Using Data Dashboards to
Understand Statewide Trends in
Probation
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Hello everyone,
I want to welcome you to the afternoon session on using data dashboards to understand statewide trends in probation.  My name is Kevin O’Connell and I will be facilitating this session between you and Chief Wendy Still from San Francisco. Todays session will cover some strategies for taking data gathered at the county level, and creating dashboards and other tools to help departments understand their work.  
 



Introductions
\

« Chief Wendy Still, San Francisco Adult Probation
« Kevin O’Connell, Research Analyst, Judicial Council

* Housekeeping
« Safe place to talk about ideas and opinions
* Ask questions as we go
# Other sessions of interest:

# Using Data in Organizations (Thursday, 9:15)
# Using Data with System Stakeholders (Thursday, 9:15)
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Kevin O’Connell is Senior Research Analyst at the Administrative office of the courts. He has worked in research and evaluation in criminal justice for 6 years.  His work has focused on the development of criminal justice performance measures and caseflow management, implementation and measurement of EBP, and overseeing data gathering and research for SB678.  

Wendy Still is the Chief Adult Probation Officer of the City & County of San Francisco.  Chief Still has worked in State Government for over 33 years and specialized for 26 years in Adult and Community Corrections in the State of California.  Chief Still’s experiences include developing gender responsive, trauma informed offender prison and community rehabilitation programs and strategic master plans designed to improve outcomes and reduce recidivism for California’s offenders and parolees.    Chief Still has served as Director, Activation Management and Rehabilitation Programs with the California Federal Prison Health Care Services, and Governor appointed Associate Director-Female Offender Programs & Services, Southern Regional Prison Administrator for 10 prisons, Chief of Regulation and Policy and Chief Financial Officer for the California State Department of Corrections and Rehabilitation. Chief Still is also a Criminologist and taught Criminal Justice: Incarceration and its Impact at Stanford University.  


Agenda and Objectives

‘\

* Building the components of a dashboard

# Using data in the real world

* Open discussion of dashboard design and comparing
data across counties
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How to get counties on the same page about what is important data to collect
Discover new ways of presenting and understanding data patterns using data dashboards
Collaborate on solutions for harmonizing and governing data

Before we get into the meat of the presentation I wanted give people some background on the role of data in SB678.  

Intro to SB678/EBP
SB 678 establishes a system of performance based funding for county probation departments to support evidence based practices for adult felon probation supervision.  Evidence based practices rely on a data driven approach to both monitoring probationers and measuring outcomes.
 
The AOC task is to measure if and how EBP is being implemented in California Departments. But EBP is an evolving set of practices, but at its most basic it is an approach to working with offenders and constantly evolving practices.
 
SB678 and EBP call for sometime new approaches and information systems like risk needs assessment as well as working effectively with justice partners.  It also calls for more research, evaluation, and by extension, data.
 
SB678 $$
So how does this work?
 
Counties to receive a portion of state General Fund savings based upon their success in reducing the number of felony probationers going to state prison, thereby saving state General Fund monies while reducing criminal behavior and alleviating state prison overcrowding.
 
It rewards probation departments for reducing the reliance on State Prison incarceration.  50 of 58 counties qualified for funding in year 1 resulting in $90million being sent back to counties.    County probation sent approximately 5,000 fewer people to state prison in 2010 compared with  2006, 2007, and 2008.
 
This financial incentive means your Chiefs, management, and officers will want more information.  They will want better data for their officers, they will want data to report to local justice partners through the community Corrections Partnerships, and they will want data from the R/N systems you have purchased as well as the case management systems.  In the end, data will be the glue that helps to holds a number of changes in place.  
 
What can you guarantee that the administration will know the population Sb678, and now AB109 will want to effect?  

The role of data
When the preparation for the gathering and evaluating of SB678 started, One of the first tasks an ad-hoc committee of CPOC took on was to harmonize data definitions and specification to account for the various ways counties understand concepts like adult felony population, or probation revocation.  CPOC has made attempts at gathering and harmonizing, but in the end 58 counties have their own ways of querying information.  From this the AOC asked counties to track and report information about their population as well as a consistent accounting for probationers going back to state prison.  However, this is only a start.  These aren’t the only thing your chiefs are interested in.  These measures also offer little context.  But they do offer start.  

This data is also more public.  With more data in the public sphere and being used to make funding policy choices, the question of counties owning their own data, as well as the quality of it has never been more important.  High quality data that counties trust can enrich the conversation and drive policy choices locally and statewide.




Data Governance

\

+ Work of the CPOC Ad-hoc Data Committee

* Goal 1: Creating an implementation plan for defining high
value data elements and telling their story.

