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AUTOMATED IUF0RI1ATI Orl SYSTEMS AS SOCIAL RESOURCES IN POLICY MAKING

Rob Klinc^ Not
Department of Information and Computer Science ^

and iTIi
Public Policy Research Organization ,

University of California, Irvine QU
Irvine, CA 92717

Autonated information systems have been suggested by a number of theorists
to aid public policy makers in acquiring more accurate, timely, and relevant in
formation. This paper reports a study of the uses and impacts of automated sys
tems for policy analysis in 42 municipal governments. Automated analyses are
coitrwnly used in municipal governments and are used to support policy sugges
tions which are often implemented. Automated systems in these settings serve in
both educational and political roles. The utility of automated data systems for
both rational and political uses increases with the extent that automated data
is available in a given municipal government.

In addition, we investigate the influence of computer-based policy analyses
on the distribution of power in municipal governments, lie find that computer-
based systems reinforce the existing distribution of power in American municipali
ties. They provide differential support to mayors and city managers in smaller
cities and to departments in the larger cities.

More generally, this analysis indicates that the political arrangements of
the social setting in which a computer-based system is utilized must be well
understood, in addition to the technical features of the system, to predict its
likely uses and impacts. This principle undermines the sufficiency of the formu
lations of rational and organizational process theorists who emphasize the
technical characteristics of systems and neglect the political dynamics of the
settings in which automated data systems are utilized.

1. Problems in Intelligence

Over the past several decades, the problems
faced by large organizations have become more com
plex, and the lead times from the emergence of im
portant problems to the time appropriate actions
are needed have oeconie shorter. In addition, as
the scope of action of public agencies has in
creased, the costs of misconceived'pol icies have
also proportionately increased. To respond effec
tively to this increasing complexity and urgency,
policy makers must depend upon appropriate and
timely sources of infornHtion. Some scholars sug
gest that the kind or quality of data provided by
certain automated infornation systems might en
able top policy makers to gain greater insight in
to the complex milieus faced by their organiza
tions [1, 9, 21, 23, 24, 25, 26].

It is commonly believed that computer-based
information systems currently have little impact on
policy analysis and policy making in public agencies
]3, 16], although there is little systematic evi
dence to support the belief. Most of the evidence
is based upon casual observation and occasional
case studies which emphasize nxare technically so
phisticated, and thus "interesting," technologies.
Analysts who seek to improve the utility of auto
mated systems or explain why existing systems do

not have major impacts emphasize different features
of information systems, data, or the settings in
which they are used. In particular, the following
are often emphasized:

1. Trafyn of •'.nforrotion s'jstens emphasizing
the analytical routines employed, and the modes of
data presentation ]1, 9, 23].

2. Quality of data available for analysis [5,
11, 12, 16, 23].

3. Aval lability of Sita to analysts, particu
larly because of the organizational arrangements in
which it is collected, and shared, and the multiple
purposes for which data may be "stretched" ]11, 12,
26].

4. Analutival skills eitkar of analysts or
(rolioymakers who commission, produce, or utilize
computer-based analyses [18, 23].

5. Jtruvtural features of organizations (e.g.,
formalization, centralization, hierarchy) that in
fluence the flow of data and analyses between or
ganizational subunits ]20, 30].

6. Conflicting values and interests served hy
different outcones of on analysis and the extent to
which different interests may bias studies in
their favor lH. 12 ].
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7. The systen of social control under uhich
•^olicy analuaes are reviewed for a>wi inte.c-
'rity til. 12].

While all these aspects of automated systems
and their settings of use i:iake sense and can be
sensibly linked to the ways in which information is
used in policymaking, different scholars tend to
emphasize different clusters of these features.
Allison [2] identifies three different models of
policymaking activity commonly utilized by ana
lysts. Analysts of each theoretical persuasion
view the roles and uses of information systems in
policymaking differently. Consequently they make
different assumptions about the payoffs and prob
lems of utilizing automated information systems as
polIcymaking aids.

