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[bookmark: _Toc129866601]Background 
[bookmark: _Hlk129869626]County Board Amendment 2 to item #16 (Resolution File No 22-1100) directed the Superintendent of the Community Reintegration Center (“CRC”), in collaboration with the Milwaukee County Sheriff’s Office (“MCSO”), to furnish to the County Board as soon as practical a plan and budget to provide Correctional Commissary services in-house after April 30, 2023.
In response to this request, the Commissary In-Sourcing Workgroup (“Workgroup”) was established to discuss a plan and draft a report to insource commissary and the trust accounting software. Members of the Workgroup included fiscal and operational staff from the CRC and MCSO, and subject matter experts (“SMEs”) from the Department of Administrative Services – Information Management Services Division (“IMSD”) and Procurement Division (“Procurement”). The following staff contributed to this report:
· [bookmark: _Hlk129869517]Chantell Jewell, Superintendent, CRC
· Joshua Briggs, Jail Commander, MCSO
· David Rugaber, Assistant Superintendent – Operations, CRC
· Jeremy Gloudemans, Security Director, CRC
· William Duckert, Assistant Jail Commander, MCSO
· Michael Bickerstaff, Public Safety Fiscal Administrator, CRC
· Patricia Carravetta, Public Safety Fiscal Administrator, MCSO
· Andrew Carrion, IT Business Analyst – Public Safety, DAS-IMSD
· Lael “Tony” MacLellan, Manager-Contracts – Public Safety, DAS-Procurement
· Brenda Smith, Contract Compliance Manager – Corrections, DAS-Procurement

The Workgroup reviewed programmatic, operational, and fiscal functions, goals, and desired outcomes to determine necessary action steps and identify potential risks to success of a transition. SMEs were assigned to functional/operational areas based on their professional knowledge of the processes involved in a particular area. The Workgroup met on a weekly basis in January, February, and March of 2023 to confer on each functional/operational area’s findings and confirm decisions made. The findings of the Workgroup are provided in this Report. 

[bookmark: _Toc129866602]Competitive Solicitation & Contract History
[bookmark: _Toc129866603]Food Service
On August 11, 2014, the Department of Health and Human Services and the then-Milwaukee County House of Correction (today, the CRC) issued RFP 98140002: Food Service Program to provide food services for the DHHS Behavioral Health Division facility (“BHD”), the DHHS Juvenile Justice Detention Center facility (“JJC”) and the then-Milwaukee County House of Correction, including the Criminal Justice Facility (then the “HOC”, now the CRC, and the CJF). While the locations issued the RFP jointly, each entity contracted separately with the winning Vendor (Aramark). The CRC’s contract had an initial term of January 1, 2015 – December 31, 2018, with two optional one-year renewals running January 1, 2019 – December 31, 2019, and January 1, 2020 – December 31, 2020. The Food Service contract for the CRC was renewed subject to Board Resolution 19-364 for a two-year extension running from January 1, 2020 – December 31, 2021. The contract was renewed again in 2022 by Board Resolution 21-395 to accommodate the master planning process for required kitchen equipment upgrades. This extension ran from January 1, 2022 – December 31, 2022. The contract was renewed for a final month-to-month term following completion of the Master Plan to allow for an RFP for Food Services, which is expected for release in late Q1 or early Q2 of 2023. 

