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The Urban Intformation Systems Project at -the Jniversity
of Laliforniar, lrvine 1s conducting several nation=wioe
studies to provide policy=relevent understanding to held auilae
the effective use of comouter techaploay 'n Jlocal 720vernments,
buring the first year of th2 project we undertook several
exoloratory <case studies to articulate the salient 1ssues
surroundiIng parthycular 1rtornation systems in local
gqovernments. wnhile these studies Jere undertaken orimarily to
help refine the more systenatic and comprehensive oroject
studies, they also proviues analytic and narrative accounts ot
independent value. This reoort dJescribes some of the
administrative issues that may arise 1in Jdeveloping ana
operating an 1ntformation systen Jesigned to help coordinate a
Jisparate array of welfare ajencies.

[ woulag ltke to exoress espacial aporeciation to James
Danziger, william Dutton, Kenneth Kraemer, and tne former and
present directors of the UMI3 oroj=ct 1n Kiverville for their
neipful comments on earlier drafts.
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l. Lotcoduclion

During the last decade; wel fare anencies i1n  the Jnited
States have experimented with a variety of political and
administrative reforms. Many of the oolitical reforms, sdch
as developinag citzens advisonry DOArGS, nave received
substantial attention while many of tHe administartive reforms
have been less glamorous and less studied. Iievertheless,
while many ot the political refoﬁms initi1atea in the 60s have
proven weak \and been abandoned, many of the admninistrative
stratégies, such as decentralizing otftices and using
computer=pased information systems still oersevere in the /0s,
This paper articulates some of the issues that ariseb when a
diverse array of welfére agancies attemot (o coordinate their

activities witn an automated i1informnation system,

This oaper describes the health and welfare information
and referral system 1in Riverville. The system has received
considerable press coverage since 1970 as an exémple of how an
automated information systen may help increase the etficiency
and imporove the qguality of service of a hﬁghly decentrelizeaq
urban -welfare system. It 18 one of the very few automated
systems that was designed and imolemented to keep track of the

kinds of service suggested for and receivea by inaividual

clients.

Similar automated systems are reported to De under
develooment in Lontra (osta County, California; Midaloo

Countvy, Texas, U(hatanooya, Louisville, and Des Moines,.




Paaoge ¢

Several states, including Georgia, Maine, Arizona, Flnrida,
Connecticuts and South Dakota are reoorteu to bpe activély
olanning and develooing such information and referral systems
for their state welfare Jeoartments. However, tne Riverville
system s the most completaly implemented system in the
country, serving as a orototype for these other systems.
Thus, the impacts of the Riverville system on its welfare
agencies and the issues that arise in understanding 1its role
in ajgency operations provide an emoirical basis for oredicting
the likely impacts of these othner systems on the ooerations of

welfare agencies.

In addition, the Riverville case may help highlight the
Ways in‘ whicn local agovernmnent ajencies use computer systems
to support direct services to citizens., Most local qd@ernment
comouting supoorts indirect services such as accounting,
equipment inventories, or planning analyses. They directly
benefit the citizenry only insofar as they render jovernment
operations cheaper,smoother, or "mnore effectivé." On  those
relatively few occasions that citizens coﬁe into contact with
a computer sytstem, it is often to pay a ill or to oe locateaq
for an arrest warrent. Computina s rarely proclaimed to

serve citizens directly,

Lastly, the case of Riverville may help inform uJs more
carefully of the role shared formal records play in heliping
integrate simiiar functions across orwanizational bounidaries.

Such concerns have pDeen the focus ot tnree contemoorary
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Qroups., Firsts some contemporary organizational
theorists [10,18] argue that organizational activity follows
the flow of information and ipsQ LaQLQ the movenent ot
information across orgsnijizational bpoundaries helos {ﬂtearate
administratively distinct units. Secondly, a bevy of outlic
administration theorists and oractitvoners have Dpegun to
implement shared record systems .pases that c¢cross agency
boundaries in severél American cities [15], Finallye
integrating social service ajencies in partlcular>has peen the
concern of certain orofessionals Wwho WO Pk in such
settings [1). Members of =ach of these qroups view the
problems of coordinating organizational units as a8 majornr
practical and theoretical issue. £ach pof-these grouoé views
strategies of sharing ihfornation as an instfument that woulad
enhance coordination, lhusy each group Would exoect'bthe
automated‘ information system described here to enhance the

coordination and thus the auality of welfare services orovided

in Riverville,

Kiverville®s information 3and referral system received a
number ot alowing accounts [4,6,7,12,12,21) in orotessional
and ocoular magazines. Ae began oJr study to find answers to
the following yuestions:

1. How do sutomated information systems help "integrate"

decentralized organizations ¢

2. How can automatea intormation systems influence the

orovision of a set of sascial services agirectly to a3
group of people ¢
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A3, ~Ahat kinds of intormnation must a case ftollowing
information system contain to be of genuine use to’
case workers and intake workers ¢

4, Wwhat relationshio would there ve between the
publicized and actual characteristics of such &
system 7

This paper is based on fiela work in KRiverville conducted

in the Fall, 1974, 1 consulted w#ith ovoth city employees and
social worxers in non=municioal agencies about the overation
and utility of the informnation and reterral systenm. Inis
study was enhanced by the cooperation of the municioel staft

and their assistance 1N setting up interviews and oroviuilng

relevant documents [N1].

This paper provides a sketch 2f the Kiverville weltare
system ang  describes how the municipal intormation and
referral system operates in that context. Then the ofticial
design goals of the adtomated information systen are

contrasted with its actual performance.

II. Ihe Segcial Service “Systen in Riveryille

Kiverville 1s an industrial town of 170,000 which serves
as a regional center for several rural counties.,
Approximately ¢20% of the families live bhelcw poverty level.
The median family income is $7200 sna 3$6% ot the population is
Hlack: The needy, Blac k and ANhite are served by

aoproximately 150 orivate, ity county, state and tederal
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agencies. Ihese anencies cover 3 variety of geoyraohical
areas within and around Riverville. Some ajencies focus on a
neighborhood, others on a sectar of the city, ‘and st1ll others
accept <clients who reside anywhere 1n  the citvy. These
agencies providge a variety of health and weltare services such
as emergency rent, unempldynent monies, medical ani uental
care, day care for chilaren, job counselling ana tfainihq, and
foster homes. These 3agencies serve @ number of groupss:
anyboday (foster homes), the ooor (e.a.r, Riverville HSureau of
Relief); memoers of a oarticular religious or ethnic group

(Jewish WNeltare Federation);etc.

In November 1966, Riverville was notifieyg by Housing and
Urban Development that it had peen selected as a8 participant
in the Pilot Neighpborhood Service 2roaram. This arant was to
subsidize outstending examples of neighborhood service centers
in soecific geographic arease. In Marches 1967, Riverviile
Progress [nc, was chartered by the state, Its noarg of
-directors was composed ot the execJtive heads .of the major

oublic and private agencies in the city.

