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Apstract

This report describes the impacts of an _ automated
client=tracking systen on the clients, case=workers,
agmistrators, and operations of the weifare agencies that . use
it, It illustrates how these impacts are joint products of
both the technical features of the comouter=~based system and
of ‘the organizational demands placed upon different agencies,
administrators, and case=workers, In addition, it shows that
the major impacts of this system  were to enhance the
administrative attractiveness of the using agencies. in the
eyes of funders rather than to simply in¢rease their internal
adpinistrative efficiencies. [t is oased on a case - study of
such a system that is currently ooerating in a medium sized
American city. ' : :

‘CeRe Categories: 2.11,3.53

Key Words:Social impacts of computing; organizational
impacts of computing; management information systems
information systems andservice

integration; client=tracking




1. lotroduction

During the last decade, computer=pased information
systems have soread raoialy and_oeen aoplied to a wide variety

of applications in complex organizations, oublic and private.

Despite the large numpber ot computer=pased systems in use, few

_good systematic descriotionS‘of'the operations of suth.systems
nave been reportedlib,12, 147, Theories for>prediqting the
impacts ot computer=based sytems on the activities .of their
users should be Based upon and testable bvvgood'éytematic
data, vThus it shoufdjbe of little surorise that our. theories

for predicting computer impacts are also Quite weak.

In particular, the.ways that autonated systems.opéréte in
actual organizations usually deviates from the éxpectations we
can develoo from primarily attending to technical
specifications and  idealized organizational'benavibf (6,10},
Qur prédictipns can- become even more uncertain‘ Lhen we
consider information '~systems that cross organizational
poundaries, This papef.iliustrates hoWd the the actual impacts
of a compurer-based {nformation system (JMIS) are influenced
poth by the'technical featurés of ifs design and by the roial

setting in which it is used.

1 would like to. express especial appreciation to . James
Danziger, #illiam Dutton, Kenneth Kraemer, and the former and
present directors of the UMIS project in Riverville for their
helpful comments on earlier drafts. R
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This case study is based on the operations of an

automated health énd weltare information and referral system

'in Riverville, The system has received ;onsiderable“attention

in professional jouhhals and the oressx since 1970 as an
exémple of how gﬁ —automafed information system‘.méy help
increase the efficiency and improve the quality of‘Seince of
a highly decent?alizéd urpan welfare systemn, It is“oné ot the
very few aﬁtomated systems that was desiagned and impiemented
to keep‘track of tﬁe. kinds of serJice suggested . for and

received by individual clients.

Similar autohétéd“ systems are reported to be under :
development in over a dozen other cities, counties and states.
The Riverville systém¢ the most completely implemented _system
iﬁ the country, serQeé as a prototype for these other systeﬁs.
[hus; the impacts of the Riverville system on its welfare
agencies and the iésues that arise in understanding its rolé
in agency ooeratfons”provide aﬁ empirical pasis for predicfing
the likely iﬁpacts of these other systems on the operations ot

welfare agencies.

In additions, the Riverville case may help highlight the
ways 1in which local government agencies use computer systems
to support direct‘servftes to citizens, Most local government

computina supports .indirect services such as . accountings

This system was the tocus of articles in Nation’s CiLL&So ‘Lhe

Lhristian §cience Monitors, Computerworld, and RQusiness Week.

In addition, its design.  and operation were presented at
several national conferences for public: administrators,
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equipment inventorie$; or planning analyses., They  §ire;fly
benefit the citiéenry only insofar as they renderiéoyerﬁment
§perations cheaper.smbothera or "more effeétive.": Uﬁ. those
relatively tew océésibns that citizens comne into cqﬁtast witﬁ
@8 computer sytstem,.fé is often to pay a oill or to be located
tor an arrest warrent, Computing 1is rarely prociéimed to