1. Rational theories view policymaking as a
problem of choosing among a set of alternatives to
satisfy a set of organizational goals. Organiza
tions are viewed as unitary actors, attempting to
maximize their expected utility, subject, perhaps,
to limitations of resources both for policy analy
sis and consequent actions. Rational theorists
propose to improve pollcymaking by helping organi
zations define their problems, enumerate their al
ternatives. and to understand the strategic costs
and benefits of each alternative. Information is
viewed as a critical resource in improving each
step of policymaking. Rational theories emphasize
the role of the analytical components of automated
systems, the quality of the data they process, and
the skills of the staff that prepare and utilize
computer-based reports [9. 25. 26. 27j. Rational
theories hold that Improvements in these elements
of computer-based information systems and their
conditions of use will result in substantial im
provements in the net rationality and thus, effec
tiveness. of computer-using organizations.

2. craayiicazio^ial process theories view or
ganizations as working with restricted resources
when their participants are analyzing and making
policy. Organizations frequently face restricted
classes of problems with which their staffs be
come particularly familiar. Familiarity, repeti
tion. and limitations of time lead organizational
actors to develop standard operating procedures
and relatively limited repertoires of skilled re
sponsiveness. According to these theories, not
only do organizations develop relatively spec
ialized but "efficient" perceptions of problems,
but tne TOdes for handling given policy prob
lems also become routinlzed. Similar partici
pants are engaged In analyzing, making, and re
viewing the same kinds of decisions on a regular
basis. Organizations do not "reorganize" each
time a new policy Issue emerges for attention.
Rather, a division of labor and set of estab
lished corriiunication channels map the "nerves
and brains" that will usually work on a new prob
lem. Organization process theories emphasize that
appropriate information must not only be available
within an organization, but that It must flow to
the certain participants at a time they can Inte
grate Into their activity If It is to significantly
Influence policy outputs [26. 30]. Organizational
rroaess theorists emphasize the structural elements
of organizations within which automated systems are
used, and hope that selected alterations in struc
ture (e.g.. altering Information channels) will

help improve the quality of decision-making [26].

3. •' ••I,-;.' rrocess theorists view policy-
making as the by-product of differently situated
players jockeying for their preferred courses of
action. Public organizations are governed by of
ficials and administrators who develop constitu
encies with particular interests. The policies
that matter most are those that commit large re
sources. or that set the stage for future commit
ments. People prefer different places and strate
gies for investing organizational resources. Dif
ferent analyses, under slightly altered assumptions,
often yield conflicting recommendations. In the
"pulling and hauling" of bureaucratic politics, the
players can utilize Information as a resource to
analyze the effectiveness of alternative actions
vis-a-vis their opponents. In addition, forms of
Information that support one's policy preferences
or which give them additional legitimacy help mo
bilize support and maintain a preferred "definition
of the situation." Political process theorists
differ In their preferred reforms, but they often
suggest that specialized combiiuations of technical
and organizational arrangements help to con
structively exploit conflicts of value and Interest
In a decision-making arena [11. 12].

Each of these three models provides a differ
ent lens for viewing pollcymaking and the role of
Information systems for different actors. Each
model is framed in characteristic terms and empha
sizes some features of pollcymaking while Ignoring
others. Rational theories treat organizations as
unitary actors which are selecting amongst rela
tively fixed menus of alternative policies.For a
rational analyst. "Chicago's housing policy" is a
useful abstraction. Rational theorists emphasize
the gains that can result from technically im
proved information systems. They assume that In
creases in the technical quality of systems will
result in more rational uses of computer-based
analyses by providing insight Into a wider array of
policy choices and their repercussions. For or
ganizational process theorists and political pro
cess theorists, organizational policies are the
outcomes of complex social events Involving many
parties. Organizations cannot be viewed as unitary
actors with a single set of values. Organizational
process theories eschew the language of "organiza
tional goals" and focus upon the specialized defi
nitions of problems and strategies for dealing with
them developed by different organizational sub-
units. A "redevelopment authority" may be adept at
converting dilapidated housing Into new commercial
units while a housing inspection department within
the same government may emphasize ways of keeping
existing housing stock through the renovation of
existing units. For organizational process ac
counts, the extent to which diverse administrative
units are coordinated and pursue parallel policies
Is empirically open, and will vary from setting to
setting. Political process theories differ from
the other models by explicitly accounting for the
self-interested behavior of players In policy
games. They view players as preferring policies
which maximize their Individual utility as well as
that (or even instead of that) of the organizations
In which they act. Political process theorists
suggest that Improved Information will Increase the
likelihood of rational choice for collective de
cisions only under special social circumstances