As late as 1966 there was little adninistrafive
coordiﬁation among these various agencies, Community Action
Agency suoportea three neilghoorhood service centers which
housed both information and referral offices and some service
agencies which were partially funded by the city. The city
aovernment partly or wholly subsidized thirty five agencies

which were clustered under several admninistrative umnorellas
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including Model L(ities and C(omnunity Action Agency. tach
agency maintained its own intake forms, reportina conventions,
and record=keeping systems. Ihis oattern of multiole agencies
serving similar groups of oeople with related needs orevails

in most Amerjcan cities.

Riverville Progress served as a forum tor the statf of
vVarious agencies to foster cooragination among their
activities. JThe staft of the neighborhooo service centers
advocated ap automated information system as a common
management tool, They wanted uD=to=idate information on
services they were rendering and the needs of the oeodle they
served, They alsé wanted to increase their capacity to olan
and schedule additional services where there was a
demonstrateao neea. They wanted to coordinate their ettorts
with other agencies proviJding similar services, and, they
wanted more hard data about the needs of individual clients.
Riverville Progress served as  an institutional Dpasis for
promoting an automated infornation system to oe used oy
community supported welfare agencies. In the late 00°s a
modest "patch" system was initiated and used by some ot the
agencies in Riverville and in 1% rural counfles in the

surrounding area.

A news mayvor was elected in 1971, and he had a3 difticult
time learning how much <c¢ity tunds were spent for whicn
services and who was being served. For examole, the city was

spending $10,00u per vyear on rat control. The workload tfor
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this program was monitored o2y “tne aufomateu recorde=keening
system Dby treatiny "rats killeg" Tike "clients served”". when
the mavor received a "workload report”" showing that during the
past vyear, a total of 500 rats had peen exterminated, he was
stunned and commented dryly, "l thouaht steak ‘was expensive
. This incident illustrated the utility of some frequently
provided measure of an agency’s w~orkload to him. Ai first, he
supoorted and advocated an oa=line real=time reportiny system,
He hoped that frequent and accurate reporting would helo his
staff manage the olverse and comolex array of welfare orograms
supported by the city. lhe develooment of such a system hag
just begun with seed money from the Community Action Agencye.

(betails of the system develooment are described pelow in

Sections IV and V.)

However, information alone was insufficient. To further
improve the control ot social services he consolidated‘ib of
the 36 city=suoported agencies into a new "Human Services
Division" in December 1972, fnese included the orograms
funded through Model Cities, Community Action Pro}ect, ana
concentrated reemployment, These agencies Wwhich were
consolidated ana moved under the jurisdiction of the mayor’s
office bhecame the primary users of the Riverville’s automated

information and referral systen.

lhus, between 1906 and 1974 two o1fferent but conpatible
strategies were employed to integrate social service asencles

in Kiverville, A “technical strategy” utilized an  automateu
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information systen whiCh would track the path of oarticular
clients through the maze of nuplic and orivate agencies, An
"administrative strategy" consolidated all but one of the city

supported agencies into a conmon administrative unit,

The intake and referral otftfices within each of the
neighborhqod service centers form a hub in the municipal
welfare system., First, they register each new client in the
automnated information system (JMIS), and secondly they refer
the client to appropryate agencies in Riverville. Howevery,
most of these clients that aoply at the heighborhooa centers

are referred to agencies witnin the Riverville Human Services
Division.

In 1974 the city ot Riverville supported five
neighborhood centers located in the poorer districts of the
city. 1In principle, any person seeking sociad services could
aooly through an intake center and pe referrea to the relevant
agencies, In fact. the pattern of entries is more
complicated. Clients nay aoply directly to any azency they
desire. Most of the aoplicants to the private agencires, the
county health department and 3 Riverville branch of the State
Department ot Weltfare apoly directly to those auencies. 0n
the othef hand, most of the <clients tor the city’s Human
Services Division aoply at the neighborhood centers. In
addition, peoole who apoly difectiy to any of the agencies

witnin the Human Services Division are entered on UMIS.
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When a person applies for assistance at one ot the

neighborhood service centers, she or he is:

1. registered;

2. checked to see which orograms she or he is eliaible
for (e.g9. Aid for Jenendent Children);

3. advised about which agencies may orovide the services
she or he needs;

U, given a plan which lists all the aaencies and

services she or he has oveen set up for.

The neyagnborhood service centers emphasize family
services, lhusy the casewdrkers at the neighborhood service
centers are disposed to oroviding assistance to all memoers of
a8 household rather than o2nly to the overson who aoplies for
aide In orinciple, this means that when a nead of household
applies for emergency fuel and rent aidges the health of the
dependents would be checked, I1f they needed a3 medical

examination,  that too would be opart of the services

orovided (2],

11l. Lhe Urbao Manamenent lofarnation System (UMLIS)

The current version of JUMLS stores a set of re¢cnrds on
each <client which include o2o0oth personal information (e.g.y
age) and the variety of servicas to which he has been referrea
and the actual servfces he has received. Uata is entesred and
retreived on=|ine tnrough‘terminals‘located in three of the

five neighborhood service centers [NZ2]J.
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The current systems are funded by a $200,000 per vyear
Lepartment of Health, tducation and welfare grant which beuan
in 1971 and extended wuntil in  Jurne, 1975. Uvis s pow
supported by the using ajencies, va the $200,0U0,
approximately half 1s spent »n staff, and the remailnder is
devoted to computer suoport, JMIS runs on the city s large,

late model Dataviirl computer (V5] .

latawirl provided some technical assistance at the start
of the oDrogram and assisted 1n training municioal statf,
Currently, UMIS develooment 1is wholly in the nands ot
Riverville staftf. At the tine of this site visit, UMLIS was in
a late stage of development and’had apparently heen stable

for some time.

lv. HKeseacch sicateay

Ihere are several plausable frameworks for studying a
project like UMIS, Une wight study each of the 1ssues
highlighted 1n this narrative over a ©operiold of time which
starts bpefore UMIS® imnolementation. !ne may attemnot to use
regularly kept records as a source of data for such analyses.
A  second approach might contrast the municioal weltare system
in Riverville with the welfare system in a similar city which

has not attempted (similar)audtomation (YJ. Finallys, one may

contrast the patterns of welfare administration in  <iverville




Page 11

with the expected natterns that sre descriped in the various

oroject documentse

Each approach proviides a Jitferent kinag of understanoing.
The lomgitudinal study emohasizes chanaes in Riverville’s
welfare administration that miaht o2e attributed to UWMI[S, Lt
course, Such I1nterpretations are tenunuse, Since other changes
have taken place as well, A new mayor was elected, he
consolidated the municiovally supoorted welfare agencies, and
many of the federaly soonsoared orograms which supported
welfare agencies in Kiverville have pbeen cut at tnhe Federal
level. Some of these oroblens of analysis could be sinolitieo
by contrasting Riverville with a similar c¢city which nas
undergone similar changes. Such an analysis encounters otner
problems. For instance, d1fterences between the
administration of welfare in Riverville and the other city
miant not pe due simply to UM]S5, bhut to some other
uncontrolled factor such as the nature of the local economy or

attitudes of key agency staff.