[bookmark: _Toc129866604]Commissary Service
In 2015, the then-House of Correction (now the CRC) and MCSO issued RFP 98150009: Commissary & Inmate Accounting Services, seeking a provider of commissary services and an inmate accounting system at the County’s Correctional Facilities. On November 13, 2015, the then-HOC and MCSO entered a contract with Aramark Correctional Services, LLC for the provision of services. The contract had an initial term of three years, running from January 1, 2016 – December 31, 2018, with two optional one (1) year renewal terms running from January 1, 2019 – December 31, 2019, and January 1, 2020 – December 31, 2020. In 2019, the then-HOC Superintendent entered into an extension of the Agreement from January 1, 2020, to December 31, 2021. In 2022, subject to Board Resolution 21-420, the then-HOC entered into an additional one-year extension running from January 1, 2022 – December 31, 2022. 
In 2022, the CRC and MCSO in partnership with DAS-IMSD and DAS-Procurement issued Request for Information (“RFI”) RFI-2022-003: Trust Account Software, seeking information from the Supplier community to be used to develop a Request for Proposal (RFP) for an Inmate Trust Account component of a larger Corrections Collaboration System (“CCS”). The RFI sought to confirm a competitive marketplace of qualified products and vendors, and cost requirements for this approach. 
The contract was renewed for a final month-to-month term in 2023 to allow for the Workgroup to explore potential options for in-sourcing Commissary services as well as to prepare an RFP or RFPs as needed for these services. 
[bookmark: _Toc129866605]Program Operations 
[bookmark: _Toc129866606]Food Service
Today, Milwaukee County operates a full-scale correctional food service program that provides foodstuffs, meal preparation and oversight, meal service, dietary management, work and training opportunities, and related food service functions for all three correctional Facilities using an outsourced Vendor. The CRC complex houses the County’s main cook-chill Production Kitchen. Food prepared in the Production Kitchen is delivered twice a day to the YDC and once per day to the CJF for re-thermalization and service. The Correctional Food Service Program provides meals and snacks for adults and juveniles residing in all three of the County’s Correctional Facilities. At full capacity, the CRC Production Kitchen can prepare and serve more than three (3) million meals per year. In 2022, the Production Kitchen served a total of approximately 2,463,750 meals, including therapeutic and religious diets. The Production Kitchen also supplies approximately 170,400 sandwiches or sack meals annually for residents appearing in court or who may have missed meals due to arrest processing or booking. In addition to regular meal service, the incumbent Vendor provides a staff dining program, a culinary training program with work opportunities post-release for residents, and a for-purchase special meal program that allows residents to use trust funds for the purchase of special meals or additional meals. 

An RFP for Food Service Management is expected for release in March – April of 2023. 

[bookmark: _Toc129866607]Commissary & Trust Account Services
Commissary services are currently provided to residents of the CJF and CRC through a third-party contract with Aramark Correctional Services, LLC (“Aramark”). Additional information may be found in RFI-2022-003: Milwaukee County Correctional Trust Account Software.

Commissary and Trust Account services include: 

· Provision of commissary items (food, candy, snacks, beverages, health and drug items, and general merchandise) 
· Indigent Kits for those residents who cannot afford to purchase products. 
· CORE Commissary Management Information System, utilized to accept commissary orders and payments and to provide trust accounting of resident funds during incarceration. 
· Ruggedized correctional-grade hardware, including kiosks, used by residents to access the CORE System. 
· Training, maintenance, and repair services on the provided systems and software. 
· Staffing, including management and supervisory personnel, pick/pack and delivery personnel, and administrative personnel from Aramark’s regional offices or headquarters location to provide operations and purchasing advice related to the commissary and “inmate” accounting software.  
· Any needed interface(s) between the CORE System and any phone or communications provider to permit the purchase of communications cards or communication time by residents.  
· Any needed interface(s) between the CORE System and any Jail Management System utilized by the County (presently ProPhoenix).  