* Goal 2: Implementing a Statewide data dashboard to display
and interact with the county level data currently being
gathered under SB678 and in other data sources

* Goal 3: Harmonize data reported by probation to the state
datasets
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Data governance is all the planning and activities that go into getting agreement about data issues, while implementation is coding, transmission, warehousing, and reporting.  Although these two activities are highly related, the scope, planning, and type of work separate these two concepts.  Data governance is the structure for making decisions about data whereas data implementation is the tasks to complete the work.  


Goal 1: Creating an implementation plan for defining high value data elements.  Catalog data available across all counties . Select data elements utilizing the EBP framework.  Operationalize variables taking into consideration the quality of the data.  Recommend data elements to be utilized.
Goal 2: Implementing a Statewide data dashboard to display and interact with the county level data currently available.  Create possible data dashboards to be reviewed by the work group.  Determine if there are available products for data dashboard development.  Develop and launch Statewide data dashboard.
Goal 3:  Harmonize data reported by probation to the state datasets like the CPOC survey and strategize about gathering richer data for use for statewide policymaking by CPOC

Data governance is all the planning and activities that go into getting agreement about data issues, while implementation is coding, transmission, warehousing, and reporting.  Although these two activities are highly related, the scope, planning, and type of work separate these two concepts.  Data governance is the structure for making decisions about data whereas data implementation is the tasks to complete the work.






A great dashboard...

‘\

*Has the right level of depth
#|s designed well

+Tells a story
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A static dashboard is:
A visual display of the most important information needed to achieve one or more objectives; consolidated and arranged on a single screen so the information can be monitored at a glance.
An interactive dashboard is a set of interactive elements (primarily graphs and tables) that simultaneously reside on a single screen, each of which presents a somewhat different view of a common dataset, and is used to analyze that information.

Personalized-Tailor your dashboard to the role of the user, designing it around metrics 
specific to the individual.
Self Sufficient- Users should have access to FAQs, help files, and how-to videos so they can 
feel confident when using their dashboard.
Interactive- Dashboards are not a static experience. Users should be able to adjust values
on a chart, for example, to plan for various scenarios. 
Diverse-  Incorporating data from your various in-house sources and from the cloud
enhances your dashboard.


Story telling:  Set the stage. What is the context? Who are the characters?
Focus on only the important elements and themes; don’t try to be a comprehensive account of everything that happened. Ruthlessly cut extraneous content.
Offer recognizable characters to spare the reader’s precious attention. There is a high cost to asking readers to learn from scratch. For dashboards this means terms, metrics, graphics, and metaphors that are familiar within the organization.
Create flow and cohesiveness from chapter to chapter. Themes and characters reappear chapter after chapter. A good dashboard isn’t a bunch of disjointed charts, but a logical flow from one analytical examination to the next.
Levels of detail. Some elements of the story span the entire experience; other details provide the insights and seasoning to keep your interest.



Now what do you do with it
\

* What data is important to show?
+* What do | want to emphasize in the data?

* What options do | have for displaying this
data?

+ Which option is most effective at
communicating the data?
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1. What data is important to show? Specifically, which dimensions and metrics need to be shown at the same time.  
2. What do I want to emphasize in the data? For example, do I want to compare different values, show relationships, or present changes over time? What story am I trying to tell?
3. What options do I have for displaying this data? 
4. Which option is most effective at communicating the data? Which chart or visualization emphasizes what’s important in the most direct and readable way?




Using data in the real world

‘\

* Harmonizing across counties

* Working with county stakeholders
+ Using good, high quality information
+ Struggles with Resources
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-Data committee work-how can a committee structure add to this
-Harmonization- how do you make sure you are talking about things the same way in different counties? (e.g. recidivism, successful completions of probations
-Benefits and uses of of cross county comparison
Ways to collaborate on solutions
What you can do with good information
Struggle with resources



sion: —_——

Adult Probation Supervision Cost Per Day Per Offender $4.72

Cost of Supervi

CDCR Parole Supervision Cost Per Day $19

Jall Incarceration Cost Per Day Per Offender $130

CDCR Incarceration Cost Per Day Per Offender $143



AN FRANCIS

Wendy S. Still
Chief Adult Probation Officer

Budget Fiscal Year 2011-12
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“Protecting the Community, Serving Justic

Ing Lives.”
VISION

* The San Francisco Adult Probation Department achieves excellence in
community corrections and contributes to public safety and public service.

* We collaborate with law enforcement and other agencies providing a unique
blend of enforcement, treatment and victim awareness.

* We are leaders in our profession, exemplifying the highest standards in the
field of community corrections.