The kind of analysis emdoloyed here is much weaker. Since
we studied. only Riverville at one point in time, we have haaq
to use the project documents and staff attitudes as a oaseline
for comparison. Inis analysis thus suffers from a key
structural weakness: for amditious orojects like JVMIS, tne
initial hopes often exceed tne actual gains. 1In aduition, the
goals publicized to a wider ouonlic stress the ideals rather

than the difficulties in administrative and opolitical
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implementation which are faced by the associated staff, Thusy
the actual delivery often asopears less than the pronise. The
reader shoulJd bear these caveats in mind while consigering

this analysis,

ve UMLS Qesign ekeals

The UMIS project documents (3,4,12,21] report a3 set of
desian goals which are supdoosed to help increase the
"effective dvelivery of community services". They articulsate

some of the themes which aopear in this reoort, These goals

include:
{. Provide baseline 1information about the needs of

people

Co Provide for ana monitor the seaquencing or scheauling
of (social) services 2n an orderly Dasis

3, Track indijviduals and families throuagh the service
system to insure they received services as dlanned,

4, Provide information fosr nanapement decisions about
the amount of services jndividuals and families have

received and their orogress in preakina out of the
cycle ot poverty. [\d4]

5. Eliminate duplicate records (N3]

6., Increase the control over welfare funds fﬂol

7. Automate follow=un to keed people from "getting lost"
8., Evaluate the social ssrvice proarams [12])

9. Eliminmate duplicate serviczces [3%]).
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Unfortuﬁately, | was unable to locate any staff reoorts
which descrive tnhe state of affairs in each of tnese areas
prior to UMIb. wNor could I locate an  articulation of the
specific levels of achievement to which the UMIS staff could
or should aspire., For example, one might expect to fina o
vpaper=flow analysis which identified a specific Toaad ot
duplicate paperwork,. Ores one might exnect an account ot nRow
orograms are currently evaluated and how particular kinds of
new information might alter the criteria used or the style of
using them, The absence ot such specific goals changes the
meaning of these themes. It makes them more of a rhetorical
rallving point than a statement of expected performance, fhis

point will be elaborated in the concluading sectipne.

vi. Actual UMLIS (eeralbian

A, which agencies use UMIS

Aporoximately 150 agencies are Jlistead 1n 3 printed
catalogue ot agencies to which <c¢clients Wwho aoproach a
Riverville neighborhood service center for assistance may

apply. These agencies participate at ditferent levels in

JMIS.
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Severals agencies are “"fully on" JvIS, fhey use the UMIS
iﬁtake form for their clients and regularly receive various
management reports from JwlIS on 3 regular pasise. The agencies
within the city Human Searvices 2 epartment are in this class,
and they may be viewed 23S the orimary oraanizational
benef?ciaries of UMIS., Apotner 2% agencies are "partially on"
UMIS., These agencies dgo not use the UvlS 1ntake form ftor all
their c¢lients, but they 10 coooerate with the neighporhono
service centers py returning an "odtreacn torm" which is sent
to each agency to which a client is referred, In return these
agencies receive some statistical reoorts descrivina the

clients referred to them by the neighoorhooU Service centers,

Some agencies are "not on" UMIS. Inese agencies #1111 not
routinely fill out the "Yautreach form" used Dby the
neighborhood service centers, For examole, the State

Department of Puplic wWelfare shicn receives approximnately 204
of the reterrals made by the neighborhood service centers
doesn‘’t participate on  JMIS, In addition, the county
Department of Health which also receives a substantial numoer
of referrals also refuses to partcipate in UMIS. 3oth these
agen;ies have their own automated information systems and
apoarently gain little or no additional information ot soecial
x The official UMIS reports list 45 agencies as - "fully
particioating." However, most of these were bureaJswithin the
Riverville Department of Human Resources which were once
indeonendent agencies, Some ot the staff in these pureaus

resented this record keeding oractice which made JMIS look
more highly utilizea at the exd2ense of a unified denotation of

the municipal agencies,
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value from the UMIS project.

Further, some agency managers are unwilling to invest the
necessary staff time to harvest a crop of UMIS reoortse.

Accordina to the director of the neiahporhoo:d service centers,

"If{ an agency doesn’t need the intormation to justify
what 'they“re doing or perhaos they don’t have to justity
what they’re doina, then they don®t have any need for
the kina ot information | need...lhe kinygs ot agencies
that have to have some kind of justification are

primarily those that are spending the taxoayer® s
dollar."”
Small orivate agencies seem unattracted to UMlLlS. Jne

municioal manager commented,

"Many oeople consider the comouter above them, a "orain
center" . or sonething...not simoly an accountina
apparatus, It frightens oeople, It frigntens smaller
agencies because they®re 2perated py volunteers, lhey
often don‘t nave a lot of skillegd peonle on their
staffs, lney don‘t have the time, they feel, to

comolete the paperwork,"
1n addition, small agencies usually serve many, 20sSibly
several hundred oeople a year. For this size of client

pooulations, manual record keepina systens may be Qguite

aoequate,

Finally, some aaencies are not actively involved with
UMIS since they receive nd referrals from the neighoorhoona
servicé center., For examnple, the Jewish welfare Federation
handles social services 1in a relatively atffluent Jekish
community of approximately 2000 peovle, Ihere 3re three
synajogues in Riverville, and the Jewish community 1S 3 rather
closely knit aroup. For example, the Jewisn Nel fare

Federation supports six pe=od2le in old Aaae homes. it has
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regqularly travels to the major aaancies 3na collects these
forms for keypunching, Since some agencies, such Aas tne State
Department of Public wWelfare, refuse to filil out the outreach

form, clients referred to them are ftollowed up by teleohone.

Each agency worxer who Drovides a service (e.d, meaica}
examg counseling, travel...) to a client 1s suoppseu to fi111
out 3 “"worker contact card" which lists the client®s name, U
number, date, worker 1l nunber, anid a3 coude for the service
rendered, Ih1s provides the primnary data source tor tracking

the client’s subsequent activity throunah UMlo.

In principle, each client should be tracked fromw the time
he enters one of the sgencies "fully on" UMIS through the time
he no longer needs publicly supoorted social services. In
that case, UMIS could docunent sxeletal prpfiles of each
client who has continuing contact ~ith the public agencies in

Riverville. In fact, the tracking and foallowuo are

incomplete,

When a person seeks emergancy aid, all members of the
househola are entered in emergency status. Thus, 1f ® head of
household needs emeraency medizal care which she or he can not
atford and is eligible for, all the children are also listed
in "emergency level I". After the medaical care is orovi-eu,
the head of household 1is Jlistegd as bhaving consdmned the

relevant services, But the records of the dependents are not

update:d,
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The JUMio staft is aware of this oroblem which arises trom
the recordkeeping conventioaons and 3gency follow=up procegures.
However, 1t is important to note tnat this problem comolicates
any evaeluation of UMIS effectiveness Dased udon counting

individuals in various levels service over various periods of

time,

Uther people may be "lost" throujh their own aesires orf
through bureaucratic whimsey. Some peoovle acceot emergency aid
and don‘t return for turther assistance. Th2y may not need or
want further assjistance, A3ain, their files on UYLS aren”t

updated with their intentions, neeilds, or wants.

