MATTY Foyors
Fam going to run through this much fastec than I had anticipated. Iam BEing

o give you the background of an HE304D application in an environment that 1 think
is foretgn to Mlest of yeu, a jail. In fact, the largest single correctional facility in
the world, Cotk County Jail.

The system we are going ta talk about is called CIMIS--the Correctional
Instltution Management Infermation System. It is a decision making tool that wil
be vsed by everyhody from the warden, for making major pelicy decisions, down ta
the line efficets whe make the thousands of decisions every day controlling
POpulation movement,

The system accomplishes this through a serles of dats base inquitres and
modifications called transactions. This raises the first topic that should be of
general interest to you. We ape gaing to talk today about transaction processing an
the 3000, We never intended to put 192 terminals on the systein, but Gary Green
liked that number so much that he included Lt as the title of our talk. You are
going to find out later that you could have |32 terminals on a 3000, or even more,
depending upen the environment in which ¥ou are processing transactions, We will
have a minimum of %1 terminnals an-line simultaneously, growing to betwean &0
and 71 by December of [977.

Gne of the major things we are EQINg ta try to do here this afternoon is make
Sure you understand what we are talking about when we g2y “transaction
processing". Alan Dale ls poing to deal with that in a general sense which, I think,
will B2 rnost En‘tﬂre_sting to many of you.

I am going to give you an example of one specific type of processing that we
Are going to do on the 3000 to use as a benchmark for conceptualizing potential
uses for this technigue In your own shops. !am going to begin by explaining, very
rapidly, why we are deing thls and how we evolved to the 3000 and the SRI front
end/message cantral system to be described in 2 rainute,

In the fall of 1973, two events oceurced that placed us on the read that lead
here today. Firstly, a new admintstration came into Ilinois after e 1e72
elections. They had just completed a period of transition and tamiliarization with
the headaches that they had inhertted in state government. They had their set of
goals and objectives upon which they had campaigned and more than a full measure
of problems and frustrations particularly in the area of crininal justice.
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The second evend was that David Coldren and inpsclt were fusL. finishing
working on a 52 millien U5, Department of Labar prograin e bnprave the quality

of services, particularly manpower services, in the State's carrectional institutjons,

[rave described our emphasis it lilincis an operationalizing justice., To
reiterate, that means irving to achiove cqual treatirent in the criminal justice
system, making decisions based on fact, on the record, and susject to review. That
is the Justice Modei.

The experience Lhet Dave anc [ had in corcections indicated that in this
particular criminal justice system componen?, decision makers were not receiving
the kind of mfonnation that supported poed decision making in terms of what we
thaught justice model obpectives should be. Dave and | supgested an information
systerm be developed and made available to the widest rossible audience in the
custodial environment with the emphasis on lire staff cnd their decisions affecting
living locations, work assignments, disciplinary actions, and the like. In custodial
environments, such jssues are criticaily important as evidenced by demand lists

presented by inmate gravps invalved in prison disierbances before and after Attica.

Vesterday, with groups of Jsecs cheering them on, a few people suggested
that HP misrepresented the number of users thet could be adequately supported on
a MHH:. We will have over &0 initially, as | =aig, and it is ambiticus task. But, it
wasn't the first thing we tried to do.

in the first clfort, we wanted to detecmine if it was passibie to implement
anything thar invalved [ine stalf directly in an information system targeied toward
decision making. Line slall in a major Llinois peni leatiary reported entry, exit,
assignment, and housing changes to = three-person CIMIS staff who updated a
system ¢f files that constituted zn end-of-day picture of the institution, that is
what it would Jook like the firs: thing in Lhe morrirg when they unlocked the doors.
We called this the "snapshor aporeach'. Fram thessz files, reports were generated
a1 night and distributed to staff e follewing rnorning. Our abjective was to give
line decision makers zll relevenl indermation that related 1o 4heic particular areas
of concern. Far exarnple, the housing cammittes at Stalevitle Penitentiary had &
tamplete housing map that was produced daily. They used this to balance the
population across cell houses whiie considering issues of security and specifle
inmate proximity.
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This "snapshat approach” operated effectively, but at signlficant dollar cost,
with dala base changes formated off-line through an intellipent tetmingl and
processed in batch through the resources of a service burcad. This i5 the schematic
{slide) of the computers that were wsed at the McDonald-Douglas fytamation