L'6. 11. 12]. Under other circumstances (e.g.. cen
tralized sources of expert analysis) they emphasize
that coi.iplex analyses are more likely to be biased
by narrowly construed alternatives and the prefer
ences of specialized interests ]U, 12]. It should
be clearly emphasized that political process theo
rists do not adopt the cynical position that policy
analyses are always subject to bias and abuse.'
Rather, they attempt to clarify the conditions un
der which different uses of analyses are likely,
and link these to conflicting values and interests
in the organizations preparing and using them.
Thus, rational theorists discount the importance
they attach to the social settings in which analy
ses are developed and used in influencing the uses
to which they are put. Political process theories
hold that the way influence and access to re
sources is distributed in a social setting, and the
kind of stakes that different players have in the
outcomes of policies of interest, will influence
the roles of computer-based analyses.

The study reported here provides some insight
into and support for the working hypothesis that
the political organization of social settings plays
a potent role in shaping the uses of analyses
based upon automated data systems.

2. Methods

The use of computer-based systems in urban
planning and policymaking was studied in 42 munici
pal governments through a study conducted in 1976.^
In each municipality, intensive interviews were
conducted with planners, department heads, mayors,
chief administrative officers, city councilmen and
their staffs regarding the production and use of
computer-based analyses. Typically, 10-20 inter
views would be conducted in each city to learn
about the uses of automated information systems in
planning and policymaking. Each city was studied
by one or two researchers for one to two weeks.
Each researcher collected a standard set of infor
mation about the automated files, their use in re
ports, and the uses of reports from a wide variety
of respondents. Those accounts were coded in a
standardized manner, and collated into data files
for analysis. The comparative case data, and re
sults of the intensive interviews are the primary
sources of data for this paper.

In each city we studied the kinds of data
sources which were available and the uses to which
they were put. We did not attempt to evaluate the
technical quality of reports or the quality of de
cisions based upon them. Rather, we emphasized
different uses to which reports were put. For ex
ample, we asked respondents whether they gained
clearer perceptions of community conditions from
reports including computer-based data. And we
asked whether such reports were used to legitimize
decisions or gain publicity for particular pro
grams. In each case, we asked for examples to il
lustrate and substantiate our respondents' claims.

3. Planning Data and Reports in
Municipal Governments

Planning agencies in municipal governments ob
tain social and environmental data in computer-
based systems from many sources. Local governments
purchase demographic data collected by the U.S.
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Census Bureau, economic data collected by firms
such as R.L. Polk, and administer their own surveys
to collect data about housing, land use, service
provision, and the attitudes of citizens on speci
fic issues. Most of the cities in our sample had
both manual and automated data files (Table 1).

Planning agencies vary in frequency with
which they prepare and send reports to different
officials. The "typical agency" used computer-
based data for reports which were circulated to top
officials (i.e., mayor, chief administrative offi
cer, city manager, and/or council members) several
times a year (Table 2). Reports vary tremendously
in content and formal role. Common reports, how
ever, include demographic and economic analyses of
specific neighborhoods, local transportation plans,
population forecasts, studies of land use (e.g.,
open space, land for commercial development). Most
of the reports are narrative, accompanied by fre
quency distributions and maps or bar graphs. Plan
ning agencies in about 60 percent of the cities
developed reports in which contrasts were made be
tween fixed geographic districts (e.g., census
tracts). Correlational and multivariate analyses
were rare.