Today, all sales are made via an automated order screen on a kiosk installed in each housing unit. The automated order interface shows commissary items available for purchase, and their current prices. This kiosk interfaces with the CORE System and trust accounting software. The CORE System interfaces with the Correctional Communications Provider for purchase of phone and video visitation time, as well as for the purchase of digital media, books, and other content. The CORE System also interfaces with the County’s Jail Management System. The current Vendor is responsible for providing all equipment to support the system’s functionality, including a secure network connection, and is responsible for any installations, maintenance, repair, or upgrades of that system and the related network and equipment.
Commissary Ordering 
The County’s Correctional Communications Vendor provides Commissary Ordering via the ITS in partnership with the County’s Commissary Vendor. The system allows residents to utilize phones in the housing units to enter their phone PIN and press a speed dial digit to access the automated commissary ordering system, make commissary purchases, and access their accounts. The automated system confirms the order is placed and reminds the resident their account balance will reflect the order once it is processed. The Commissary Vendor then processes the order and makes deliveries of commissary items based on pre-determined schedules in place at each facility.  In addition, the Correctional Communications Vendor’s The Bridge tablet solution can integrate with the current Commissary Vendor’s systems to enable picture-based point-of-sale commissary ordering using touchscreen tablets.

Required Interfaces
Today, the Trust Account system interfaces with the following systems:  

· Correctional Management System: Both the CRC and CJF use the ProPhoenix CMS system to manage the booking and custodial stay. The interface pushes data to an SFTP site hosted by the current Trust account vendor.  This file is transaction based and includes housing assignments, new bookings, and releases.  

· Commissary: A two-way interface exists between the Trust Account and Commissary ordering systems.  This allows the Commissary system to receive account balances and send back-order details as debits to the accounting system.  This interface uses SFTP to transfer files.  

· Phone and Video Visitation: A two-way interface exists between the Trust Account and Communications systems to maintain debits and credits related to phone and video visitation time orders. Both services are paid for on a per-minute basis. This interface uses SFTP to transfer files.
[bookmark: _Toc129866608]Problem & Opportunities Statements
Food quality and service, as well as the availability of commissary products and services at affordable costs to residents and their loved ones, have a measurable impact on residents and staff at the County’s correctional facilities. Today, Commissary items are provided to the County by a large, third-party Vendor with bulk purchasing power. 

Problems to Solve
1. Due to the nature of food, snack, and personal-care commodities, the prices for these items are impacted heavily by the global supply chain and inflation. Increases to costs of product driven by inflation can substantially impact the sale price to residents and their families. 
2. The budgets of the CRC and MCSO partially rely on commissary sales, and loss of revenue impacts those budgets and the provision of funded services, making the County reliant on the third-party vendor and funds from residents and their loved ones.
3. Due to the County’s reliance on commissary sales, costs to the residents and their loved ones are artificially increased due the revenue-sharing model employed.

Opportunities
1. A move to providing Commissary services directly by the County increases opportunities to advance racial equity through equitable contracting processes and program design.
2. Breaking down a single large contract into multiple smaller contracts expands opportunities to Targeted Business Enterprises (TBEs) and other small and local businesses.
3. Direct provision of Commissary services has the potential to reduce costs of these services to residents and loved ones.
4. A change to direct provision of Commissary services allows the County increased control of the staff who provide those services, and applies the County’s equitable hiring practices, training, and support to the new staff members. 
[bookmark: _Toc129866609]Alignment to Mission, Vision, & Strategic Plan 
Milwaukee County Mission:  We enhance the quality of life in Milwaukee County through great public service.
Milwaukee County Vision:  By Achieving Racial Equity, Milwaukee will be the healthiest County in Wisconsin.
In 2019, Milwaukee County was the first government in the United States to declare racism a public health crisis. In 2020, Milwaukee County established a strategic goal of achieving racial equity to make Milwaukee County the healthiest county in Wisconsin and with the mission of enhancing the quality of life in Milwaukee County through great public service. This strategic goal includes three strategic focus areas and nine strategy objectives:
 [image: ]
[image: ]Using the Health and Equity Framework (below) as a guide, Milwaukee County’s strategic plan focuses on addressing the root causes of racial inequities.