serve citizens directly,

Lastly, fhe case of Riverville may hglp inform us more
carefully of the bofe ‘distributed comouting may; blay in
helping integrate Qfmilar functions across organizational
boundaries, Such pbgéerns have oeen the focus éf three
contemporary groups. First, some organizational
thebrists 15,151 argue that organizational activity follows
the flow ot informatidﬁ and ipso Lagtg the thement of
information across' organizational boundariés helps integrate
administratively distinct wunits, Secondly, a ‘bevV of
aaministration thedf{sts and comouter-soecialiéts hayé'begun
to implement shareﬁ dats bases that cross agency boundaries in
several Amerycan cities [11)., .anéllyr integratinéAéqcial
seﬁvice agencies in éahticular has been the concern of{éertain
professionals who Qdfk'in‘such séttﬁngs li,'ldl. Mehﬂers of
each of these groups view the .oroblems of cobrdinatiné
organizational._units‘jas a major 'practical,and theoretical
issue, Each offtheSé gPoups viens the use of tecnnbiogies
that enhance the Sharing of jnformation_as a strategy that
would enhande coordinatibn.v Thus, each grouo would eipect the

‘automated information system dJescrioed here to enhance the
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coordination angd thus the quality of welfare services provided

in Riverville,

This study was initiated to answer the  following
questions:

1. How do automateo information systems help "integrate"
decentralized organizations 7

2. WNhat impacts would such a system have upon the major
actors =clients, case-workers and administrators= who
use it ? :

3, What relationship would there be between the

publicized and actual characteristics of such a
system 7 :

Ihis opaper provides a sketch of the Riverville welfare
system and describes how the automated inforﬁation and
referralbsyétem operates in that context. Then tnhe official
desién goals of - the automated information syétem are

contrasted with its actual performance,

1I. Llhe Social Service "System" in Riveryille

Riverville 1is an»industrial town of 170,000 which serves
as a regional Center for several rural .counties,
Approximately 20% of the families live below poverty. level,
' The median family income is $7200 and 36% of the populétion is
Blackf The needy, blaék and white are served by aoprox{mately
150 oprivate, city, cbdhty, state and federal agencies, These

‘agencies cover a variety of geogranhical areas within and




~Page 5

arobnd "Riverville. .Some agencies focus on a neiéhborhood,
others on a sector of -the <city, and still others  accept
clients who reside"anywnere in the city, These égencies
provide a variety of health and welfare services such as
emergency renty unéﬁpioyment monies, medical and dental care,
day care for children, job counselling and training, and
foster homes, These - agencies serve a number 6? groups?:
anybody‘(foster homes’:‘ the poor (e.g.r Riverville Bpréau of
Relief); mempers of :a particular religious or ethnic group
(Jewish wel fare Federafion);or grouos with other specially

defined characteristicse.

As late as 1966. there  was little admihis;rative
coordination among thése variosus agencies. [he Coﬁmunity
Aétion Agency suDOOrtéd three neighborhond service .centers
which housed poth information and referral offices and some
service agencies which.weré partially funded by the tity} The
city government partly or wholiy suosidized thirty five
agencies which were .clustered under several admihistrative
umbrellas 1nclﬁding Moadel Cities and Conmunity Actibn Agency.
Each agency maintaineos its oan intake forms, | reporting

conventions, ann record-keep\nq systems, This pattern ot
multiple agencies serving similar  grouds of people with

related neeos orevails in most American cities,

An organization called Riverville Progress served as a
forum for the staff of various agencies to foster coordination

~among their activities., 1ihe staff of the neiajhborhood service
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centers advocated an automated information system aé:é comnmon
management tool. lhey wantedg wup=to=date informatibn on
servic;s they were renderiny anid the needs of the peoole they
served, They also wanted to increase their capacity to »olan
and schedule addftfonal services where thefe was a
demonstrated need., Ihey wanted to coordinate their efforts
‘with other agencies  providing simnilar services, éhd they
wanted more hard daéa about the needs of individual clients,
Riverville Progress served as an institutional basis for
promoting an automated §n¥0rmation system to bef'used Dy
‘community supoorted  welfare ajencies. In the late 60°s a
moagest "patch" system Qés initiated and used by some of the
agencies in Riverv:llg and in 13 rural counties in the

surrounding area,.

