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Executive Summary

Hoping to increase system efficiencies and improve prisoner success rates, many state and county corrections systems provide education, life and work skills, and alcohol and drug treatment programs. But often, those who are footing the bill – voters, state legislatures and county budgeting offices – question the effectiveness of these programs.
In Oregon, those questions are being addressed with the help of SAS. Questions like: Are education and treatment programs reducing prison cycles? Are cognitive programs decreasing inmate-on-staff assaults? Are department operations fiscally sound? Is recidivism dropping? The Oregon Department of Corrections (ODOC) Research and Evaluation Unit can assist in answering these and other questions with a new system that uses SAS for data warehousing and analysis. 

Prison managers have a strong need to combine offender information and program data with fiscal, departmental and human resources data. The Research and Evaluation Unit at the ODOC is using SAS to build a data warehouse that streamlines information management and provides a foundation for sharing knowledge throughout the state corrections system. 

Currently, department officials are advocating a unique corrections plan for every inmate. After assessing the individual needs of each inmate, these ambitious plans create a map to address those needs during incarceration and parole. Tracking the overall success rates of the incarceration plans will involve complicated analyses of multiple programs alongside release and recidivism data on thousands of inmates – a mountain of information that resides in a variety of databases throughout the state.

Justification

a) Description of project, including length of time in operation.

The ODOC’s mission is to promote public safety by holding offenders accountable for their actions and reducing the risk of future criminal behavior. Currently housing more than 12,000 inmates in its 12 penal institutions, the agency manages an additional 31,000 offenders on probation, under post-prison supervision or other local control via 42 community offices.

To justify the high cost of its institutional programs, ODOC is required to monitor and report on its success accurately and in a timely manner. It must also be able to apply whatever criteria the state legislature defines, placing particular demands for flexibility on its information systems. The task is further complicated by the need to integrate data from other state agencies, including the Department of Administrative Services, local law enforcement agencies and the judicial system. Using data warehousing technology from SAS, ODOC sought to bring the data housed within the department, as well as these various agencies, into one central location, where staffers can access and analyze it to answer critical questions and make more effective decisions.

ODOC uses its SAS solution to access data from anywhere and bring it all together into one cohesive system. The department loads data nightly from several databases residing on different platforms and is working to gather information from other state agencies.

Department officials are also advocating a unique corrections plan for every inmate. After assessing the individual needs of each inmate, these ambitious plans create a map to address those needs during incarceration and parole. Tracking the overall success rates of these incarceration plans will involve complicated analyses of multiple programs alongside release and recidivism data on thousands of inmates – a mountain of information, currently 50 gigabytes with 20 gigabytes that automatically refresh nightly – that resides in a variety of databases throughout the state. Using SAS, the ODOC gathers the information into one central data warehouse that is automatically refreshed each night so it is always current and easily accessible.
The ODOC research unit adopted SAS in 1999 as its primary analytic software, followed

by the addition of SAS data warehousing solution two years later. ODOC worked with SAS to implement the solution. Phase by phase results and timing of the project implementation are detailed below:
Proof of concept (two weeks) 

· Knowledge transferred from SAS professionals to ODOC project team within one week. 

· Software installed, configured and functioning on site.

· Proposed solution validated.

· Minimal impact on staff – only one week preparation and one week implementation on site.

· Completed October 2001.

Phase I: Research unit environment established (six months) 

· Query process simplified – Users now use one software program to write query scripts against the database and download results to PCs, where the data can be parsed and read into statistical or display software for analysis and presentation. Additionally, there is now one centralized data warehouse for accessing data.

· Increased quality and speed of work – Query, download, analysis and display functions are all included in one script, eliminating many opportunities for errors. In the old system, information had to be manually changed – steps in the process could be inadvertently left out or information incorrectly labeled. 

· Integrated solution – A well-integrated system from a single vendor minimizes software integration issues. Further, the common set of tools has enabled significantly more sharing and reuse of code between research analysts and data warehouse team members.

· Completed March 2002.

Phase II: Automated reporting (three months) 

· Increased reporting accuracy:

· Scheduled and run automatically by management information system.

· Code is centralized and under change control management: one official version of the code exists, rather than personal copies on individual PCs.

· Parameters created systematically.

· Automated report delivery via e-mail – The system sends out copies as scheduled, eliminating staff involvement.

· Archiving of reports, eliminating reliance on staff to keep old copies for future reference.

· Completed November 2002.

Phase III+: Corrections intelligence system (first subject area implemented)
· Enable more informed strategic and operational decision making – The project allows staff easy access to already integrated information, enabling more managers to compare information across different institutions, counties, etc.