Both the CRC and CJF support the mission and vision of Milwaukee County by continuing to transform operations through the lens of racial equity and community service.  Racial equity will be achieved when race no longer predicts health outcomes and outcomes for everyone improve.
[bookmark: _Toc129866610] Alignment to Strategic Plan
The recommendations of the Workgroup align to 1A, 1C, 2A, and 2C of the County’s Strategic Plan. 
1A: Reflect the full diversity of the County at every level of County government.
The Workgroup’s recommendations for the addition of Milwaukee County staff positions to support the Commissary program allows the County, through its user Departments and Human Resources, to ensure that positions are staffed in a manner that reflects our County’s diverse constituency through recruitment evolution to reach a wider audience and new training practices for County staff that recognize implicit bias.
1C: Increase the number of County contracts awarded to minority and women-owned businesses.
Breaking down a large contract into smaller component parts combined with improved Procurement practices designed to increase equity in the County’s contracts and purchasing practices, the recommendations of the Workgroup advance 1C by creating new opportunities for engagement of Targeted Business Enterprises (TBEs) in partnership with the Office of Economic Inclusion.  
2A: Determine what, where, and how we deliver services to advance health equity.
The multidisciplinary Workgroup established for this effort focused on improving the delivery of Commissary services to our residents and their families and loved ones and reducing the high cost of Corrections on these individuals. 
2C: Apply a racial equity lens to all decisions.
Developing a thoughtful and cost-conscious Commissary Services plan seeks to ensure that the experience of incarceration in Milwaukee County does not negatively impact the health outcomes and fiscal health of residents and their loved ones.
[bookmark: _Toc129866611]Assumptions and Constraints 
· Outside contract
· Due to lack of space and expertise we are proposing to only insource the ordering and delivery of the commissary items.  
· Savings on security may occur due to no outside vendor would enter secured areas of the facilities.
· There would still be a need for a contract with a vendor to supply the items for purchase.  Lack of Economies of Scale
· Since the CRC and the CJF report under two different Elected Officials both departments will have to have their own commissary staff and will not share resources.
· Buying power will not be as great as established vendors so prices might be affected.  Options may be limited, and an extended food program may not be included.  
· The County has access to the amount sold, and the County’s commission, but doesn’t know how much the vendor pays for stock or their margins.
· An accounting system would need to be added to the RFP because the current vendor provides their system as part of their contract.
· A POS system would either need to be provided by the inhouse vendor or included in the RFP as a separate item.
· The current revenue structure will remain the same in order to support the adopted departmental operating budgets.  

[bookmark: _Toc129866612]Preliminary Risk Assessment
[bookmark: _Toc129866613]Risks at the Milwaukee County Jail
The major risk for the Milwaukee County Jail is allowing contraband into the facility.  This will be mitigated by sending every order through the x-ray machine that is in the lobby.  This is the same procedure we use for the US Mail. 

We would also like to limit the amount of commissary that each occupant can order.  This limit would be set at $100.00 per order. (50.00 in consumables and 50.00 in hygiene and other products) This would cut down the possibility of occupants taking advantage of others. (Setting up their own stores)
A security team from the Milwaukee County Jail would also request to be able to conduct planned and unannounced tours of the commissary vendor and to review the blind packaging and delivery system in place.

[bookmark: _Toc129866614]Risks at the Community Reintegration Center
The major risk for the Community Reintegration Center is the potential introduction of contraband into the facility. To minimize risks, the staff assigned to the sallyport will be required to properly document all vehicles entering and exiting the secured perimeter. This includes the date, time, company, drivers name and license plate number on the vehicle. Further mitigation would be achieved by scanning all packages delivered to the facility through a large package scanner. The scanner would be in a secured area near the loading dock. Items would not be allowed into the facility without being scanned. We will also require the vendor to deliver canteen to the facility in clear, sealed bags allowing a thorough visual inspection. CRC K9 officers would be required to search for the presence of narcotics or other illegal substances.  
In addition to searching all material coming into the facility, the CRC would like to limit the amount of commissary each resident is allowed to order. The dollar limit would be no more than $50.00 per week, and residents would be allowed to receive no more than one iCare package per week. 
A security team from the CRC would also request to be able to conduct planned and unannounced tours of the commissary vendor and to review the blind packaging and delivery system in place. 