A new mayor was elected in 1971, and he had a difficult
time learning how much city funds Were spent for which
services and who was being served, For example, the city was
spending $%10,000 per year on rat cqntrol. fhe workload for
this program was moﬁﬁtored Dy the automated record;keeoing
system by treating "rats killed"” like "clfents served".- Ahen
the mayor received a "workload report"™ showing that ddrfﬁg the
past vyear, a total qf 300 rats had been exterminated, he was
stunned and commentedzdryly, "] thoujzht steak was exoénsivel".
fThis incident impressed him with the utility of knowing the
actual magnitude of  services the <city’s proarams were

providing.
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The new mavor ”supponfed énd advocated an . .on=line
real=time reporting 'éystem. 4e hoosed that frgﬁuént énd
accurate feporting‘wduld help his staft manage the aiverse and
complex ‘array of we[fére programs supoorted by the Cjty. :The
development of such a system had just pegun with sgéq money
from the Communityl Act1on Agency. THe system was deVeloped
over several years by a gr§nt trom HEW. [t was‘operafjdnal by
1973‘ and its  funding was continued Dy the city, at

$130,00/vear, in 1975 when the federal grants terminated.

However, informat;oh alone was.insufficient. 1o further
improve ehe éontrof of social services the mayor consolidated
35 of the 36 city-supported agencies into a new ."Human
Services Division" fp‘ December 1972. lheséA intluded'the
programs funded through M™Model <Cities, Cémmunit; . Action_
Prdjéct,'and Concentrafed Keemplayment, ‘These agencfes, which
were consolidated and ﬁgved under the jurisdiction of the
mayor‘’s office, becéme the primary users of the Riverville’s

automated information and referral system,

Thus, vetween 1966 and 1974 two different put cpmbatible
strategigs. were empioyed to integréte sbcial service agencies
in Rivervilie., A "feéhnicél strategy" utilized an automated
information sysfem(UMLS). which would Ctrack the patH of
particular clients thf@ugh the mnaze of oublic and brfvate'
agencies, An "adminwstratfve strategy"” consblidatédféll but

‘one of  tHe city’  su§ported_ agencies into aA- common

administrative unit,
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I11. UYLS Qeslan Goals

The>UMIS oroject documents report a setvof desigﬁ goals
which are suoposed tb;heip increage the "effective deliVery ot
community services“;btlhey articulate some of the ihémés which
appear in this report. Ihese goals includes |

le Provide b&geline information aoout the >hééds of

peoole . : ‘ ’

2. Provide for and monitor the sequencing or. scheduling
of (social) services on an orderly bpasis ‘

3. Track individuals anag families through the service
system to insure they received services as planned,

4., Provide information for manajement decisions abpbout
the amount of services individuals and families have
received and their progress in breaking outhiof the

.cycle of poverty, ' : -

5. Eliminate auplicate records;

be Increase the cén;rol over welfare funds;

7. Autormate follow=up to keeo odeople from "getting lost"

B. Evaluate the 'social service programs;

9. Eliminate duplicate Services,

iV. Research Strateay

ihere are several plausible strategies for studying a
project like UMIS, Une might study JMIS’® use and imoacts over
a period of time whicn starts pefore JUMIS” implementation,

Une may attemot to use regularly kept records as a source of
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data for such analyses. A second aporsach might contrast the

municipal welfare system in Riverville with the welfare system

in. a similar city which has not  attemoted ' similar
automation (4], Finally, one may contrast the patterns of
welfare administration 1in Riverville with the  expected