Some people are "lost" pecause of the followup Dolicies
of the neirghoorhood service centers. An exanole 18
illustrated oy the following case: a family was referrea to
the AAA agency for emerjency assistance‘wkth housingy, and day
care, This agency 1is sudported Dby @ church anj serves 3
distict geographic region »f aoodt 1% square blocks. At the
time the famil} was referred to AAA, it liveo in this well
defined area. However, the AAA  agency was osble to find
suitable housing for the neeidy family outsige of tnhis areas.
After the family was relocated, it returned to the AAA

casedorker with whom it haid Jdevelooed some raoport for further

assistance. He couldn®t orovid2 it since the family was po
longer living 1n the area served by the AAA agency. Ahen he
attemnted to get another referral for then from the

neighvborhood service center, he was told that since the fanily
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was heloed by a community agency, they were satisfied that the
case was peinu hanaled angd woulan’t find a8 new referral. [he
case was "out of therr hands." At the time ot my visit, this
familv was still returning to the AAA agency and their olignt
was unresolved, 1 am not Sure how~ CcOmmMON SuUcCh cases arey Dut

their occurrence contounds the case tracking utility of J9vIl§,

De Jtilnty of UMLS to Wawageré

UMIS was developed primarily as an aia 1n  weltare
aoministration and manaygement. £Sach aygency which ovarticioates
in UMIS receives a bundle of monthly reoorts which incluae:

1. The total number ot services orovided by the agency

that month plus the ysar=to=-oate totals;

2. Breakgowns of the client population receiving each
service Dy races ajey sexy employment, source ot
income, geographic area, and number 1n household,

3. A breakdown of services provided by each case wWorker
in tne agency. It incluges the worker’s 1D number,
the total numpber of clients served . that month, the
total number of new clients, and the total number of
each service orovided by the worker,

Most of these reports provide new dJata or oldg Jata more
systematically than was availaonle oprior to JMIS. Many
American welfare agencies rely uoson hand tallies or spot
surveys to account for their monthly caselosds anu volume of
specitfic services orovided, Wnile 1t 1s possible in orinciple

to manually oroduce the kinad of data which 1s availaple in

these renorts, 7t would consume a large numnber of clerical
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hours staftt to provide it for each agency on a rejular vasis.
Few agencies can afford to relegate much statf tine to such
"intelligence gathering" od>eratirons. Thus UMIS oravides thne
agency heads that receive these reports Wwith a kina ot

information that Was defacto unavailable in such a

comprehensive manner. ln agddition, some of tnhese reoorts are
formatted so thnat they can bhe easily incorporated into the
monthly reports that agencies w#hicn receive federal funds send
their sponsors. Prior to UMIS, saveral clerks spent three to
four days per mnonth simply collating the minimal infarmation
for the required reportse. Un the other hand, since thesge
counts apoly only to those persons who are entered on UMISe

they do not provide complete statistics for those aéencves

which are "partially on" UMIS,

1. Decision=making

During this site visit, |1 found one manager who uses UMIS

reports to helo allocate scarc2 resources to those most in

need.,

lhe Riverville Departmnent of Auman Services 1ncludes a
transportation Jdivision which shuttlies the ovoor from‘home to
various agencies (e.g3.» 3 hospitall). Each trio is recorded as
a unit of éervice orovided to the client. Une report receilvea
by the director of transportatinsn is a8 <crosstan ot his

minibuses destinations o2y the numoer ot peoole 1n each family
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income level who travelled there in the previous month. Since
transoortation resources aras limiteds, he uses that taoulation
to identify those destinations most treguently travelled by

the poorest clients, Clients call in A gay in advance to
request a trip, and as the minibuses are comnitted, the clerks
become more selective in allowing new ri1ders. Apoarently the
listing of destinations 2y the income aroup served provides an

important criterion tor deciding whicn trips reauests the

agency will honor.

2. Norkload Monitorina

The heau of each agency which is oarticipating in‘ UMT S
recejves the montnly workloaad statistics which were mentioneda
apove. [In one of the neiaohbornood service c2nters, the
caseloadsx of each coudnsellor w~ere ©posted in one of the

corridors, outside the strean of publi¢c traffic,

In addition, these reoports are passed on to the manaqaers

of each of the neighborhood service centers. Accoroiny to one

center director,

"The reports are a ‘management aooaratus’. I can
determine what’s average for workers. And T can see 11
each counsellor is doing his share, 1f someone’s

workloand is very lows I Jlook into 1t to see if they were
on vacation or 1f they haid some other responsioilities,
And it generates good healthy comoetition. 1 would

x  Since eacnh counsellor can label his/her activities with a
variety of service codes{(e.3. coudnselling, referral, 1ntake,
etc) that may reguire different ampounts of time 3and effort,
equal work is not reflected in sinply providing a greater total

number of services,




prefer that the competition pe 0On servicesy, out it
usually takes place on clients (seen)."

Ee Utility of UMIS to Zasewnrkers

During my site visit in Riverville, the caseworkers |
interviewed were primarily situated n oﬁivate ajzencies, In
principle they can access a ciient’s file from UMIS oy calling
the UMIS office. Ihe clerks who are responsiople for entering
data also respond to such teleohone inguiries, In  tact, it
seems that such inquiries are infreauent. Agencies which are
"partially on" UMIS maintain their own records, i1ncluding
their own intake forms, And the work done by the staft of
various agencies is sufficiently soecialized that the skefetal
details in. the <client record are largely worthless for
day=to=-day use., tach record of a service rendered just names
the servicey €ePear counselling, senior service aroup
activity,etc. A caseworker needs to know the ftocus and
cutcome of the counselling session or the nature of the aroup

activity. This information is best opotained from the <client

directlye.
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Fe Issues in Decision=naking

1, Data Accuracy

The head of one agency which is "partially on" UMIS was
esnmecially concerned about the2 inaccuracy of some ot the aats
she received. Several days orior to my visit she receiveag 8
referral for an AFDC tamily with an unemployed head of

household that was reported to be receiving an Pb11,400 per

In adaitions she zlaimed that on one »nccasion her

incomne !
staff wWworkload form listad her typist as pertorming several
intake sessions. When she checked the source of that reovort,
she found that one of the staff at the neijhnorhd2031 sService
center was rushed to fill out & set of contact forms and

simply filles in & random set of worker numbers just to get

the reoorts 1n.

1 have no way of knowing how common or exceotional these
two incidences are. In a system of this sort with no routine
auditing orocedures, it would nbt oe unreasonable for 5=10% ot
the .data entered to have some errorlib/l. Ihis excludes a
larger source of error due to peodles” changes = of addPESSr

financial status, etc., which may 3o unreported and unchanaed.