[bookmark: _Toc129866615]Additional Risks
· Staffing issues
· Unknown changes in price
· Logistical issues due to potentially small vendors
· Potential to lose variety of product
[bookmark: _Toc129866616]Trust Account Software
Milwaukee County currently uses banking software provided at no additional cost, under the commissary contract.  This section will provide some details into the recommended software architecture, data conversion, necessary interface development as well as a budgetary cost
IMSD recommends using a Software as a Service model where software is licensed under a subscription basis using a vendor web-hosted solution.  This model offers the ability to run the software using an internet browser from any device, avoids local installation, no upfront hardware costs and provides a flexible pay-as-you-go model.  
Procurement issued a RFI on August 3, 2022, with the purpose to explore various software options and obtain budgetary pricing.  Only a few vendors responded, but we obtained an estimated cost for the software licensing under a SaaS model of $55,000 annually.  Please note that this cost does not factor in data conversion, interface development, or implementation costs.  These costs are defined in the Project Financial Analysis section.
Milwaukee County maintains two separate instances of the trust software so that both the CRC and MCSO can properly manage and control funds for their respective areas.  When someone moves between facilities, the account and related money is transferred as well.  
The vendor that provides the software is fully responsible for support related issues.  Support for the software is generally during business hours, but vendors will provide a way to escalate an issue after hours for critical problems.  This support is included in the annual fees under a SaaS model.    
There are several incoming and outgoing interfaces in place to support the operation of the software and management of funds.  These interfaces are critical to the successful operation of the software and any outages will cause significant operational impacts.   

[bookmark: _Toc129866617]Conversion
With the transition to new software, the workgroup recommends converting the data from the current banking software to bring over trust balances as well as all historical transactions.  This will ensure a clean transition, but also help with efficiencies and avoid the need to maintain multiple data sources to answer business questions, inquiries, and audits.
This process will include working with the vendor to map existing data fields to the new system, developing exports, and working on data translations.  We estimate the cost of a full conversion to be between $90,000 - $100,000.
An alternative approach is to bring over the non-zero account balances and load the base account information of those in custody at the time of the transition.  This still requires some data conversion work, but the level of work is reduced.  We estimate the cost of this option to be between $15,000-$20,000.

[bookmark: _Toc129866618]Interfaces
The trust account software must interface with several systems in order to maintain rosters, determine what accounts are active, provide available balance information, process order transactions, and return funds upon release.  
Below is a list of the interfaces that would be impacted by changing software vendors:
1. Correctional Management System data.  This interface sends simple demographics, booking, release, housing assignments for those in custody.  This triggers account creation, updates, and inactivating accounts upon release. Estimated cost $15,000. 

2. Commissary system.  This is a two-way interface between the trust account software and the commissary ordering system to ensure sufficient funds are available for product orders and transfers funds to pay for goods when orders are fulfilled.  This interface also processes returns along with necessary credits back to the trust accounting system. Estimated cost $30,000.

3. Communication systems (phone, video visitation, tablets).  This interface sends roster data to the communication vendor to trigger account creation and keep housing assignments up to date for the phone and video visitation systems.  It also provides release data to automatically inactivate accounts. Estimated cost $20,000.

4. Kiosk Point of Sale (POS).  This interface allows those in custody to view account balances, place commissary orders, and review historical transactions. Estimated cost $20,000.