patterns that are 035criped in the various project documents,

Each approach provides a‘different kind of undénst?nding.
The longitudinal stydy emphasizes changes in Riverville’s
welfare administration'that might be attrinuted to- UMLS. Df
course, such interbretations are tenuous, since otheﬁ:chénges
have taken'place' 38 Qéfi; A new Tnayor was elected, he
consolidated the mﬁnféipally supoorted welfare agencies, and
many of the federalyk sponsored Orogranms wﬁich ”SUpborted
welfare agencies inv Riverville have been cut at fhe Federal
level, Some of these Qroblems of analysis could bpe sihplified
by contrasting RivéhViJle with a similar city which has
undergone similar cﬁanges. Such an analysis encounters other
problems.A For :ingtance' \ differences between  the
administration of weltare in Riverville and the> othér  city
might not pe due simoly to "UMIS, out to- soméA,dther
uncontrolled facfor such as the nature of the local écbﬁomywpr

attitudes of key aqgency staff,

Since we studied only Kiverville over a short pericd of
time, we  have héd,4tou use the project ddcuments'ahd staff

attitudes as a basis for comparison,
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The most fortUiﬁst aid would have been formal 'ﬁaterjals
or ahalyées develbped by the UMIS staff, Such récbrds wou1d>
not only provide a SoU;ce of déta, put would also ~help us
understand their interpretations of the design goa]s fisted in
the last sgct1on. UnfOrtunatelv} there are no sta%f ”feports
which describe’ the -s;ate of aftairs in any of thése areas
prior to UMIS develooment. Thus, this study, like oﬁhers in
this area (3, 6,10, 14, 12,17] relies upon the perceptions of
the major actors as a primary sodrce of data,  'lntensivé
interviews of UMIS  staff, city administrators, and
case=workers in 6oth”beIic and orivate agencies were éarried
out. between 1974 and 1976. Toaether with oroje¢t-documents,'

they form our primary .source of data.

Ve Actual UMIS dgeration

A, Client Entry with UMIS

The intake anq:’referral otfices within each of the
neighborhood :service_zﬁente%s tform a hub in‘the municipa1
welfare system, First, they register each new clienf’jin the
automated inféhmation' system (JMIS), and secondly tﬁéy'refer
the client to aporéoﬁiate agencies in Rivervilie.4  Most
clients that apply’ at- the neighborhood service centéfs are
referred to agencies d{thin the RiVerville Human Services

Division,
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The city of Riverville suoports five neighborhbdd.¢enters

located .in the poorer districts of the city. In princiole,

any person seeking social services could apply through an

intake

center and ‘be referred to the relevant agencies. in

tact, the pattern of entries is nore complicated., Clients may

apply

directly to any agency they desire. Most of the

applicants to the. prjvate agencies, the county ~ health

gepartment and a'RiVeFville branch of the State Department of

welfare apply direqtlyffo those agencies. Un the other hand,:

most

the clients for the city’s Human Services Division

apply at the neighborhood centers, In addition, people who

apply

directly to any of the ajencies within the Human

Services Division aré'entered on UMIS.

When a person applies for assistance at one of

neighborhood service'centerSa she or he i1s?¢

1, registered and asked to provide the followinag data:
1. Address -
2o Phone number
3, Monthly hpusing expense
4, Renting or purchasing home
S. Number of rooms in house
6. Annual household .income ,
7. Main source of income (employmant, Social
Security, nublic assistance, etc.)
8., Number of people in householrd
9, Number of pre=school age children
10, Number of school age children
11, Social Security number (hezad of household) .
12. A list of each household nembers including date of
birth, sex, race, and highest grade comoleted.
In addition, employment status for each person
is coded as "preeschool”, "school", "unemoloyed",:
or "employed," ‘

the
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i- .. i .
2, checked to see which programs she of he is eligible for
(e.g. Aid for Deoendent Children); -

3, advised about which agencies may provide the services Sshe
or he needs; ‘ '

4, given a plan uhﬁch lists all the ajencies and services she
or he has been set up for.

The neighoofhdod, servfce centers emphasiée‘ .family
services(ll; Thus,. the casesorkers at the neighborhood
service centers are disposed to oroviding assistance _to all
members of a ‘houséhbld rather than only to the person who
applies for aid, In pfinciple, this means thaf when a:ﬁead of
household applies for emergency fuel and rent aid, the health
of the dependents wd@lﬁ be checked, If thgy»needed a medical

examination, that too would be part of the services provided.