According to the UMLIS staff, there i3 some pronlem in
gettina and keepiny skilled and trained oata entry clerkse.
Since the UMLS funding i1s "so>ft"™ ana about to expire, stafters
who are seeking mnre secure poasitions are leaving when they
can. This turnover could exacerpate the oroolems »f =2nsurina

that the data entered into UVMLS is comoletely accurate,
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In the lates 60°s and early 7J°s, clerical Jjobs at the
neighborhood service centers w~ere useg to train unskilled
workers in typinyg skills, At that time, Uata entry was uUseQ
as a training ground and when clerks oecame skilled, other
johs were souyght tor them, Emoloyina area resigents  in
community action proaramns was one etftective weltare reform of
the 60°s which was mandated for certain tederal orograns such
as Model C(rties [88]; In Riverville, ironically, the use of
UMLS as a training mediun conpromised the accuracy of some
(unknown fraction) of the <client data. +Here i1s one subtie
conflict between a populist reform strateqy and an

administrative reform strategyll6).

Uccasionally, some case workers will notice that they“’re
not receivina adeauate credit for their case loaids. It tney
attenpt to reqtify their records, tﬁey sometimes fearn that
they were miscoding their contact cards or not supbmitting tnem
properly, Un these unconmdn occasions, some errondus Yata s

corrected. Un the otner hand, one manager commented,

"When we had a manual system, we had to rely uoon 20 or 50
peonle to maintain and collate their own records. It s nhard
to see hnow Preturning to that state of affairs would pe an

improvement "

Agencies which do not report their workloads tor a month
or two ©orovide a second systemati: source of inaccurate data.
In this case, client records are likely to e 1nconolete.

Agencies which are "oartially on" JYMIS and outside the control
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of city hall occasionally olace filling nut the UMIS reports
as a3 low oriority activity when they’re short ot staffsr, For
municipally suported agencies, the JMIS staft have some clout
in getting compliance due to their support from city hall,
But relations with other agsncies are more delicate since
their participation is optiosnal ana the comnitment of some 1S
problematic. In such situations, the UMI3 staff bhave to
encourage goodwil]l since threatening to withdraw service would
undefmine the development of a "comnmprehensive" systenmn. Since
different agencies have failsg to reoort tneir activities on
occasion over the last saveral vyears, the <data has '"gaps"

which would at least diminish its utility for studvinag certain

welfare programs in Riverville,

Lollecting accurate and relevant date 1s a oroblen for

any recordkeepinyg system, JMLIS may support a more accurate
recordkeening system for its users in Kivervillee.
dnfortunately, it’s almost 1mpossinle to document the

improvement.,

* The UMIS statf and agency caseworkers work with different
incentives ana pretferences. For the UMIS staft, complete ana
timely intormation is the ©bpasis »o>f their "production.” In
contrast, many caseworkers would rather work directly witn a
client to help solve his immediate oroblems rather than spoend
time filling out forms that have a less tangible connection to

the clients concerns.




rage ¢/

b. Federal augiting

Une py=proauct of UMIS is a set of monthly sJyumaries
which is wused by the tuman Services Deoartment 1n xiverville
for their routine reports to Hiw, [n agdirtion, 1t aopears
that HEW auditors place mnore credence on "wata whigh comes out
ot a computer”" than in hand tallied counts. The Adirector of

the department ot transportation described the change:

"3efore, when we handg tallied the number of trios we
provided the auditors tacitly assumed that we 1nflatea the
figures, Now, when I show then my comouter=pased counts we

start our discussions by using my Jdatsa as a paseline.”

We have heard of sinilar oreferences of HEw auditors for
"data which comes out of a comouter"” in other sites (e.Y..
South City Ueoartment ot Health) and find.it 8 bit »ouzzling
since hand tallied data or comouter tallied data may ne
similarly accurate or sudject to error. However, it leads
mahagers who ageal witn the federal auditors to orefer their
reporting systems since they apoarently ©ain credence oy

simply using computer technoloJy in their work [8]).

VIT. EyALUALLNG UMLS

UMIS is used on a ragular o0asis oy the staff of the
neighborhooa service centers and several agencies 1n

Riverville. It provides skeletal inforination anout each
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client whose records are entered in the automated }nfornatvon
system, It seems to cut Jduolicate records petween the
neiahborhood service centers since three of them have on=l1i1ne
access to fhe UMIS tiles. Howzver, tne coeseworkers in the
various service=proviaing agencies maintain overlaonoing
records since the information recordeu in JrMls lacks

sufficient dJdetail for day to aay wdrke.

I diadn®t observe much confiaence placed in the
case-fo}!owing capabilities oy the UVIS staff. They tend to
emphasize the management reoorts. Agency heads vary in their
attitudes towards uUMIS. For example, one found them usetul to
help focus his resources on a regular basis. Another claimed
that he got "all the usaole manaazement information" he needed.
The heaa ot the third agency was concernea adbout the accuracy

of the data appearing in the UMLS reoorts and H1dnt claim

much utility for them,

UMIS does automate the orinting ot an "outreach form" ana
in orinciple this should suosport extensive follow=unss on zach
case, However, since at least 25% of tne clients reterred Dy
the neighborhood service centers are qént to agencies which
won®t fill out the forms, follow=ud regquires more work with

less complete results 1n practice than in princinle,

The neiaghborhood service coenters operate ~ith the
intention of serving 20o0r, "multi=orotlem"™ ftanilias. The
family protfiles in UMIS can 2e used to 1nagicate tne housenold

income of people receiving various Services. The distrioution
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ot services to varijous families 1s also recorded 11 UJMIS.
Although this latter intormation would aovoear helotul in
assessing "multi-problem" tanily needs, it is not currently

aggregated or sought.

Given some of the record keepina ana follow ud orocedures
listed above, it 1is hard to evaluate the impact of JY[5 ano
the neighporhood service centers oy uncritical wuse of the
recordeo information. In addition, some clients may pe "lIost"
by their own desire or by ooor follow=uo procedures oy the

service center staff in 3 way that no computer magic can

assuage,

In orinciple, UMIS is suJypoosed to help evaluate the
effectiveness | of various social service orograns in
Riverville, At best, evaluating so>cial services is a tricky
activjty. In practice, the data recorded about various

clients and agencies on JMIS may be of Jimited utility in such

evaluations, 1t dnes not apoear to bpe desiuned w~ith the
intention of recoraing evaluation=related information. The
way in which <c¢lients' ftinal status is wvariously recorded

confounds the use of the routinely kept data as well.

UM1S does 1nclude records of d42,000 clyents who aoplied
for welfare-based aid since 1971, Jt these, aoproximately

13,000 are still active, It propanly helos keep the recorcs

straight.




