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Stepping Up Overview



Stepping Up is a national initiative reducing overincarceration of people with 

mental illnesses in jails.

#StepUp4MentalHealth
www.StepUpTogether.org



7 YEARS AND COUNTING



PA STEPPING UP TECHNICAL ASSISTANCE CENTER 
• The TA Center is funded by the 

Pennsylvania Commission on 
Crime and Delinquency 
(PCCD), administered by the 
CSG Justice Center

• There are 35 counties that 
have passed resolutions in 
support of Stepping Up in PA

• 25 counties are currently 
participating in the TA Center



PA STEPPING UP TA CENTER OFFERINGS 

• Assistance and guidance on data-driven action 
planning 

• Fostering peer-to-peer learning among similarly 
situated counties 

• Targeted trainings to assist in implementing 
Stepping Up goals 

• Access to resources and experts in the field 

If your county would like to participate, please let me know! gfrank@csg.org

mailto:gfrank@csg.org


THE STEPPING UP SIX QUESTIONS FRAMEWORK



STEPPING UP FOUR KEY MEASURES

1. Reduce the 
number of people 
with mental illnesses 
booked into jails

2. Shorten the 
length of stay in jails 
for people who have 
mental illnesses

3. Increase 
connection to 
treatment for people 
who have mental 
illnesses

4. Reduce 
recidivism rates for 
people who have 
mental illnesses
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BACKGROUND 
• Berks County, Pa. became a Stepping Up Innovator County in 2019.

• These efforts began before Berks County’s official designation as an 

innovator county.

• A local Stepping Up resolution was passed by the Berks County 

Commissioners on December 10, 2015.

• In 2017, Berks participated in Data Driven Justice Initiative team that 

created action plans for developing and using integrated data systems 

that would aid their jurisdictions in identifying high utilizers of jail and 

crisis services.



DEVELOPING THE STEPPING UP INITIATIVE
• Goal: Use available resources to divert cases to treatment rather 

than jail, while maintaining public safety

• Objectives:

• Secure committed team leadership.

• Ensure implementation of timely screening and assessments.

• Obtain baseline data.

• Complete a comprehensive process analysis and inventory of services.

• Prioritize policy, practice, and funding improvements.

• Identify strategies to track and evaluate progress.



PARTNERS 

• Berks Connections/Pretrial Services

• Berks County Adult Probation and Parole

• Berks County Jail

• Berks County Mental Health/Developmental 

Disabilities/HealthChoices Program

• Berks County Single County Authority (Council on Chemical Abuse)

• Berks County District Attorney’s Office



DATA INTEGRATION JOURNEY 

Initially contracted with a third-party vendor to join and 

analyze agency data sets

• Challenges with outsourcing:

• Cost – continued investment with costs that were exponentially 

more expensive

• Speed – the vendor was slow to make changes to visualizations

• Context – the vendor did not fully understand the Berks data or the 

local context. They created visualizations based on their world view 

that was not necessarily congruent with local perceptions. 



DATA INTEGRATION JOURNEY CONTINUED

• Knowledge –vendor lacked expert knowledge about the business 

processes and terminology

• Control – Berks County could not effectively or efficiently validate 

the vendor’s outputs

• Technical – various technical changes on the back-end created 

setbacks that were costly and timely to overcome

In December 2021, Berks County was informed that the vendor was 

ending its business operations in January 2022



NEXT STEPS

• Engaging another third-party vs. developing an in-house data warehouse.

• Decided to use our internal knowledge, expertise, and information technology 

systems to create an in-house integrated warehouse. 

Rationale:

• Leveraging existing infrastructure would save money and increase speed.

• Leveraging analytic resources already familiar with County services, terminology 

and business processes would improve the quantity, quality and accuracy of 

data analysis.

• Internalizing would better position our Stepping Up Committee to gain value 

from the existing data sets.



REBUILDING THE DATA WAREHOUSE

Reboot the project by rebuilding the data warehouse internally. 

Current data sets:

• Jail

• HealthChoices (Medicaid)

• Adult Probation

• Substance use treatment data from the Single County Authority is 

pending onboarding

• Future data sets could include data from the local homelessness 

coalition and Berks County Emergency Medical Services



CONSIDERATIONS – SMI IDENTIFICATION

Identifying Serious Mental Illness (SMI)

We identify individuals with serious mental illness using both the jail 

data and the county Medicaid treatment data. 

An individual is defined as having an SMI if:

1. they are identified by the jail mental health department as having an SMI 

OR 

2. if they have had an SMI diagnosis in the HealthChoices administrative 

claims data prior to incarceration.



CONSIDERATIONS – CASE MATCHING

• Cases between the jail and the HealthChoices Medicaid program are 

matched using logic that considers the following data elements:

• SSN

• DOB

• Gender

• Last name (full, partial, Soundex)

• First name (full, partial, Soundex)

• Matches are weighted and cases with low matching scores are 

reviewed individually to determine if they are true matches. 



BENEFITS OF AN IN-HOUSE DATA WAREHOUSE

• Deeper data dives

• More focused analyses of the jail population and subpopulations

• Fast turnaround for reporting

• Daily care coordination for newly incarcerated individuals



REAL-TIME CARE COORDINATION

• Each day new jail commitments are compared to open 
HealthChoices service authorizations to determine which individuals 
are actively in treatment (mental health or substance use) and what 
type of treatment was authorized. 