Each client is described as receiving services at a
particular "level". Service level 1 describes 'needs for

emergency assistance such as money for fuel, help 1in finding

housing, etc, Service level II indicates that the client is
unagergoing some professional ‘evaluation such as a medical
examination, A "long: range plan" which includes such

activities as job counselling is labelled as level Iil.

|
UMIS currently-sfohes records of 42,000 clients who have
applied for wel fare-based aid since 1971. 9f" - theses

approximately 13,000 are still active,

B, ahich agencies use UMLS
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Approximnately 150 agencies are listed in a printed
catalogue of agencies to which <clients who approach a

Riverville neighporhood service center for assistance may

applvye Ihese agencies participate at different levels in
UMiS.
Severalx agencies are "fully on" UMIS, Fhey wuse the UMIS

intake form for their clients and receive various'management
reports from UMIS on-a regular basis. The agencies within the
city Human Services Department are in this classy, and they may
be viewed as the orimary organizational beneficiaries cf UMIS.
Another 25 agencies éfe “partially on" UMIS. These agencies
do not use the UMIS intake form for all their clients. But
they do cooperate with the neighoorhood service centers by
returning an "outreacﬁ'form" which the centers send. to each
agency to which a client 1s referred, In return tne agencies
that are bartially dn UMIS receive some statistical Eeports
describing the cliént$ referred to them by the neiéhbbrnood

service centers,

Most ot the agencies in Rivervillie are "not on" UMIS,
They will not routinely fill out the "outreach form" used by
the neighborhood service centers for & variety of reasons

which include:

* Jhe official UM|S reports list 35 agencies as "tully
participating." However, most nf these were bureaus w«ithin the
Riverville Department of Human Resources which were once
independent agencies, Some of the staff in these bureaus
resented this record keeping practice which made UMIS look
more highly utilized at the expense of a unified denotation of
the municioal agencies.
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‘The agency uses its own automated systen,

fFor axample, the State Department ofAPubliﬁ'wélfarea
which receives,époroxumately 20% of the referrals made Dy
the neiqhborhodd service centefs. doesn’t participate on
UMIS. In addition, the county DJeoartment of Health which
also receives a. substantial numoer of retfterrals also
refuses to oartéfpate in U¥IS. 3Both these agencies have

their own automated information systems and apparently

.gain little or no additional information ot special value

from the UMIS project.

The U4IS staff believe that the ?iverville‘office of
the State Deoartmént of Punlic welfare won”t partigioate
without "a decision in the state capital." The state
welfare offices maintain their o2wn automated system,
their own reporting conventions, and their own protocols.
1t the Riverviflé oftfice to joined UMIS, it would have to
duplicate some ot its own record~=keeping, depart from the
conventions accepted by the other state offices, or the
entire State Vepartment of Public Welfare woula- BéQe to
adopt UMIs conveﬁtions. Aithout some extraﬁrdinary
incentives, none of these alternatives appear attractive
to the state administratorse. Demands for recohd-kéep1ng
efficiency in Riyerville propagate demands for c0mbatib|y

structured data across the state.
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The ajency adaministrators L) not need special
descriptions (e.g. demograohic oreakdowns) "of their

clientelle for accountaoility,

According to the director of the neighborhood

service centers,

"1f an agency doesn’t need the information to
justify what they’re doing or perhaps they don‘t
have to justify what they’re doing, then they don”t
have any need for the kind of information 1
need...The kinds ot agencies .that have to have some
kind of justification are primnarily those that are
spending the taxpayer’s dollar." '