Page 30

UMIS does not supoort pilling per unit of service nor
does it support any form of cost accountinua. A special line
item budqet is run monthly f»or the poublic 4anencies that are
"fully on" UMIS, but this pudget does not aopear to pe linked
to service dJelivery in any soecial way. Thus, the hooe that
UM1IS would help provide soecial 1nformation to helo control

welfare costs seems unrealijzed at this Utime,

These ooservations are niased by the few examdles ot UMIS
use that l saew or heard of during my visits to Niverville.
Unfortunately, there 15 no systenatic data on UVlIS® oatterns

of use and pertformance which provide a context aazainst which

to assess the reoresentativeness of the oatterns 1
encountered. In this stuldy I was probinu to learn noth the
common patterns and limitatioans ot UMLIS® use. Jhe samoling of

respondents in the two day visit was sufficiently soarse to
make my estimate of what 15 common or rare sonewhat

speculative,

There s simply no oaseline 1nformation aoout the
accuracy ot records, amount of duolications comoletenesé of
followup, numober of "iost" <clients, etc., prior to its
implementation, At vest, one <¢can study trenas in  such
indicators since UMIS was imolemented in 19/1, The aosence of
such npaseline data hampers the UMIS staff’s evaluation of
their own work and contribution., 1n our research we rarely
find records of the sort | am alluning to here. tut none ot

the other information systems wWwe have studied have 1ncluaed an
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evaluation of their utility 3s a serious and formal) aoal.

A Misperception of comouting and the concept of
"system"
UM13 is a novel systen and 1ts implementation was

intended to explore the Dossible support that it could orovide
to a set of neighborhood | K centers feedinag a disorganizeo
array ot social ayencies, 1°ve triedq to separate the

functions of UMIS trom the varjods aagency practices.

However in some ot the JUMIS documents [|2,20] and  in
discussions with the UVIS staff, UMIS and the organizational
arrangements for providing social services are confoundeqe.
For examole, <clients are spoken of as being followes uo "by
the system”,., JIThe Datawnirl aoplication briet 1121, describes a
"human services delivery systen"(H3DS) which 1ncludes nsoth tre
automated information system ano t he oradanizational
Arrengements it supoorts. Imolicitly the (Vatapnicl) computer
is provided ‘witn the opest attriputes of both. H5DS s

described in part as:

1. "A system to sinplify the delivery of services to the
client"

. "A recordkeeping system that reduces the clerical
efforts of participating agencies"”

3, "A system that in nany cases attacxs and
systematically eliniaates the coause ot a Derson’s
dependency"”
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4, "A means of critical self=-evaluation oroviaded by
management reports, both gquantitative and
gualitatiyve, to enasla agencies to 1morove their own
eftectiveness" [12,pal)

This portralt deoicts the comouter as a "welfare machine”
a recorﬂ-keepinq device which helos raise the expectations of
the naive and may even blur the ocerceptions of the staff who
expound the rhetoric of "systen", Jne agency hzad seemed
utterly disillusioned by the discrapancy between tne vision
oromised Dby tne DataaAirl oromoters and the actual information
system in use todayvy. Datadirl flew some <city statf to an
insurance company outside of dashington to display advancea
automation in use. "They Dainted 3 real aream worli which

they said could be ours" she racollects somewhat wistfully

A second kind of misoerception s exemplified by the
phrase "all Jusable managément information" (4). The head of
one agency that was "fully on" U4YlS described the reports ne
received with that phrase. +owsever, given the gap between the
kinds of intformation routinely proijuced by UMIS and the kirnd
of cost accounting that might assist financial control, 1t 1is

at best 3 misleading slojan.
In another context, tnis same manager remarke:,

"The computer won’t show hows well a job is beina Jone or
how etffective @ orogram is except in numoers (of peonle

served)."
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B. Promotion of UMIS

wWhen UMIS was tirst prooosed {n the early /0°s, DJatowirl
promoted UMI8 among thne city staff who were resoonsivle for
oroviding soci1al services, It helpea sell an electronic

utopia that would diminish the prodlems ot families on welfare

in Riverville.

UUMLS is tne first fully ooerational automated information
and referral system in the J.S. WNhen the oroject was
initiated, none of the actors could ope sure exactly what
outcomes to expect. Generally, the advocates exvected Uvly to
help streamline the administration of tne diverse array of
welfare orograms in Riverville., By alluding to a nackage of
oplausaole oenefits, they hdhed to canture the imaginationy
enthusiasm, anda support of key staff in various agencies. And

they were acting in a setting ~here some oroohecies c¢could npe

self=fulfilling. |Ihe more ajencies that fully particinates 1n
UMIS, the greater the comprehensiveness and accuracy of the
data collected, and the aregater the overall utility of the

administrative tool.

The real impact of JMIS has Dpeen Jless than what was
promised., It does seem to proviade usetul information for some
agency heads, and maintain many 2f the routine records keot by
the neighbornood service centers, but thys munoane suovport of

recordkeenaing was much lass tnan what was promised,
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According to the UMIS director, "we arent now where
Datanirl said we were in 1970, Every now and then a3 new
article aopears which descriones JMlIS. Some ot the figures are
updated, out 1t°s the same story. #e don’t know who Ynitiates

them, put the story doesn’t chsange. And we’re not there yet,"

Unfortuﬁately, "the story" glosses the ooerational
setting of the welfare auencies in Kiverville. whale
duolicate application forms ar2 eliminated for adgencies "fully
on"® UMIS, each agency maintains its own case tile for each
client, while these separate tiles duolicate some
information, few agencies are Nfll\nq to place such data which
they consider "personal and orivileged” 1into a mnore oublic

setting where they can no longar control access.

Secondly, many welfare agencies operate under
administrativé orocedures that are initiated vy feaeral
funding. For examplie, AFDL apolicants have to be re=examined
for eligibility every six months. These "re-determinations"
absorp clerical staft time which UMIS <cen harilly etfect.
After all, a "re-determination" 1nvolves cnecking whetner the
current 1ife situation of a client (famify) natches the
recorded data which were originally wused to determine o
client’s el1gibility. Changes ih tederal auidelines
concerning the frequency or detaill of such "re=deterninations"
would have more impact on the clerical workload of those
caseworkers who do Such Aork as woul-d any variation 1n the

Aesign of UMIS. "the story" neglects such sources ot
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paperwork or paperwork reliet tnat intluence the workload ot

an ajgency, but are outside its control 119).