Company. Access was, at this point, limited only ta CEIMIS personnel and the
upfate cycle occurred once daily.

in our sccond effort, we saught to maintain more than the most recent
“snapehoi” of the institution so that the top management could periodically review
the decision preccsses of line staff. A monthly managemnent review Cycle was
implemented in which a series of “snapshots" were retained in a "pheto album
model” wvia the use of a mini computer in a transaction processing envirgnment.
This environment, which | might add, effected a 9% cost savings in data
processing charpes vis a wis the service bureay, used screen formats to access and
-ﬂ_.hrrdit online records of any particular inmate. The primary role of the system,

‘' lLowever, rerained that of disseminating information to the decision makers
through daily hardoopy teports.

In the initial rini-computer configuration, access continued o be restricted
to CIMIS staff while updates throughout the day were made possibie at a marginal
cost of zerc. The ance daily report cycle prevalled for some time, We used 1YV-

Phase System IV/70 hardware, and these systems are still in place in two Tliineais
institutions.

The next step in the evolution was to change the rale of the systom from that
{_m\ni an institutional mirror to the aperational centrol mechanism that we had always
intended it te be, With CIMIS, by this time a proven peoduct, the institutional
managers took the next step of placing terminals in a controd center environment
so that all decisons effecting housing and assignments were cleared theough CIMLS
before actually being implemented. A cycle of daily movement, planning, and
control began to take shape. The concept of planning in a correctional institution
was wwheard of ta thls point. No longer was access limited ta system staff.
Rather, line staff maintained up-te-date files from a single control center
throughout the day. For example, at Menard Penitentary the security shitts do not
change watil the institutional headcount, by gallery, is reconciled with the
headeount in CIMIS.  Since the guards in Ilincis are unionized, that consitutes
about 300 people being paid time-and-a-half while awaiting shift change-
Additionally, officers become cxtremely irritated when required to stay after

completing their eight hour shift. The cost of bad information in the system
became significantly greater.

g



Retalning the thirty day management review capabillty {the "phote alburm
model™ that T showed you earlier), file updates began to occur with increased
frequeney edging the CIMIS system into what we call the "moving picture model" of
institutional status in which hundreds of “snapshats" of the institution are recorded
each day yielding a dynamiec picture of institutional mevement and decision making.

That is aur history.

It brings us to the status of CIMIS currently under development on the 3000,
real time inmate tracking in the Cosk County Department of Corrections.
Remember, In our patlance tracking is defined as the thousands of populaticn
control decisions made daily in an Instltution, the analysis of which forms the basis
for all management decision making. Far retnoved from the active, but fairly
stable environment of a penitentiary, the Coolk County Department of Cotrections
is perhaps the most fluid correctlonal popufation anywhere in the United Slates.
We have 60,000 people booked annually, many of them every Friday night. We have
about %00 people going 10 court every day. We have an average daily population of
6000, Now yoeu might say, New York has more people than that in jail, and they
do.  But, they have eleven facilities spread all over the five burroughs. All of the
facllities I will show you in a moment are on a contiguous fifty-six acre site. We
have substantial scheduled movetnent to work assignments and court (since a jail is
primarily a warehouse for court in which ninety percent of the &0 inmates are
unsentenced).  We alse have significant unscheduled moevement such as, lawyer
visits, family visits, and the like.

In the summer of 1975, a rash of escapes at the Cook County Department of
Caorrectlans prompted investigations by the Shecciif's Office, the press, and
citizen's groups, resulting in charges of inadeguate population coentral, poor middle
management, and poot administration and planning. Cur agency was called in and
responded with a package of flve managemet support programs, ranging from an
internal affairs division te a middle management development program, with the
keystone in the program package being CIMIS. [ want you to make no mistake, as
you rmight begin to think that pethaps we should be jocked up, we embarked upon
thls project in an atmosphere of crisis. In Chleago today, the only person whaze
picture appears in the paper more than Mayer Daley or Snoopy ls the Director of
the Cook County Department of Corrections. The Department is a "hot" isste.