We have good evidence that reports containing
computer-based analyses are used by top officials.
Many of the subtle influences of these reports will
be discussed in the next sections. But, here we
note that computer-based reports often lead to pro
grammatic recommendations (Table 3). In a majority
of our sample cities, computer-based reports have
led to recommendations which have been Implemented.

4. Consequences of Information Use

If an analysis meaningfully serves to inform
rational decision-making, we should expect that it
should provide its audience with clearer percep
tions of their choices and occasionally surprise
their readers with unexpected insights that vio
lated their prior expectations. Rational theories
would predict:

Hypothesis 1: Computer-based reports will pro
vide their readers with clearer perceptions of com-
muni ty condi tions .

Hypothesis 2: Computer-based reports will pro
vide their readers with surprising insights.

In addition, if the assumptions of the ra
tional and organizational process theorists hold,
we should expect that computer-based reports do not
serve some of the "political" roles that are com
monplace in local governments. They should not be
used to legitimize perceptions, gain publicity for
programs, or determine the political feasibility of
particular policies. In simple form, they would
predict:

Hypothesis 3: Computer-based reports will not
be used to legitimize problems already perceived
to exist.

Hypothesis 4. Computer-based reports will not
be used to gain publicity for programs.

Hypothesis 5. Computer-based reports will not
be used to assess the political acceptability of
alternative policies.

We now examine each hypothesis.



4.1 Computer Uses to Support Rational
Decision-making

Hypothesis 1; Computer-based reports will
provide their readers with clearer perceptions of
community conditions.

Hypothesis 2: Computer-based reports will
provide their readers with surprising insights.

In a majority of cities, respondents will at
tribute increasing insight into community problems
through the use of computer-based reports (Table
4). Administrative staff (e.g., CAO and planners)
are much more likely to attribute educational
value to the reports they receive than are elected
officials (i.e., mayor and councilmen ). In part,
the elected officials receive reports less fre
quently than do the administrative staff (Table 1).
In addition, in most American cities, city council-
men are part-time officials who are provided
little staff assistance. Even the m,ayors have
little direct staff support in smaller cities, a-
side from the administration staff of the regular
agencies.^

In about 43 percent of the cities, administra
tive staff claim that computer-based reports have
provided sufficiently surprising or persuasive
analyses that previous decisions have been altered
(Table 5). However, in only 30 percent of the
cities do elected officials make a similar claim.
In both cases, it is easier to attribute "clearer
perceptions" to a report than to find reports that
really surprise.

If one careully examines the claims about the
educational roles of computer-based reports (Tables
1 and 2) one also finds that in only a modest frac
tion of the sites were respondents able to provide
examples to illustrate their claims. In 90 percent
of the cases clearer perceptions were exceptional,
at best. In almost none of the cases were sur
prises commonplace. Most often, repondents would
attribute educational roles to computer-based
studies, but could only illustrate them with excep
tional examples, it at all.

However, these attributions cover a wide vari
ety of cities with differing levels of automation.
Rational theorists would lead us to believe that
respondents should attribute increased educational
value to computer-based reports in cities with
more automation. To test this version of Hypo
theses 1 and 2, we constructed indices of the ex
tent to which computer based reports lead to
clearer perceptions (PERCEPTIONS) or surprises
(SURPRISES) (Figure 1). Both PERCEPTIONS and
SURPRISES correlate moderately with the number of
aata files in a city, the sophistication of re
ports, and the number of different kinds of data
available to planners" (Table 9).

