s hardware and software.   

The project “equipment” is computer hardware and software components that will be used to transcribe conversations to text, translate Spanish conversations to English, and provide the data to the Fusion System.  The hardware and software is not used directly, rather the software runs automatically to process audio data and provide the transcribed and translated data to the Fusion System.  Authorized regional users will be able to access and query the data from their offices.  No additional user training is required as the techniques are the same as those used for all Fusion System data.  Those established techniques include form and single-line queries of every word in every record and document in the Fusion System, not just the inmate call data.  New users and users who would like a refresher course can participate in any of the Fusion System one-hour training webinars from their offices.  Users can also contact the Fusion System help desk for assistance. 
4. TARGET POPULATION BENEFIT AND PROGRAM EVALUATION (up to 20 points): 
EQUIPMENT ONLY:  How does this equipment benefit your agency?  How does equipment benefit/impact the community?   Describe sustainability plan for equipment – i.e., Long-term maintenance?  On-going training?  On-going warranty/service contracts?  Based on outputs/outcomes in eGrants, describe how you will evaluate this project, including (1) what data will be gathered, (2) how data will be gathered, (3) how outcomes will be measured,  (4) the process of data analysis, and (5) how the evaluation will be used for program improvements.
PERSONNEL PROJECT:  Describe the anticipated benefits/impact for your target population.  Describe sustainability plan for personnel – what happens after the grant period is complete?  Based on outputs/outcomes in eGrants, describe how you will evaluate this project, including (1) what data will be gathered, (2) how data will be gathered, (3) how outcomes will be measured,  (4) the process of data analysis, and (5) how the evaluation will be used for program improvements.
The project equipment (computer hardware and software) will benefit the entire North Central Texas Region as well as Collin County in the following ways:  1) significant time savings for officers needing to monitor calls, 2) significantly more data available to non-Spanish-speaking officers, 3) ability to easily search the data for topics of interest, 4) analysis products drawing from enormous amounts of cross-jurisdictional data and, as a result of benefits 1-4, 5) numerous violent crime cases closed and violent crimes prevented.  
The output/outcome project evaluation measures will be:

1. Quantity of conversations transcribed to measure the additional data available to law enforcement and to approximate the time savings for law enforcement 

2. Quantity of conversations translated to measure the amount of data now available to non-Spanish-speaking law enforcement personnel

3. Number of queries of the data to measure the level of usage by law enforcement personnel working cases

4. Number of analysis products produced to measure the utility of the call data 

5. Record of anecdotal feedback on cases, law enforcement decisions, and law enforcement actions that benefited from the project. 

Items 1-3 will be automatically collected by the North Central Texas Fusion System.  Items 4 and 5 will be collected by the North Central Texas Fusion System Intelligence Analyst.  Quarterly review of the data by the Fusion System Intelligence Analyst as well as the analysts from Plano, McKinney, Dallas and Fort Worth will focus on improving the value of the project to the region.

The sustainability plan for the hardware and software includes on-going maintenance after the first two years funded by each of the recipients.  Note that Collin County has committed to the ongoing sustainment of the Fusion System.  User training is not necessary because the interface will be the same as the interface already used for querying other data.  Training webinars and a help desk are available to all users.  

This is not a personnel project.
5. AGENCY COLLABORATION (up to 5 points):  In the table below, list up to ten (10) of the most important collaborations that your agency has with other entities in order to carry out this project.  All applicants are strongly encouraged to collaborate with other agencies to achieve similar goals.  This includes program integration and enhancement activities, and joint funding efforts.
EQUIPMENT ONLY:  Describe if the equipment will be shared with other jurisdictions, describe if others outside your agency will be trained in using the equipment, describe any collaborative purchasing agreements.
	Agency name
	Describe nature of relationship and results the relationship is expected to achieve in carrying out this project.

	Hunt County Sheriff’s Office
	Interlocal agreement in place and information sharing through the Fusion System is ongoing.  Sheriff has now provided a letter of commitment to host jail call transcription in his jail, to share the data through the Fusion System, and to fund the out-year maintenance. 

	Parker County Sheriff’s Office
	Interlocal agreement in place and information sharing through the Fusion System is ongoing.  Sheriff has now provided a letter of commitment to host jail call transcription in his jail, to share the data through the Fusion System, and to fund the out-year maintenance.

	Wise County Sheriff’s Office
	Interlocal agreement in place and information sharing through the Fusion System is ongoing.  Sheriff has now provided a letter of commitment to host jail call transcription in his jail, to share the data through the Fusion System, and to fund the out-year maintenance.

	Collin County Sheriff’s Office
	Interlocal agreement in place and information sharing through the Fusion System is ongoing.  Sheriff is hosting the pilot project to refine the interface and concept of operations for transcription and translation.  Providing criminal analyst to work with the analyst team at the North Central Texas Fusion Center.  Activities will include analysis of call data to provide insight to regional Chiefs and Sheriffs.  

	Tarrant County Sheriff’s Office
	Interlocal agreement in place and information sharing through the Fusion System is ongoing.  Sheriff has now provided a letter of commitment to host jail call transcription in his jail, to share the data through the Fusion System, and to fund the out-year maintenance.

	McKinney Police Department
	Interlocal agreement in place and information sharing through the Fusion System is ongoing.  Provide criminal analyst to work with the analyst team at the North Central Texas Fusion Center.  Activities will include analysis of call data to provide insight to regional Chiefs and Sheriffs.

	146 Other North Central Texas Law Enforcement Agencies
	Many of the agencies have executed interlocal agreements and are sharing database data through the North Central Texas Fusion System; many of the agencies share crime analyst reports through the Fusion System; all of the agencies have active users of the Fusion System.   


The equipment (computer hardware and software) will reside in the participating jails and the equipment will not be shared across jurisdictions.  The data will be shared with authorized law enforcement personnel across the region.  No collaborative purchasing agreements are planned.  The computer hardware and software will be maintained by a contractor but the information technology teams for each of the participating organizations will be kept informed by the contractor.    

6. PERSONNEL QUALIFICATIONS (up to 5 points):  For grant-funded staff: provide title, indicate new or existing position, name of staff, qualifications of position.

EQUIPMENT ONLY PROJECTS:  Who is project manager, role in purchase and implementation?  What are qualifications of those using the equipment?

There are no grant-funded personnel. 

Kelley Stone, Chief of the North Central Texas Fusion System, will be the project manager.  The Collin County Purchasing Agent will lead the competitive solicitation of an integration contractor.  The Collin County Purchasing Agent will seek a contractor with qualifications in the areas of procurement, software integration, metrics collection, and maintenance of software and hardware.  The ultimate users of the data do not need any familiarity with the underlying software and hardware.  They will access the data through the North Central Texas Fusion System interface that they already use. 