5. A program like the existing extended food program and gift orders online.  This interface provides roster and housing information so friends and family can purchase commissary gifts and food for those in custody. This service is not in scope for this effort and instead is part of the food services contract.  
[bookmark: _Toc129866619]Commissary Inventory Contract
If the County opts to move to an in-house Commissary program, it would still be necessary to purchase the inventory sold to residents through the Commissary. Today, the County does not have an inventory management system or inventory management staff capable of providing advanced purchasing of commodities such as food, snacks, and personal-care items. Procurement does not recommend that the County attempt to purchase commodities for resale to our residents due to the nature of the food and personal care item markets. Instead, it is recommended that the County engage a third-party vendor to provide us with our Commissary Inventory and warehousing of Commissary goods.
To make an equitable decision about the possibilities available to the County for Commissary Inventory, we recommend engaging in a Request for Information (RFI) process. This process seeks to engage the Supplier community and receive input about which Suppliers may be interested in working with us, including 501(c)(3) entities such as the Hunger Task Force. The RFI process typically takes 4-8 weeks from drafting to the receipt of information from Suppliers.
Following the RFI process, the County will likely need to release an RFP for our Commissary Inventory Supplier. A typical RFP process takes about six months from identification of need to final contract award, as follows:
	Activity
	Explanation
	Timeline

	Drafting
	Drafting of the specifications for the RFP (assigned to the client Departments).
	3 weeks – 8 weeks (typically)

	Submission Phase
	Issuance of the RFP, Pre-Proposal Conference, Question & Answer Period, and Supplier Submission of Proposal Documents. 
	By ordinance, minimum of 2 weeks; best practice, minimum of 6 weeks.

	Evaluation Phase
	Preliminary Evaluation (OEI, Risk, Procurement), Evaluation Committee independent reviews, Evaluation Committee consensus scoring, drafting and approval of Selection Memo.
	1 week (preliminary eval)
2 weeks (independent eval)
1-2 weeks consensus scoring
1 week, drafting & approval of memo.
Total: 5 weeks – 6 weeks

	Award & Protest Period
	Notice of Intent to Award is issued and the 72-hour protest period occurs.
	Approximately 3-5 days

	Contract Negotiation Phase
	Departments and Procurement negotiate the contract with the selected Supplier.
	3 weeks – 8 weeks (typically)

	Total Time Required:
	14 weeks – 29 weeks 



[bookmark: _Toc129866620]Staffing 
Additional staff will be required to successfully manage the Commissary program.  At the CJF two (2) Correctional Officers, and three (3) Stores Clerks are needed.  At the CRC two (2) Correctional Officers, and two (2) Stores Clerks are also needed.  One Correctional Officer costs annually $88,202 with Salary, Social Security, Medicare, Health, and Pension costs.  One Stores Clerk costs annually $64,052 with Salary, Social Security, Medicare, Health, and Pension costs.  Grand total of adding nine (9) FTEs for this program is $673,069.  Full costs are displayed below:
	Location
	Position Title
	FTE
	Salary
	SS/Medicare
	Health
	Pension
	Total

	CRC
	Corr Offcr 1 Nm
	2.00
	$61,955.97
	$4,739.63
	$15,813.00
	$5,693.75
	$176,404.71

	CRC
	Stores Clerk 1
	2.00
	$41,286.34
	$3,158.40
	$15,813.00
	$3,794.21
	$128,103.91

	Sheriff
	Corr Offcr 1 Nm
	2.00
	$61,955.97
	$4,739.63
	$15,813.00
	$5,693.75
	$176,404.71

	Sheriff
	Stores Clerk 1
	3.00
	$41,286.34
	$3,158.40
	$15,813.00
	$3,794.21
	$192,155.86