Both PERCEPTIONS and SURPRISES are unrelated
to the fraction of files that are automated (Table
9). While the fraction of files automated may seem
to be a good index of automation, it is biased to
give high values to cities with relatively few
files. A city with only one file wiiich is auto-
nated would receive a value of l.O on this index,
while a city with six automated files and three
non-automated files would score .57 and appear less
automated. While the number of data files, sophis
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tication of reports, and number of different kinds
of data confound level of automation and overall
levels of activity, they turn out to be better in
dices of the overall level of computing in policy
analysi s.

We interpret this data as providing moderate
support for Hypotheses 1 and 2.

RECCOMS® - Frequency that computer-based reports
and analyses lead to programmatic re
commendations (Table 3).

PERCEPTIONS - Extent to which computer-based re
ports and analyses lead to new or
clearer perceptions of community
problems (Table 4).

SURPRISES - Extent to which computer-based re
ports and analyses provide surprising
results (Table 5)

LEGITIMACY - Extent to which computer-based re
ports and analyses are used to legit
imize problems already believed to
exist (Table 6).

PUBLICITY - Extent to which computer-based re
ports and analyses are used to gain
publicity for policies and programs
(Table 7).

POL-ACCEPT - Extent to which computer-based re
ports and analyses are used to deter
mine whether a policy or decision
will be .politically acceptable
(Table 8).

^Indices were constructed by averaging the data in
the indicated tables for mayors, managers, and
council members in each city.

Figure 1. Definitions of Indices of Uses of
Computer-Based Reports 6 Analyses

4.2 Computer Uses to Support Political
Influence

Accounts of the uses of information systems in
organizations provided by rational and organiza
tional process theorists do not include uses of in
formation systems to build political influence Cl,
15, 22, 25, 25, 27]. Presumably, the reports based
on data from computer systems cannot be so used.
Thus, these theories would suggest;

Hypothesis 3: Computer-based reports will not
be used to gain publicity for programs.

Hypothesis 4: Computer-based reports will not
be used to gain publicity for programs.

Hypothesis 5: Computer-based reports will not
be used to assess the political acceptability of
alternative policies.

Respondents in a majority of cities indicate
that computer-based reports are used to legitimize
the importance of problems already believed impor
tant (Table 6). Mayors and planners in 33 percent
of the cities could substantiate their claims with
examples. Computer-based reports are also commonly
used to gain publicity for programs and policies
(Table 7). In almost 30 percent of the cities,
computer-based analyses are used to help determine



whether policies are politically feasible (Table 0).
This last finding Is more Important than the num
ber of cases would iiiake It appear since top offi
cials typically utilize opinion surveys for testing
the political feasibility of programs. Most of the
data collected by planning departments (e.g., denw-
graphlc data, liousing data) is simply unsuited.
Only 50 percent of our cities have conducted any
sample surveys at all, and fewer still have conduc
ted opinion surveys.^

Again, one may wonder whether the political
uses of computer-based reports are more likely in
settings with higher levels of automation. Indices
were constructed for uses of computer-based studies
to legitimize perceptions (LEGITIMACT), gain pub
licity (PUBLICITY), and the extent to which com
puter-based analyses are used to determine the po
litical feasibility of policies (POL-ACCEPT)
(Figure 1). All three ihdices correlate positively
with our measures of the level of automation and
PUBLICITY and POL-ACCEPT show consistant, moderate
ly sized correlations (.32^R_;^.41).

These attributions and relations lead us to
reject hypotheses 3, 4 and 5. Not only do planners
and officials in municipal governments use compu
ter-based reports to gain support for their pro
grams, but such uses increase with the level of
automation in a planning agency.

5. Automated Data as a Social Resource

In the preceding section we nave seen that
computer-based analyses can serve iorh to provide
insights to report readers and to assist municipal
officials in gaining political support for their
beliefs and programs. In addition, the extent to
which such multiple uses occur increases with the
overall level of automated activity (e.g., number
of files, richness of data, sophistication of re
ports). This leads us to view automated data
systems as resources which may be exploited by
actors playing the games corron to a given organi
zation [19]. In the case of local governments,
the games include political maneuvers to build
and maintain support for policies and programs as
well as managerial games of Insightful planning,
and administrative games of producing routine
reports to meet Federal reporting requirements.