· Integrate data from disparate sources, both internal and external to ODOC – In the past, it has been difficult to gather information from different sources and combine it in a meaningful way. With this project, all data to be analyzed is in one system, enabling users to look across data sources for information from different business areas and agencies.

· Data cleansed and in a format optimized for querying – One set of data cleansing code cleans column values as data is extracted from operational systems, eliminating the need for each user to write their own code for each query. Further, the data is often restructured to make it simpler for the user to get the information needed, eliminating the need for the Research and Evaluation Unit to answer queries. Historical data is also saved to provide a view of the operational systems at a given point in time to be easily queried against later. Finally, column names and values have been given long names instead of acronyms or codes, making it easier to understand the data.

· Easy-to-use Web interface accessible to anyone authorized to use the ODOC network – department administrative, institution and program staff, as well as county community corrections staff statewide, all have access. A portion of the information is available on the Internet for citizens visiting the department’s Web site. Future development may include an increase in the amount of information available on that Web site.
b) Significance to the improvement of the operation of government.

There is quite a bit of pressure from the Oregon legislature to prove that ODOC institution and community programs are effective. During a recent legislative session, $20 million in funding for correctional programs was restored only after the department agreed to provide performance measures for its programs. Institutional programs are expensive, but with the SAS solution, ODOC can see which ones are working and which ones are not. One of the department’s goals is to break the cycle of criminality, and they are using SAS to evaluate the success of that goal.

Using its solution, ODOC is able to prove how effective its community programs are to the state and justify the cost of its institutional programs as defined by the legislature.  Not only can ODOC better monitor its institutional programs, but it has also laid the groundwork for better interagency collaboration.  The department can access data from anywhere and bring it all together in one cohesive system. This allows ODOC not only to evaluate offender information, but also to look internally at administrative issues and plan accordingly.  Now ODOC is able to achieve a more well-rounded view of the corrections system than ever before.
c) Benefits realized by service recipients, taxpayers, agency or state.

Administrators need to have management information on their desktops, and ODOC uses the SAS solution to make effective policy decisions based on timely and complete information from all of the department's divisions. In addition, ODOC can more effectively provide information to the legislature on issues that are important to the citizens of Oregon. Using its solution, ODOC can monitor corrections programs using whatever success criteria the legislature and DOC have defined, and prison officials can use the results to really understand activity within the system.

Having information centrally located is important. In fact, the benefits extend beyond sharing inmate and program information. The department has already seen huge benefits from the analytic power of its SAS solution, including productivity gains greater than 25 percent for the Research and Evaluation Unit.
In addition, SAS presents the data in varying formats, including spreadsheets, Microsoft Word and PDF documents, and Web interfaces, ensuring the information is always available and in a format that meets any information need.

The department is striving to provide better and timely information at a low cost to taxpayers. All three phases of this project have been managed and implemented with only two staff members. In addition, the project allowed the Research and Evaluation Unit to move from an IBM midrange platform to a less expensive Windows server, which has freed up expensive disk and processor resources for the department’s line-of-business information systems.

d) Return on investment, short-term/long-term payback.

With its SAS solution, the ODOC can monitor corrections programs using whatever success criteria the legislature defines. Prison officials use results to understand what is going on within the system. Further, under the unique SAS pilot program, the ODOC was guaranteed – and realized – real results within five to 10 business days.

Centralized information is important, but benefits go beyond sharing inmate and program information. While some of its warehousing plans are still in development, the department has already seen huge benefits, including productivity gains greater than 25 percent for the Research and Evaluation Unit.

Since implementing the data warehouse, the Research and Evaluation Unit spends less time running ad hoc queries and more time performing complex evaluation work. Routine reports that used to take weeks now essentially run themselves.

With a convenient Web interface and e-mail distribution process, the Corrections Management Information System has been able to provide reports automatically that were previously produced manually by staff across the agency. The department is currently saving $100,000 annually in staff time from efficiencies gained using this new query environment and by automating routinely distributed reports.

Intangible savings have resulted from the implementation of the data warehouse as well.  Management can look in one place for information that previously required a team of people to manually collect and integrate. Quicker turnaround of information is also very critical, particularly during legislative sessions when the department strives for a 24-hour turnaround on information requests.

In the short-term, ODOC was able to restore $20 million in funding for correctional programs by using the solution to provide performance measures for its programs.  The timely compilation of information necessary to maintain this funding would not have been possible before the data warehouse was in place.

The long-term payback includes the ability of the ODOC to identify and pursue effective programs designed to break the cycle of criminality.  Measuring its progress in successfully achieving this goal will have a tremendous economic and social impact to the state of Oregon as a whole. 