Given the suceess of the penitentiary based CIMIS, and given the R&D role of
ILEC/CIS described earlier, we were given the task of tailoring the CIMIS system
to the Cook Et;untr Department of Corrections. Specifically, we were told, track
tnmates real time, produce periodic and on demand management reperts, and
monitor staff adherence to procedures, This last peint is particularly important as
it i85 a direct reflection of decision rmaking, and it was both the major criticism and
defense of the operation of the Depattment of Corrections. Critics claimed no, or
at best, vague procedurcs existed to guide staff In their decision making, and the
administration claimed that it could not adequately meniter staff adherence to its
established procedures.

The Cook County Department of Corrections, as | have shown, s composed of
five contiguous divisions distributed aver a fifty-six-acre site. The numbers ¢n the
glide refer to the different divisions. The first being & male division, maximum
security, bonds of 55,000 and up. Division nuraber two represents a male 3 division
for less serious offenses with bonds below 55,0MHh.  Division three is woren.
Division four is a new wetrk release center and an overflow area for division ore.
The three crosshatched arcas (slide) represent buildings now under construction
that will add another 180 beds by December 1977, This is our growth requirement
for terminals. Each division 15 separately admintstered but all report to the
directaor of the department who is located onsite.

To develop the nation of inmate tracking as & transactief process on the
3000, and to hopefully make the general description of the message control system
more cneaningful, I would like to present a simple illustratlen of a CIMIS
transaction on the 30040, To do this 1 have to define three terms.

The first 1s spheee of control. Paradoxically, the more narrgw the sphere of
control 1o a custedlal environtnent, the safer the inmates, thus enhancing the

ireedom you can have in the atmosphere of confinemeant. There Is simply no justice
if a correctional institution is less safe than the most dangerouns street corner In
Chicago or the Baltimore Hilton. Examples of spheres of control at CCDOC are a
tier (sixty cells and a day reom through which inmates can move during the dayl,
or work assignments, like the bakery, in which the superviser has the responsibility
for a crew of inmates. A sphere of control 1= an area in which ihmate movement
options are limited, but not totally restricted, and in which specific line staff
members gr a single member have custodial responsibility.
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with, and t'nj.sﬂ is very impertant, rules ar procedures to govern such changes,
personnel authorized to make such changes, and a given line staff member to catry
them out. An example mlght be moving an Inmate from his tier to the dispensery
past certain check points. When an inmate passes an accountahility peint, his
location and status are altered in the CIMIS files, which are maimntained in an
IMAGE data base.

The final term i5 administrative area. These are primacily records offices

which effect changes in the inmate's status by scheduling cowwt appearances,
recarding changes in bond, and the like.

Cur analysis of the Departiment of Corrections' spheres of control, acoount-
ability points, and administrative areas led to the terminal configuration shawn on
the slide. You see forty-one "T's" with the numbers indicating the level above
ground. You will note no terminals are shown in the three buildings stifl under
constructiion. |t has not yet been made clear as te how these facilities will be
administered and operated.

As I said before, the jall is a warehouse for the courts. New I am going to
illustrate two transactiens that are going 1o be typical in ClIMIS, relating to the
daily court call process.

Each morning, men are "dropped” in aceardance with the scheduled court call
from cell bBlacks that are composed of four tiers connected by a stairway that runs
into a subterranean level called "boulevard". There is no other rowte off these
tlers. "Dropping" simply refers te moving the men from the tiers to the
"boulevard”. A "baulevacd" officer calls for 2 single cell Block at a time for one of
two holding areas. The first holging area is for the criminal courts building which
is connected to the jail by a tunnel. The second, since we are a centralized hnlding
facility for the whole county, is used for men awaiting vehicles for transportion to
suburban or downtown courts. For example; if ten inmates from A Block are to be
dropped te the suburban holding area for transportation to the suburbs, the
boulevard officer at this post will type on his terminal, "/Drop, A,5" That means
that he |5 geing to drop A Block to the suburban halding area. This trensaction does
a variety of things. First of all, It records that all ten of those inmates are no
Ionger on the tier. They moved from one sphere of control to anether. Secondly, it
indicates that an action was taken in accordance with a schedule that was made up
the night hefore. The third parameter "8" it indlcates that they are going to the
suburban holding area.
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turned over te trantportation units that may sepyice A% Many a8 [8n SuDuroan
branch cowts. Thus, by entering “fDispatch, Court Code |, Court Code 2, ..y
Court Code 10" the holding area eificer will record that the inmate is being