Moreover, "the story" of increaseq adninistrative

efficiency is unlinked t2 any specific oerformance anals. For

examole, the pnrase "eliminate dudlicate records"” coula he
equally wel) satisfied by a 1% reduction as well as 0y a Y&1%
reduction. None of the UMIS documents, let alone vendor

apolication oriefs or newsoader stories, provide some soecific
index of improvement. However, their idealistic tone implies

a kind of "total efficiency". #who can (or wants to) achieve

S "

such a goal? Without specific verformance goals, "success" or
"failure”™ i3 in the eye af the beholaoer,
Similarly, "eliminating duplizate services" comnmunicates

an image of ideal efficiency. Yet it°s not clear what such a
phrase really implies, For examnple, many agencies provige
"information and reterral" services., Superficially, each such
agency 1s duplicatina the work of other agencies. Yet many
agencies cater to specific clienteles, such as runaway
children or the elderlv. Specialized knowleae pertinent to
the needs of such arouos 1S haro  to agaregate in one
"super~=agency". From this point ot Views apoarently
"duplicate services" shouldn”t be‘consolidated witnout careful
analysis of the service, to whom it 15 provide.a, and the
effectiveness of a "centralized" alternative, In fact, the
orimary reduction ot duplication in Riverville seems to come

from imnpersonsl services Such 3s accounting and transpartatinn



Paae 36

beiny shared by the agencies within the city’s UDeosartmnent of
Human Services, However, tnat consolidation was nart of an

administrative strategy rathepr than a by=product of JMI[S,

Until "the story" is chang=2t to include the actual
interplay between a database of skeletal records and the
recorokeeoing oractices of various weltare agencies, it’s nhardg

to see how UMIS could ever live up to its own pPress.

VITl. 3duwnring the Hettom Linz

UvlS has peen evaluated 1n terms of the similarities
between oOromise, descriotion, and dJdelivery. Imoroveds welfare
administration 1s 3 tremendous ourden to place on an

information system. Lurrently, the benefits of UMIS jnclude:

l. A single intake fnrm for the 40 agencies «hich are

(L)

"fully on®;

e Monthly statistical summarjes ot client profiles ana
agency workloads for manajers;

3, A clyent=tracking system that records the 3gency to
which a person has oeen referred, whether he he has
bpeen accepted, and the category ot servicels)
provided.

These teatures of JMIS orovide udirect benefits to o
majority of rHuman Service Jdivision c¢clients who need not fill
out duonlicate application forms, to agency heaads who Ssave
clerical WO PK in fillina out routine reports, ani to

neighborhood service center caseworkers who are following wup

clients.
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Uther impacts of UWLS are simoly uncléar. For example,
standardizing tne "uni&s of sarvice" was introduced tn render
the recordkeeping more %eanianul. Yet, we don‘t «know for
examole, whether and  how the Qquality of counsealling nas
changed atter its formal record nas been stanuardized. dther
imopacts, such as eliminatingy duplicate naperwork, take on
special and limited meaningsS. Finallyy some nenefits
attrithed to UMIS, such as elininating duwlicate services,
seem actually to accrue to the administrative strateay of

consolidating disparate ageancies any centralizing thear

suoport functions such as accodnting, planning, and oersonnel.

Like any complicated technical system empedded 1in a
complex organizational framawark, UMIS vs nevther pertect ner
flawless. Since some agencies don’t wish to particioate, the
"integration of services" is incomnolete, Sone Jata i5
inaccurate., And clients may still pe "lost"” tnrough tneir own
desire or the negligence of a caseworker, In tact, tne UMTS
oroject has increased the coordiwétion between the agencies
that participate., 1lhe available data may ve more accurate now
than 1n 1969, and tewer clients may oe lost throuwuh neglrg=2nce

or confusion. Unfortunately, thare 15 no hard data on wnich

which to pase such a conclusion.

The UM1S5 staff encountered several critical oroblemns in
dJevelooing their automated aid and yetting a variety of

agencies to adopt it, These 1ssues includes
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) Agencies with their own automation or little needa
for trequent reporting andg Jemolyraonhic analyses w~were
unwilling to participate in UYLS;

2. Configentiality of detailed case revorts on clients
Jowers the utility of UMI3 to caseworsers.

County anu state welfare agencies are reluctant to join
UMIS. wWhile the project staff is "egotrating some arrangement
with the county Uepartment of Health, they bpelieve that the
Riverville otfice of the State Jdepartment of Fuolic weltare
won“t oarticipate without "a aecision in the state capital."
The state welfare offices maintain their own automated System,
their own reporting conventions, and their own protocols. For
the Riverville otfice to jorn JMIS, it would have to duplicate
some of its own record=keeoing, dedart from the conventions
acceoted by the otnher statz offices, or the entire State
Department . of Public Aelfare woula have to adoot mrs
conventions. Without some extraordinary incentives, none of

these alternatives should apoear asttractive to the state

administrators. pemanas for record=keepinyg etficiency 1N

Riverville propagate across the state.,

Since most medium=sized ang large American cities are

serviced by a variety of ouplic aagencies with conflicting

jurisdictional responsinilties, one would expect similar
tensions to emerge in attenwpts at "services integration”
through automating welfara reterral systems. Systems

advocates wusually view such conflicts as petty oureaucratic

conventions that impecde systemn=w~ide efficiencies (14,15),
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However, such perceptions are rarely suoported oy careful
analyses to show that the orooossed intormation systen will t e
efticient, let alone effective, for all the varties concerned,

In Riverville, much of th2 "i1ntegraton" and "reduction 1n
duplication” in welfare wzre DbDy=products of adgmninistrative
strategies ot consolidating aagencies and centralizing support
functionsiNel. And the conmitnent of some of the oDarticivants
was occasionally reintorced oy "leverane" from city hall, In
this setting, intformation uncoupled with administrative
authority is a weak intearator indeed, Jn the other hand, 1t
does suoport the management of the B&ayencies that were

administratively linked.

The current version of JMIS provides a flow of management
reports., Complete case orofiles, w~hich miaht be of utilyrty to
caseworkers, are felt to oe too confidential (and soace
consuming) to place on lin2i{N7]J, Conseauently, while the
counsellors and caseworkers feed UWIS with outreach forms and
worker contact cards, they get little back. Lonversely, the
managers harvest the cro2 of reports with relatively little
effort, [his places » gisorodortionate buraden on lower level

staff who thus tend to view the system less favoraoly than the

managers,

In adaition, there wWere major gaos between tha Jiyealizedq
expectations communicated in the UMIS documnents 3nd news
stories, ana the kinds of penefits "t coulu, in orinciole,

produce,
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In the last section, we dJdescribed how the goals could not
be met in practice. However, they served, iﬁ part, 3s a means
for mopilizing several diverse constituencies. [he ooor (and
often Hlack) were concern2d wWwith gettinag oetter service and
the middle class was concerned with cutting costs througn
"efficient” operations, These somewhat conflictingy concerns
were both catered to in the varisus claims mage on opehalf ot

UMls,

Neverthelessy, within the JM]S tramework, the following

proposals would help enhanzce its utility to the using

agencies:

1. A combination of re2cord=keening conventions ana
referral policy wnich allows for the variety of
non-igdealized ways in which clients may no longer he

tracked;
2. Evaluation strategies whicn relate particular
analyses of data stored in A case following system to

different outcomnes;

5, Statistics descriping the needs expressed by any  the
variety of services provided to wvarijous client
Yroups.,

Much of this report has focussed upon the social Weltare
system in Riverville, In attemoting to clarity what kxi1nds of
administrative support one czould exvect from an automated
information ana referral system, we had to Jescribe the
environment in which 1t is used, As a npy=oroduct, ~e nave
seen that UMIS is largely decouonlea from the adirect orovision
ot welfare services. Nith clear hindsight, tnis 18 ~hat we

shoula have expected. After all, 1deasl ganinistratiyve
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practices can, channel the maximum available resources to the
program clients, If those resoudrces are themselves
insufficient or legislateo t> ope wunsvailable to oarticular
arouos Iin  need, the Jlocus of 1ncreasing effectivenes is no
longer simply efficient admninistration. This is not te
minimize the 1mportance of skilled adminwstr%tors. Atter all,

given a particular set of resouJrces, an agency that fails to

channel them well can certainly hurt 1ts oucvlic.

