Judicial Video Network Advisory Committee

Topic and Discussion Paper


Governance

Background

The Judicial Video Network (JVN) is a loosely defined term used to describe the point- to-point interactive video network used by Montana’s legal and justice communities.  There are approximately 35 sites that make up the JVN – 28 of which are located in county courthouses under the purview of the local district court judge(s). 

The state’s use of video, as is true with many technologies, has evolved as state and local entities have found value in the use of the technology.  The State of Montana, through the Department of Administration, has managed the METNET interactive video network for over a decade.  There are currently fifteen (15) METNET interactive video sites used predominately for educational purposes.

Interactive video is used in some fashion by all branches and levels of government, however, not all adhere to the same technical or policy management principles and practices. There are many different needs for the technology that require different solutions or management models. As a result, many entities within the state have programmatic, technical, or management responsibilities for differing aspects of video usage and management.  Though all entities strive to work well together, these differences create complexities.   

Senate Bill 131 enacted in the 2001 Legislature provided the Department of Administration with the statewide oversight of Executive Branch agencies for all technology.  The Legislative and Judicial Branches are exempt from the Department’s authority under SB131, both branches work with the Department on a cooperative basis and follow standards and procedures whenever possible.  

Within the Judicial Branch, the Office of the Court Administrator has program management responsibilities for the court connections on the JVN and has created this advisory committee to help develop the system appropriately with user input and guidance.  In addition the Judicial Branch has its Commission on Technology that provides advice and recommendations to the Supreme Court regarding the deployment of technology for courts in general, including video use.

Local governments have a key and critical stake in video use in that the majority of JVN sites are located within county facilities (typically courthouses).  Further, courts of limited jurisdiction within the counties have some use of these systems, and they are at times used by other local government administrative officials.  

The Legislative Branch also has plans to expand the use of video both to broadcast its proceedings, and to use interactive video in the future to conduct hearings.  The legislature is actively broadcasting legislative hearings and sessions through local TV channels.  Further, the branch provides for video streaming over the internet of some proceedings, and has plans to expand its use of this technology as well.

The Executive Branch has many users that are stakeholders in the JVN, and in the state’s traditional video network METNET that provides for educational programming for the Montana University System, and for administrative and training purposes for state agencies.  Several Executive Branch entities are keenly interested in the proper development of the JVN due to their role in the judicial process including the Department of Corrections, the Department of Justice, and the Department of Health and Human Services.  

The Information Technology Services Division of the Department of Administration serves as the primary manager for all technology systems within the state, including the JVN.  They have relationships with vendors statewide to provide the needed services, and have contractual relationships with the OCA to provide network technologies for court sites of the JVN.   In addition, many agencies are beginning to use video technology to a greater extent, and ITSD intends to convene a Video Users Group to include all state stakeholders to develop appropriate direction and strategy surrounding video for state users, regardless of branch.  

This complex scenario is depicted in the following slide:


[image: image1.emf]Executive  Branch IT Governance

Created in 2001 - SB131 - MT Information

Technology Act

State of Montana

Executive Branch

Includes: DOA, DOJ, DOC, DPHHS

State of Montana

Judicial Branch

Includes: Montana Courts, Clerks of

Court, State Law Library

Supreme Court

Commission on Technology

Judicial Branch IT Governance Created in 2001 by Order of the Supreme Court

Other Entities

Montana Legal Services

State Bar of Montana

University System

County Government

County Commission

Sheriff'

Information

Technology

Board

Montana CIO

Judicial

Video Network

(35 sites)

MetNet

(15 sites)


Governance Topic Discussion:  

The Advisory Committee needs to discuss the overall governance structure that can work best for the JVN into the future.  

Some of the questions that need to be addressed are how to reduce the complexity of video management statewide and how to improve the overall management, and development of the JVN? Recommendations by the Advisory Committee are especially important.

In addition, the OCA has developed a MOU to be entered into with each district court, and copied to appropriate county officials.  Is the MOU, attached, adequate and appropriate in the opinion of the committee? 