6. Power Shifts

It is an open question whether computer-based
systems are a neutral resource. That is, it is
relatively common to observe that computer-based
systems increase tiie influence of parties who have
access to the technology and understand its use
[7]. Such an analysis leads Downs 7, to suggest
that data custodians will gain power relative to
other staff, and that full time administrators will
gain power relative to elective officials. We col
lected data to investigate alterations In power
relations attributable to the use of computer-based
reports. In each city, the researchers coded the
extent to which different actors gained or lost
power because of computer-based reprots (Table 10).
"Power" was treated operationally, as "effective
influence." Actors which seemed to gain influence
in the outcomes of decisions in the previous year
or two were viewed as gaining power. A weak group
gaining power need not be relatively strong, and a
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strong group losing power need not be relatively
weak.

The following patterns stand out In the data;

1. In a majority of the cases, there is no
discernable shift of power attributable to computer
use. Respondents attributed shifts of power to a
variety of sources including demographic changes in
the city, personal style of top officials, etc.

2. Data custodians (e.g., planners) are most
likely to gain power, and never lose power because
of computer-based analyses. Nevertheless, data
custodians remain relatively weak. At best they
appear as the favored experts of more powerful
actors. At worst, their counsel is distrusted and
their reports receive 1ittle sustained interest.

3. Supporting Downs, city councilmen are most
likely to lose power (20") and rarely gain power
(5") becuse of computer-based analyses.

4. Supporting Downs, top-level administrators
(city managers and CAO's) often gain power (27")
and rarely lose power (32) when there are any
shifts at all.

The conditions under which mayors and departments
gain and lose power are more complex, and are best
illuminated with two more subtle analyses. First,
we constructed a new category, "top officials"
(Table 10) which indicates the shift of power for
the top official in each city. For city manager
cities, it indicates whether the manager gained or
lost power; for other cities it indicates whether
the mayor gained or lost power. Table 10 indicates
that the top official in a city is more likely to
gaih power and less likely to lose power than all
other role-takers except the data custodians. This
suggests that computer-based analyses reinfor^u
the patterns of influence in municipal governments.
Kling [10] suggests that computer-based information
systems should reinforce the structure of power in
an organization simply because computer-based sys
tems are expensive to develop and use. Thus, top
officials who can authorize large expenditures,
will Oh the average, insure that expensive analyses
serve their purposes.

However, our data indicate even more subtle
patterns of influence (Table 11). Correlations
between power shifts attributable to computing and
measures of both city size (e.g., operating budget)
and the extent of automation in policy analysis
were computed (Table 11). Departments gain power
in the larger cities (R=.46, pjj.OOl) while top of
ficials lose power in the larger cities (R=-.29,
p^.05). This pattern follows the structure of in
fluence in American municipalities. In the smaller
cities, the mayors and city managers are able to
stay on top of department operations and place a
strong stamp upon municipal activities. In larger
cities, the departments can become vast fiefdoms
(particularly police and public works). In the
larger cities, the top officials are in a weaker
bargaining position vis-a-vis department heads. In
addition, in the cities with several hundred thou
sand residents, the larger departments have suffi
ciently large budgets to afford their own skilled
analysts and to build information systems that suit
their needs with less scrutiny from top officials.



Thus, in these cases, it is not top officials who
gain most, but managers who are sufficiently up the
organizational hierarchy that they can connand
large resources.

The sensivitity of power shifts to the bases
of power in cities supports a much more general ob
servation that computer-based systems for policy
analysis are I'clxTical, poucr instru
mentalities. Tney differ from automated upward re
porting systems which nay cause data providers to
lose power to data collectors :24]. In general, to
predict the influences of a computer-based infor
mation system. One must have a sharp characteriza
tion of the distribution of influence in the so
cial setting in which it is used [10, 11, 12, 13,
14].