	Total:
	$673,069.20



The CJF will require one additional Stores Clerk due to the need to process 2 orders per week versus one order per week for the CRC.
[bookmark: _Toc129866621]Revenue
Under the current Commissary contract, the County receives a commission on commissary sales based on a sliding scale.  Currently the CRC is receiving 35% or 38% depending on the sales for the month.  The CJF is currently receiving 39% of sales.  In 2022, the CRC commissary sales totaled $725,021, and the CJF’s totaled $745,438, for a grand total of $1,470,458.  The CRC’s commission was $283,380, and the CJF’s was $291,267 for a total of $574.646 
The difference between the two figures was $441,641 for the CRC, and $454,171 for the CJF, for a total of $895,812.  This difference is what the vendor receives to purchase the items sold, to pay for staff, to pay for equipment and software, and their profit margin.   
The current revenue structure will remain the same to support the departmental operating budgets.  
[bookmark: _Toc129866622]Equipment 
· Large package scanner (funded separately)
· Five workstations for store clerks
· Six radios (two for store clerks, four for Officers)
· 30 large carts for delivery 
· Two shelving units to hold refunds and order to be rerouted
[bookmark: _Toc129866623]Workflow 
[bookmark: _Toc129866624]At the Milwaukee County Jail
The workflow for the Milwaukee County Jail will be as follows:
· The occupants will utilize the Kiosks to place orders	
· The commissary orders will be filled off site and delivered to our dock
· Our staff will open the boxes and separate the orders by floor (clerk)
· The orders will be loaded on to a delivery cart (clerk)
· All orders will be scanned in our lobby x-ray machine (Officer)
· The Stores Clerk will deliver the orders to the pods 
· The Stores Clerk will be escorted by an Officer for security reasons
· The occupants will open their orders in presences of the Stores Clerk and Officer
· The occupants must sign for their orders to acknowledge they received everything
· If there are discrepancies, the Stores Clerk will notify the vendor
· We will deliver to each pod twice a week 
· We will process indignant orders twice a week as well

[bookmark: _Toc129866625]At the Community Reintegration Center
The workflow for the Community Reintegration Center will be as follows:
· Residents will utilize Kiosks, tablets and scantron bubble sheets to place orders.	 
· The commissary orders will be filled off site and delivered to our dock by a third party vendor in pre-packaged and pre-sorted boxes or pallets. 
· Security staff will perform a visual inspection all deliveries, as well as utilizing K9’s and a package scanner.
· After inspections are completed, the contents of the boxes will be opened and placed into secured carts and taken to the canteen area for processing and delivery preparation by the Store Clerk. 
· Orders will be delivered to the dorms on first and second shift by the Store Clerk with an Officer escort for additional security.
· Residents will be required to open their orders in presences of the Stores Clerk and Officer 
· Residents will be required to sign for their orders to acknowledge they received everything 
· If there are discrepancies, the Stores Clerk will notify the vendor 
· Empty carts will be returned to the loading dock at the end of each day.
· Residents will receive commissary deliveries once a week.  
· Indignant orders will be processed once a week.

[bookmark: _Toc129866626]Training 
The training needs for the Community Reintegration Center are as follows: 
· Vendor to come into the facility to provide training for staff on new package scanner
· Approximately 8-hour session at $8,000
· New Employee Orientation for both uniform and non-uniform staff 
· 8 days for uniform staff, 6 days for non-uniform staff)
· Jailer academy for new uniformed staff 
· approximately $2,600 per staff member
· Training for staff identified as back-up staff for canteen ordering and delivery
· Pool of 4 officers
· To be utilized for scheduled off time or unanticipated absences
· Training and overview of new POS software provided by canteen vendor 
· Training for business office personnel to understand the resident account software
The total costs for training by position at the CRC and CJF are as follows:
	Location
	Position
	Pay Grade
	Step
	FTE
	Hourly Rate
	Hours
	Cost
	Total Salaries
	Soc. Sec. 7.65%
	Total Salaries

	CRC
	Correction Officer
	14Z1
	6
	2.0
	$29.66
	64.0
	$1,899
	$3,798
	$291
	$4,089

	CRC
	Stores Clerk 1
	10
	5
	2.0
	$19.84
	48.0
	$952
	$1,904
	$146
	$2,050

	CJF
	Correction Officer
	14Z1
	6
	2.0
	$29.66
	64.0
	$1,899
	$3,798
	$291
	$4,089

	CJF
	Stores Clerk 1
	10
	5
	3.0
	$19.84
	48.0
	$952
	$2,856
	$218
	$3,074

	
	