transterred to the custody of an external authority. When he types this transaction
a format comes to the screem.  He will type in the badge number of the
transportation officer who is aisa signing for the inmates thal he is taking. In
additinh, the system will recard that a dispatch was made In accardance with the
schedule, and record the departure of a group of inmates from the globai sphere of
contral of the department. Ohe note about jails and judges, you are dealing witn
separate administrations. I we send those ten prople to court in the mamling, we
don't know who will be eaming back because an individual cculd be in jail this
morning with a 51 million band for five counts of murder, and he could go into
court and have the charges dropped. Thercfore, he does't get transporied back in
custody like somebody whe is still under indictment. He goes hame. You never
kpow who 1s coming back when you send inmates 1o caurt.

Thess transactions ace, of course, simplifed. They use the TMAGE data base
sub-system. Multiple data base accesses are assaciated with hoth transactioos and
this, far rnore than the number of different terminals talking to the 3000, is the
limiting factor In our systems' performance.

Upon completing our analysis of the system at the ook County Depatment of
Carrections, RFP's were let with the specifleations shown in summary @n the slide.
[ wan't read them all, but HP could meet all but the first, "62 simultaneous
terminals as a minimum®. Qur aptions inclwded: 1) Trying fewer terminals. We
went back and took a look, but fewer tecrninals would have diluted the spheres of
control so far that they weuld not have been productive. In addition, there wolld
he no growth potential te accomodate the new buildings, 2) HF could offer na
solurions, save many dial up terminals within the 32 simultaneous terminal limit.
Given an extremely unsophisticated users group, guards, and an environment often
referred to pre-twenthleth century, this was unacceptable. We had neither the in-
house expertise nor the time to develop our GWn frant end. Therefore, we looked
for vendars {option 3. One was Westinghouse Learning Corporation. They were
talking about building a transaction processing front end to a 300 but they were &
coupte of years away. Therc wis a ranadian firn as well, the name | don't even
remember, who wasn't even sure they would proceed with the project, and there
was 3 company called Systems Research, Inc.  (SR1L We decided, based upon what
we saw being developed on a 21 MX, a front end and message cantrol system, that

we would po with the 3000 with a %0 day no-penalty cancellation clause. This was
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and see what would happen. At the conclusion of the 90 day period we faced a
decision. SRI was developing a 2} MX front end to a 21 MX transaction processing
system for a medical application. 5econdly, SRI had experience that they could
demonsteate in writing other transaction processing systems, and, of oritical
impartance, after three menths of playing with the Skokie HP Sales Oifice's 3000,
{when it was up) we realized that the number of terminals was not & terribiy
difficult huedle to surmount. Rather, process cantrol and message contral within
the 3000 were mote critleal. SRI was medilying software that they had developed
for a Burroughs' system to conteol messages internally. Unicrtunately, by the time
the 90th day came along, and it went to day 90 before we said "go", SRI was only
able to demonstrate a small portion of the interface between the front end and the
30040, We basically teok a calculated parble on SRI.

The results have been a structure for coding thar have permitted four
programmers, totally inexperienced in transaction processing, to write independent
transaction modules in two to three weeks per transaction with that time frame
decreasing rapidly. SRI, unfortunately, hit a dead end here and there that delayed
implementation, but, this was not unexpected. HP is nat quite as predictable; we
found that ence in a while MPE or, worse yet COROL, sticks ap its head and goes
surprisel”.

We know right now, for example, that if we don't get our hands on COBOL
pretty soon, we will be in serious trouble due to symbol table overflow. However,
right now we are confident that CIMIS in the Cook County Departtnent of
Cotrections is going to be a reality, and that you can do transaction processing on a
3000, {even on an MX) with a lot of terminals, by using some common sense in
writing the code and by -using the SRI front end-message control system.
Depending upon your application, you can probably do it teo, with even as many as
192 terminals.

Before I introduce the message contrel wizard, Alan Dale, ket me say that we
are so confident, that we have ordered two 3000 Series |I's that will provide a much
more elagant, cificient, and trouble frec transaction processing environment to be
used in the [linois State Department of Corrections with a network of 21 MX front
Ends.

‘1 am poing to let Alan Dale tell you generally how this message contral
system works and how you can perhaps apply it to your application.
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