• Of particular interest are individuals with recent inpatient psychiatric 
treatment episodes and individuals who have been receiving 
medication for opioid use disorders. 

• This information is provided to the jail mental health department to 
coordinate care.



AGGREGATE REPORTING TO INFORM 
PARTNERS

• Aggregate use of the data to inform Stepping Up 
stakeholders, quarterly

• Stepping Up metrics reviewed by full committee

• Subcommittees focus informed by metrics

• length of stay subcommittee

• recidivism committee



Metric Snapshots 
Reported to Stepping Up Committee Quarterly 



METRICS 
FOR FULL 
POPULATION



BOOKINGS 
AND 
RELEASES



MEAN AND 
MEDIAN 
LENGTH OF 
STAY



RECIDIVISM 
RATE
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QUESTIONS? 



The Power of Data 

Susanne Fink| March 21, 2023

Chester County, PA



STEPPING UP INITIATIVE

Stepping Up is a National 
Initiative to Reduce the 
Number of People with 
Mental Illnesses in Jails 



OUR COMMITMENT HAS STEPPED UP THE MANY 
RELATIONSHIPS, PROGRAMS AND PROCESSES 
CHESTER COUNTY ALREADY HAD IN PLACE

Strong Partnerships Matter!



INTEGRATED DATA SHARING SITE 
• 4 Key Measures: 

• Reduce the number of people with serious 
mental illness booked into the jail

• Shorten the average length of stay for people 
with serious mental illness in the jail 

• Increase the percentage of connection to care 
for people with serious mental illness 

• Lower the rates of recidivism for people with 
serious mental illness 



PROJECT GOALS 
Build a repository from which a 
dashboard and analytical tools can 
be used to:

► Identify and Track Trends 

► Inform Service Planning 

► Evaluate  efforts  



OUR TIMELINE: 12/6/18 – 2/25/19



OUR TIMELINE CONTINUED: 12/6/18 – 2/25/19



TIMELINE CONTINUED – DATES BELOW 



SHARED DEFINITIONS 

• Serious Mental Illness (SMI) 

• Substance Use Disorder 

• Recidivism 

• Recommitment 

• Length of Stay 



DATA SOURCES

• We use data from: 

• Chester County Prison

• Chester County Departments of:

• Mental Health

• Drug and Alcohol

• Adult Probation/Parole 

• HealthChoices Managed Health 



CHALLENGES 

• Some challenges we faced:

• Memorandum of 
agreements 

• Data sets 

• What fields to connect 

• Certification for probation 
data 



Examples of Data

Reported to the CJAB Stepping Up 
Committee 



INDIVIDUALS INCARCERATED 



SERVICES RECEIVED



REINCARCERATIONS



Q&A 

Susie Fink, Mental Health Diversion Specialist 

sfink@chesco.org

610-955-4583 (Cell)

610-344-5399 (Office)

mailto:sfink@chesco.org


Resources 



RESOURCES ON DATA COLLECTION, ANALYSIS, AND 
SHARING
• In Focus: Collecting and Analyzing Baseline Data: https://csgjusticecenter.org/wp-

content/uploads/2020/02/In-Focus_Collecting-and-Analyzing-Baseline-Data.pdf

• Information Sharing in Criminal Justice-Mental Health Collaborations: Working with 
HIPAA and Other Privacy Laws: 
https://csgjusticecenter.org/publications/information-sharing-in-criminal-justice-
mental-health-collaborations/

• Integrating Criminal Justice Behavioral Health Data, Checklist for Building and 
Maintaining a Data Warehouse: 
https://csgjusticecenter.org/publications/integrating-criminal-justice-and-behavioral-
health-data/

• Selecting a Data Warehouse Vendor for Criminal Justice-Behavioral Health 
Partnerships: https://csgjusticecenter.org/publications/selecting-a-data-warehouse-
vendor-for-criminal-justice-behavioral-health-partnerships/

https://csgjusticecenter.org/wp-content/uploads/2020/02/In-Focus_Collecting-and-Analyzing-Baseline-Data.pdf
https://csgjusticecenter.org/publications/information-sharing-in-criminal-justice-mental-health-collaborations/
https://csgjusticecenter.org/publications/integrating-criminal-justice-and-behavioral-health-data/
https://csgjusticecenter.org/publications/selecting-a-data-warehouse-vendor-for-criminal-justice-behavioral-health-partnerships/


STEPPING UP SET, MEASURE, ACHIEVE (SMA)

• Step 1: Set Your Targets
o Average daily jail population

o Jail bookings

o Average length of stay

o Post-release connections to care

o Recidivism 

• Step 2: Measure and 
Report Progress 

• Step 3: Achieve Results
• Resources 

• SMA Brief
• SMA Progress Survey

https://csgjusticecenter.org/publications/set-measure-achieve-stepping-up-guidance-to-reach-prevalence-reduction-targets/#:~:text=Set%2C%20Measure%2C%20Achieve%3A%20Stepping,Justice%20Center%20%2D%20CSG%20Justice%20Center&text=Reentry%202030%20is%20a%20national,prison%20and%20those%20under%20supervision.
https://csgjusticecenter.qualtrics.com/jfe/form/SV_3z7D6PawiZSK0Cy


Wrap-Up and Questions
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