7. Conclusions

We have indicated that automated analyses are
commonly used in municipal governments and are used
to support policy suggestions which are often im
plemented. AutoiTiated systems in these settings
serve in both educational and political roles. The
utility of automated data systems for both rational
and political uses increases with the extent that
automated data is available in a given municipal
government. All three models of policymaking--
rational, organizational process, and oolitical pro-
cess--help provide some insight into the roie of
information in policymaking. However, this analy
sis indicates that automated information systems
Should be viewed as social resources which are ab
sorbed into ongoing organizational games, but which
do not materially influence the structure of the
games being played. In organizations in which
bureaucratic politics characterizes "normal busi
ness," computing will not be a neutral resource.
It can easily reinforce the power of potent actors.

This analysis is neither vacuous nor obvious.
Recently, McLaughlin [21] reconinended that the
Office of the President should develop a "policy
management system" with extensive automated sup
port to help provide greater control over the U.S.
Department of HEW. Since the Federal cabinet
agencies have developed into extensive bases of
independent power vis-a-vis the Presidency, they
may be analogous to departments in larger cities.
The analysis presented here suggests that exten
sive automation is likely to reinforce the power
of the executive agencies. In that case,
McLaughlin's strategy would backfire.

This analysis indicates that the political order
of the social setting in which a computer-based
system is utilized must be well understood, in ad
dition to the technical features of the system, to
predict its likely uses and impacts. This prin
ciple undermines the sufficiency of the formula
tions of analysts who emphasize the technical
characteristics of systems and neglect the politi
cal dynamics of the settings in which automated
dats systems are utilized.

Footnotes

1. Lynch [18], for example, provides a detailed
account of the role played by rational analyses

helping Coast Guard officials set policies for
navigational aids. However, he contrasts this
case with others in which analyses were biased
by special interests.

The 42 municipal governments were selected in
a random sample stratified on several dimen
sions including the number of automated appli
cations, the sophistication of automated appli
cations, the extent to which computer users are
involved in the design of applications, and the
extent to which computer operations are decen
tralized. See Kraemer, et al. [15] for the de
tailed sampling design.

In a few cities, such as New Orleans, Newton,
Mass., and Tulsa, Okla., the mayors have man
aged to hire special assistants who help ana
lyze municipal problems and policies for them.
See the discussion below in the section on
"power shifts."

. The sophistication of reports was indexed by
the number of different forms of data presen
tation and analysis (e.g., maps, regression,
geo-based analyses) which appear in reports
produced by the municipal planning staffs.
The number of different kinds of data (e.g.,
housing, industry, demographic, opinion) ranges
between 2 and 8 for our cities.

). Sample surveys are sometimes conducted for pur
poses other than opinion sampling (e.g., spot
checks of housing quality or levels of employ
ment in particular neighborhoods.
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Table 1. Planning Data Resources in Municipal Governments (N=42)

Number of manual files

Number of automated files

Total number of files

Number kinds of data

Number basic reports generated from this data
between 1971-1976

Number special requests per inontn for infor
mation from these data sources

Rob Kl ing

Medi an Mean S.D.

0.5 1.4 1.8

3.7 4.0 2.6

5.8 5.5 2.0

6.2 5.9 1.4

9.8 19,2 24.0

7.5 13.0 34.0



Table 2. Fre^^uency Computer-BasetJ Reports Are Sent to Different Officials
Less than About Several Monthly

Officials' Never once a year once a year times a year or weekly

The chief administrative official (N=30)^ 6.7 16.7 26.7 30
The chief elected official {N'39) 7.7 17.9 33.3 28
The council (N=32) 2-4 26.8 35.6 24Departments (N=41) 7.3 26.8 34.1 ^
^Numbers indicate %of respondents in each role receiving report at a given rate.