Network Costs and Cost Recovery

Background

The JVN came into existence through several grants received by the JVN user community beginning in 2000.  These grants continue to be the primary source of funding for the network. The grants covered all costs for the network, including the initial hardware investments, support staff, equipment maintenance, and the telecommunications services.  The grant recipient, their approximate dates, and the award amount used to fund the network to date are:

	Recipient
	Period
	Amount

	Juvenile Probation Officers Association (JPOA)
	March 2000
	$425,000

	Montana Legal Services (MLS)
	April 2001
	$207,470

	Court Assessment Program (CAP)
	June 2002
	$500,000

	Montana Board of Crime Control – Byrne Grant with DOJ & Law School
	March 2003
	$78,000

	Community Oriented Policing (COPS) 
	September 2005 
	$346,000

	      TOTAL
	
	$1,556,470


Over a five year period the JVN has received substantial funds from federal programs to establish the system and provide operational support.  This is the traditional model of federal grant programs: provide up front capital investment dollars, but expect the local entities to provide the on-going support for the system.  The JVN user community, as a whole, has been fortunate to have access to this much start up funding, however, it is not a reliable long term funding source. 

Beginning in FY2006, DOA-ITSD became the official network provider for JVN services.  DOA-ITSD obtains the majority of these services through VisionNet, and 

recovers its costs from the OCA and other JVN entities through service level agreements.  The negotiated rate for court JVN services throughout the FY06-FY07 biennium is $6,000 per site, per year.  The $6,000 fee covers network services and VisionNet port and maintenance charges.  The $6,000 fee does not include end-user equipment (cameras, TV’s, racks, etc.) or personal services to support the network.  The OCA estimates that the total cost of ownership, per site, per year is roughly $10,000.  The $10,000 includes network and port costs, a five-year equipment replacement schedule, and one employee to manage the program based on 35 sites.

Network costs represent 60% of the costs associated with the JVN.  One of the most compelling reasons for partnering with the DOA-ITSD on interactive video is the assumption that through economies of scale and improved network design these network costs can be ultimately reduced.  It’s important to note that DOA-ITSD is also the predominant data network provider for all JVN sites.

Virtually all entities that utilize the JVN benefit through more efficient utilization of staff time and a reduction travel costs.  Counties avoid placing deputies on the road for full day and overnight trips which cost salaries and travel per-diem, courts avoid travel time for judges, agencies avoid travel expenses for expert witnesses and technical resources, and even private attorneys avoid travel costs through the use of the system.  This reduction in travel time allows law enforcement personnel and others to manage their time and workload for effectively.  These are just a few examples of cost avoidance.  In a review of cost avoidance figures, based upon logs of all events conducted over the system, it is estimated that the users of the system avoided more that $220,000 travel and lost-time in costs during calendar year 2004 and more than $600,000 in 2005.  The estimated overall cost savings, after expenses, was approximately $250,000 in 2005.   

In addition there are numerous public safety benefits when prisoners do not have to be transported around the state for various court-related activities.

Network Cost and Cost Recovery Discussion Topics:

What funding source does the Advisory Committee recommend to support the ongoing operational costs needed to manage and care for the JVN?   Alternatives include the general fund, fees charged to users, assessments to local governments and state agencies, or combinations of these or other alternative non-state (federal) sources.

Would the Policy Committee recommend that DOA-ITSD continue to review its rates for data and video services with hopes of blending their costs into common rates for the benefit of users? 

Program Management

Background

A fundamental design characteristic of the JVN is that users can operate the system without assistance, i.e., no intermediary is necessary to facilitate the session between sites.  This is in contrast to the METNET video network in which every session is scheduled and monitored for quality by DOA-ITSD technical staff.

The JVN equipment is relatively easy to use; however, the quality of the video is very much a function of the position of the camera, lighting and the placement of microphones at each site.  In addition, technical problems can and do occur and JVN users must have access to reliable and immediate technical resources.  

Over the past 4 years, the JVN has “evolved” more than “developed” according to a pre-set plan.  As with any network or major information system, new investments are needed on a regular basis for equipment and network upgrades. Further, program management is needed to ensure that users are trained, that problems are resolved, and that utilization is monitored and growth adjustments are made as appropriate.  The OCA currently provides leadership in the on-going development issues surrounding the JVN.  But, because there is such a diverse group of users that benefit from the network, support for the operational and programmatic needs of the network is appropriate and needed.  There is a need to move more clearly from the initial evolution of the system into a more logical, panned development and management phase of the JVN.

Program Management Discussion Topics:

How can the Advisory Committee, and the primary users and benefactors of the system, be engaged to provide needed planning and support for the many operational, managerial, and funding issues associated with the development of the JVN?

Does the committee wish to consider recommendations regarding the minimum standards of operations (technology and bandwidth) to be used for JVN events?

Page 5 of 5

March 2006


_1204281329.vsd