	
	
	
	
	TOTAL
	$5,702
	$12,356
	$946
	$13,302



[bookmark: _Toc129866627]Milestones / Schedule 
	Task
	Name
	Duration
	Start
	Finish
	Effort Hours

	1
	Draft County Board Report
	41 days
	1/23/2023
	3/20/2023
	210

	2
	Trust Software
	210 days
	7/10/2023
	4/26/2024
	616

	2.6
	Interfaces
	75 days
	1/15/2024
	4/26/2024
	272

	3
	Commissary Inventory
	187 days
	7/10/2023
	3/26/2024
	416

	4
	Workflow Change
	89 days
	2/5/2024
	6/6/2024
	264

	5
	New Staff Onboarding
	50 days
	7/10/2023
	9/15/2023
	400

	6
	Training
	41 days
	11/6/2023
	6/28/2024
	928

	7
	Transition to Live
	3 days
	7/1/2024
	7/3/2024
	24



[bookmark: _Toc129866628]Project Financial Analysis
[bookmark: _Toc129866629]High Level Resource Plan
	Item
	Total Count Estimated
	Internal Cost
	External Cost

	Project Management
	2,100 Hours
	
	$136,500

	Technology Resource(s)
	1,050 Hours
	
	$68,250

	Business SME(s) and department resources (Project)
	3,130 Hours
	$203,450
	

	Training New Employee Orientation
	224 Hours
	$13,302
	

	Training for Package Scanner
	8 Hours
	$512
	$8,000

	Training uniformed staff (Jailer academy)
	4 staff @ $2,600 ea.
	$1,024
	$10,400

	Training Canteen Backups
	32 Hours (4 staff)

	$1,024
	

	New Store Clerk Positions
	5 Positions
	
	$320,260

	New Correctional Officer Positions
	4 Positions
	
	$352,809

	Total Internal and External Costs
	
	$219,312
	$896,219




[bookmark: _Toc129866630]High Level Hardware / Software Plan
	Item
	Total Count Estimated
	Cost

	Package Scanner (funded separately) 
	2
	$0

	Workstations 
	5
	$5,575

	Radios for new staff 
	6
	$39,000

	Large Carts for delivery to housing units 
	30
	$26,400

	Shelving units to hold refunds 
	2
	$1,800

	Commissary Inventory Management 
	1
	$1,470,459 (sales)
$574,647 (revenue share)
$895,812 (vendor revenue minus value added services of $55,000)

	Trust Account Software 
	1
	55,000

	CMS Interface 
	1
	$15,000

	Commissary Interface 
	1
	$30,000

	Communications Interface (ICS) 
	1
	$ 20,000

	Tablet Interface 
	1
	$15,000

	Kiosk Interface 
	1
	$20,000

	Debit Release Card Interface 
	1
	$ 0

	Extended Food Ordering Interface 
	1
	$ 5,000

	Data Conversion 
	1
	$100,000

	Vendor Training Costs 
	1
	$15,000

	Other Costs (contingency 10%) 
	1
	$67,000

	Total Costs     
	$414,775



[bookmark: _Toc129866631]5-Year Operational Costs
	Item
	Year 1
	Year 2
	Year 3
	Year 4
	Year 5

	Licenses
	$55,000
	$56,650
	$58,350
	$60,100
	$61,903

	Additional Staffing
	$673,069
	$686,530
	$700,261
	$714,266
	$728,552

	Contractor Costs
	$223,150
	$
	$
	$
	$

	Project Costs
	$359,775
	$
	
	
	

	Total Costs
	$1,310,994
	$743,180
	$758,611
	$774,366
	$790,455


[bookmark: _Toc129866632]Assumptions for Out-Year Costs
· 2% annual increase in staffing costs.
· 3-5% annual increase in licensing costs expected. 
· Pricing assumes commissary inventory vendor providing ordering kiosks and ordering software as part of their contract.
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