In the Us8.sr welfare apolicants have otftten been viewed as
poor in soirit as well as ooor in dollars or skills, Ihus
through the 60°s and 70°s, while the total cost of welfare
soared 1n urban centers, tne allocations to inaividuals or
families remained meager, In a timne of high unemployment, the
most efficient scheme for referring apelicants to 2003 job
training orojgrams is bound to fail it there are tes jods to be
had for the proagram yraddates, while administrators ana
caseworkers do have some control over the generosity of arants

or informing only selected clients ot their eligioility for

particular programs, these seem to be "second orcer"
effects |9}, Since the availaoility of external resources and
guidelines for their distriodtion are more likely tg influence

the effectiveness of welfare oroarams tnan adninistrative
Jiscretion, they are best viawed as oart ot the adninistrators
aiven environment, For thess reasons, we have avoided linking
the effectiveness of welfare proarams 1n Riverville with the
effectiveness of U9Y[S. From this versvective, U¥]IS seemns to

support a more 1nformed managemnent 1n some of the city welfare
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agencies, but any oroader influyence is simply problenatice.
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[X . FOOTNDTES

N1, In addition, both the current director of JMIS anid  his
predecessor provided helotftul comnents on an earlier draft of
this report,

N2, A variant of this system which is batch only 1S
maintained by the UMLl5 staff for several counties surrounding
Riverville, lo avoid contusiony that system ~on ‘it ne

elaborated in thys report,

N3, pvataNirl is the os2udonyn of a wajor American computer
manufacturer andg software vendor,

Ny, "Ihe expressea desire of the agencies particioatina in
the neighborhood service orogram 1in Riverville for the
develooment of an information systam, An uraent and often

exoressed need of all oarticipating neilghborhood service
program agencies was for up= to=date information on the
services they were rendering and the needs ot the peonle they
served, Moreover, ajencies wanted to plan ana schedgule
agdditional services where tnhere was a vemonstrated need,
Otners desired to relate their eftorts more <closely with
similar agencies 1n terms ot service, Ftinally, 31l agencies
agreed they needed hard data aocout the tuture direction they
should go and how they should olan to orovive for the needs of
people in thne neiyghbnrhodd service pronram area" |d,0.%)

At a conference devoted to automnated support tor service

integration, the first JMIS director remarked (without
specific reference to Riverville): "traditionally anug in the
absence of objective data conmunity wide planning anda

evaluation has been pertforned dnder the most depilitating ot
circum= stances, Spot surveys, unidocumented informatiosn, task
force effort, and community sd2okesmen with imolied oacking
have been too orominent in the plannina ot community services.,
A comnputerized management information system 1s a need=2d tool
in every community of the Uniteug States."”" [5r0.10]

"typically., soct1al and health service agencies operate
independently of one another, often keeoing duplicate records
on the same people..." 112:5,p715+

"many of the computerized systems today aive nothina to the
worker at the point of contact with the client... lhat s
where the system must beain"[5,p.15] '
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Xe REIERENLES

Jelected references have veen Jeleted to oreserve the
anonymity of Kiverville. :

{."Human Services Intearation”  American Society. for Puoblic
Administration, washington UL.C.March 1974

2. "The Case of the W, Fanily" opol=4 "Human Services
Integration" American Society for Puplic Administration,
Washinjgton L.C.March 1974

3. "The Riverville fduman Services UDepartment”" Jin Bowen in
"Human Services Integration" ouo. oy American Society for

Puolic Admin,

4."City of Riverville urban manauement information svstem"
City of Riverville N.U.

5. "Effective delivery of comuwunity services" kobert Claop
Presented at 4d6th Annual Hlue RKioaelnst. For community
executives = HBlack Mountain, N.,C. July 24, 1973

b, "Comouter makes welfare hun" [he Christian Science Monitor
10=12=7¢ ’ '
7. "A computer simplifies welfare" Business week V.l

8."Computers, Local Government and the Litany to FEDP"™ James

Danziger Bublic Adpa. Beve (in Press)

9, "lntercity Differences in tne Administration of Punlic
Assistance Programs:ihe  Case of Massachussetts" Martha
Dertnick in City Pelitics and 2uolig Eolicy ev. by James u.
Wilson wNiley Press, New York 1764

10. deodaniezatliopnal Qesian Jay Gatoraith Addison=nesley
Heading “ass 1971

11. Qocial Chapde 1n Comelex Jruaillzatlens Jerald tHaje ano
Michael Aiken Kandom House New York 1970

12. "Human services defivery system of Kiverville"
Apolication prief GX20=0635=0 DatanNirl N.U,

13, "Human services program «oul3d make Kiverville’s neerdy
self= sufficient" Computespaorld (May 17,1972):8

14, "Political Kkeality: A Zonstraint in Integratina tHuman
Services Data Systems" H.J. Kisinaer Prpoga LOtb Apoual

Lonterence Ucpab and RBegigonal Lpnformatlon bystems Assoclatipd
L Yol 1L Aug=Sept. 1972 San Fransiscoes Caliytornia

15."USAC: An Evolvina uyovernmnental Jechanism for Jroan
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Ilnformation Systems” HKenneth L, Kraemer Pub AgQmina. J&ﬂmy
vole 31(Sept,/Uct. 1971): 5Sid3=95]

16, (onputers and Bureaderatic eform <ennsth  Laudon . Wiley
Press New York 1974

17. Automated lpformation dystens 1o Bublic Agnioistratico
Klaus Lenk UECD Informatics Studies, vol 4 Paris bFrance, 19/3%

18, "Aoolying lInformatinn Technology to Jraanizational
Design" Herbert A. Simon 2uds Agnins %e¥a May/June 1973

19, "Problems in the Adninistration of Public Neltare
Programs: Hearings before the Subcommittee on Fiscal Policy
of the Joint Etconomic Lomnittee, Conaress of the united
States, Ninety=Second Lan3ress, Second session= Fart %; June
b, 7 and 8, 1972" U.S. Governnent Printing Jttice washinaton,

0.Ce 1972

20, "EY 75 goals tor UMIS" JMIS staftf document Rivervilley
NQDQ

¢cl. "Riverville uevelops a oetter way throuagh the human
services maze" Robert Kirk walker vations Cirties (FER. 19/75)

22. Street Level (overnments Rodert Yin and Doudglas Yates
RAND Keoort K=1527=iNbF Santas Monica,lal Octooer 1974