* In cooperation with the community, we extend a continuum of integrated
services that empowers offenders to become productive, law-abiding citizens.
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Goal: performance through Evi

Supervision and collaborative re-entry S

Strategies:

Create strategic master plan
Conduct risks and needs assessments
Develop individual rehabilitation and treatment plans

Target criminogenic factors and match with appropriate supervision
treatment and services

Implement intermediate sanctions and incentive and rewards

Implement meaningful departmental performance measures to hold the
department accountable

1




Total Active Cases -6779

Misdemeanors
19% - 1266




Total Felony Offenses - 5123

Felony
Property
Crime
21% - 1053
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Felony
Crime against
Person
22% - 1135




e .
Adult Probation Department
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=

High 0 (Y0
Medium 23%
Low 10%

90% of APD’s cases are High/Medium Risk which
equates to a High Service Need population and
requires Intensive Supervision, Treatment and
Services for successful outcomes.




Year

Total

Probation

Probation

robation

Probation Case/Term Case/Term Case/Term Case/Term
Terms Successfully Successfully Unsuccessfully Unsuccessfully
Terminated Terminated - % Terminated Terminated - %
2010 8,568 1,902 22% 1,597 19%
2009 8,959 1,625 18% 1,658 19%
2008 9,109 1,644 18% 1,927 21%

Between 2008 and 2010 grants of probation have declined by 6%
From 2008 to 2010 the rate of successful probation terminations has increased by 14%
During this same time period the rate of unsuccessful probation terminations has

decreased by 17%
More offenders are successfully completing probation and fewer are failing, resulting in
the estimated cost avoidance displayed below

Potential Annual Cost Avoidance to SF! = $2,894,450 - $105,090 = $2,789,360
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1Savings calculated at 61 Probationers x Estimated Jail Costs and Annual Probation




TANDARDS \
-
Risk/Supervision APD APPA Additional Deputy
Intensity Current Standards | Probation Officers Required
Caseloads to meet APPA Standards
High/Intensive
(Caseloads: domestic violence, 62:1 20:1 55
sex offender, gang, 18-25 year
olds, mental health and drug
abatement)
Medium
(Caseloads: violence
supervision, substance abuse, _ _
homeless and property crimes) 1711 50:1 31
Low
(Caseloads: limited services, 627:1 200:1 9
DUI and out of County)
Total N/A N/A 95
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DPO Assignment Current # of
DPOs APPA Stan quired

Court/Sheriff Liaison 7 N/A 7
Presentence Investigation 20 N/A 20
High/Intensive Supervision 14 36 / 50
Medium Supervision 19 43 / 62
Low Supervision 3 10 / 13
Total 63 g 152

70+

60

=07 O Current # of

40 DPOs

01 @ Total DPOs

20+ Required

10+

0_

Court/Sheriff Presentence High/Intensive Medium Low 17
Liaison Investigation Supervision Supervision Supervision



(4,727 probationers)

Average Deputy
2010-11 DPO | Probation ation
Ratio Officers Ratio Officers
Court/Sheriff Liaison N/A 7 N/A 8
Presentence Investigations | N/A 23 N/A 23
(2,497 Reports)
Intensive Supervision 55:1 18 62:1 26
(1616 probationers)
General Supervision 237:1 25 278:1 17

APD WILL NOT MEET APPA STANDARDS IN FY 2011-12
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Uses 2010-11 2010-11 2011-12 Change

Projected | Approved | Proposed

Year End Annual Budget

Budget

Labor $10,786,608 | $11,036,608 | $12,428,279 | $1,391,671
Non Labor $898,439 | $1,148,916 | $1,360,343 $211,427
Services $715,953 $546,019 $733,559 $187,540
from other
Departments
Total Uses $12,401,000 | $12,731,543 | $14,522,181 | $1,790,638

19
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2011-12 Proposed Budget

Svcs
from
other
Non Depts
Labor 5%
9%

Labor
86%



FY 2010-

Sworn Staff

Total Authorized (ASO) 101 102

Total Filled 94 95

Total Vacant 7 7
Administrative Staff

Total Authorized (ASO) 16 19

Total Filled 16 19

Total Vacant 0 0
Mentoring Program

Public Service Trainees 9 9

Interns 3 3
Total APD ASO Positions 117 121
Attrition Rate 13.58% 11.00%




Dashboard Demonstrations

‘\

* County Level Key Indicators

« State level trend comparison
* Analytic and Interactive Dashboards
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Q and A on uses of data in counties and discussion of defining common terms that are challenging to harmonize across counties
Group will discuss dashboards  live during presentation
Group will learn how to talk about data comparisons across counties, and ask questions about the data they are seeing





Thank you for your time!
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