Table 3. Frequency that Computer-Based Reports Lead to Programnatic Recommendations
Never led to Yes, but none

Perception of: recommendations have been accepted

Manager or chief administrative officer (N=34) 21.4 3.6
Mayor and staff (N=34) 41-2 -0
Council and staff (N»37) 40.5 2.0
Planners (N-38) 21.1 2.b

6.7 16.7 26.7 30.0 20.0

7.7 17.9 33.3 28.2 12.8

2.4 26.8 36.6 24.4 9.8

7.3 26.8 34.1 24.4 7.3

Never led to Yes, but none Yes, but some
recommendations have been accepted have been accepted

Table 4. Claims that Computer-Based Reports Lead to New or Clearer Perceptions of Community Problems

Yes, but vague or Yes, but in Yes, gener-
Perception of: No no cases cited exceptional cases ally Total

Manager or chief administrative
officer

Mayor and staff
Council and staff
Planners

Table 5. Computer-Based Reports or Analyses Provide Surprising Results
Yes, but vague or Yes, but in Yes, gener-

Perception of: No no cases cited exceptional cases ally

Manager or chief administrative
officer 57 23 20 0

Mayor and staff 72 3
Council and staff 67 15 18 0
Planners 58 10 28 5

Table 6. Computer-Based Reports Used to Legitimize Existing Problems

Used in this way by:

Manager or chief administrative officer
Mayor and staff
Council and staff
Planners

Partly
No a motive Yes cases (

40 37 7 17

33 31 3 33

36 33 18 13

26 31 3 36

Table 7. Computer-Based Reports Used to Gain Publicity for Programs or Policies

Yes, but vague or Yes, but in Yes, gener-
Perception of: No no cases cited exceptional cases ally ^otal

Manager or chief administrative
officer

Mayor and staff
Council and staff
PI anners

Page 8 of 9 Rob Kling

100 (N=30)
100 {N=37)
100 (N-39)
100 (N»40)

100 (N=30)
100 (N=35)
100 (N=39)
100 {N-40)

100 (N=30)
100 {N=37)
100 (N=39)
100 {N-40)

100 (N»30)
100 (N=36)
100 (N=39)
100 {N=40)



Table 8. Computer-Based Analyses Used to Determine Whether a Policy Will Be Politically Acceptabli

Yes, but vague or Yes, but in Yes, gener-
Used in this way by: No no cases cited exceptional cases ally Total

Manager or chief administrative
officer

Mayor and staff
Council and staff
PI anners

100 (N=30)
100 (N=36)
100 {N=39)
100 {N'40)

Table 9. Correlations between Features of Information Environment and Uses of Computer-Based Reports

# of Sophisti
data cation of

fi 1 es reports

RECCOMS^ .23* .38*

PERCEPTIONS .33*

SURPRISES .37** .47***

LEGITIMACY .22 .06

PUBLICITY .41** .15

POL-ACCEPT .32* .35**

*P<.05
**P_^. 01

***P<.001

®See Figure 1 for description of indices.

# different % of files FY '76
kinds of data automated city budget

# of computer-
based reports
(1971-76)

Table 10. Power Shifts Attributable to Computer-Based Analyses

Official

Manager or chief administrative officer
Mayor and staff
Council and staff
Departments
Data bank custodians
Top officials^

^See text for explanation

Given less

influence to

No discernable
shi ft

Given more

influence to

Table 11. Correlations between Power Shifts and Information System Features

Power shifts:

Manager/CAO and staff
Mayor and staff
Top officials
Counc i1

Departments
Data bank custodians

—tpTTOs

**P;^. 01
*-»*P<.001

Page 9 of 9

Sophistication % of files
FY '76 city budget it of data files of reports automated

Rob kling

-.25 .13 -.08 .23

-.15 -.03 -.09 .17

-.29* -.08 -.25* .25

.03 -.24* -.18 -.14

.34** .15 .06

!29** .24* .30*