Small orivate agéncies seem unattracted to UMIS. One
municipal manager commented,
"Many oeople consider the conputer above them, a
"brain center" or somethingeseanot simply an
accounting apparatuse. It frightens peoplee. It
frightens smaller agencies because they’re ooerated
by volunteers. They often don’t have a lot .of
skilled people on their staffs, fhey don’t have
the time, they feel, to complete the paperwork,"
There are many small agencies which serve: only
several hundred people a year. For this size of client

population, manual record keeping systems may be quite

adequate,

-

Some agencies receive or refer few clients to other

agencies:

For example, the Jewish welfare Federation handles

N

social services in a relatively affluent Jewish community

of approximately 2000 people. 1IThare are three synagogues
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in Riverville, and the Jewish comnmunity is a rather
closely knit .grouo. lhe Jewish Aelfare Federation
supports six people in old age hones. 1t has received no
referrals from the neighborhood service centers'in the 4
years that it; has peen listed, and it is unlikely that
they“1] receive any in tne near future, Ilhey serve a
community whiﬁh because of its affluence aﬁd‘s@burban
location is not a target for the neighoorhood. service
centers., Many :Qf the agencies that are Iisted'in the
directory receivé;few or no referrals, Incluston ot the
various agencies' services may be helpful to poteﬁtially

needy clients,

When one assesses the way in which JUMIS helps supoort
integration -of the'SOCial service agencies in Riverville, the
actual patterns of ctient referral andg program coordination
must be studaied, Siﬁply counting the number of "participating

agencies" is a poor index.

C. Client followup and recording of services="grass

roots”™ integration.

After each clien{ is referred to a set of ageh¢fes for
assistance, an “out;éach form”™ is sent to the rééeiving
agencies, Ideally, the form is tilled out oy the statf in the
receiving aqencleho take in the client. A courier from UMIS
regulariy travels to the major agencies and collects " these

torms for keypunching. Since some ajenciesy such as the State
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Department of Public weltare, refuse to fill out tne oUtreach

torm, clients referred to them are tollowed up by telephone.

Each agency worker who orovides a service (e.g. medical

exam, counselingy travel...) to a client is supposed to fill

out a "worker contact card” which list’s the client’s name, 1D

number, date, worker 1D number, and a code for the service
rendered, This provides the primnary data source for tracking

the client’s subsequent activity through UYIiS,

In princfole, éach client should pe tracked frdm the time
he enters one of the agencies "fully on" U9IS througﬁ the time
he no longer needs publicly supoorted social services. In
that case, UMIS could document skeletal profiles.of each
client who has continuing contact with the public agencies in
Riverville, In fact, the tracking and followdo are

incomplete,

When a oerson seeks emergency aid, all memberé of the
household are entered invemergency status. Thus, if 8 head of
household needs emergency medical care which she or he can not
afford angd is eligibie for, all the children are also listed

in "emergency level 1", Atter the medical care 1is provided,

the head of household 18 listea as having consumed the

relevant services., But the records nt the dependents are not

updated,
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The UMIS statf is aware ot this problemAwhich arises from
the recordkeeping cdhyeﬁtions and agency follow=up prbcedureé,
However, it is important to note that this problem éomp[icates
any evaluation of vUMIé eftectiveness pased upon cdunting
individuals in variogg-ievels services over various periods of
time.

Dther peonle hayﬁbe-"lost" through their own deSiFes or
| 4 . : .
lthfougﬁ bureaucratic- whimsy, Somne peoole accept emergency aid
and don‘t }eturn for_fufther 3ssistance. The} may not'need or
want further asSistghce, Again, their files on UMIS aren”t

updated with their intehtions, needs, or wants,

Some people'ére.“LoSt" because of the followup po]icies
ot the neighborhoqd service centers, An exahple is
illustrated by the following case: =a famnily was referred to
the AAA agency for éﬁérgenéy assisténCe with housing;xand day
care. fThis agency is;sUpported by a church and SeEVes 3
‘distict geograohic _fééion of aoout 15 square blocks, At the
timé the family was reférred to AAA, it lived in fhié well
defined area, HowgV§r, the AAA agency was able'go tind
suitable housing fofAfHe needy tamily outside of this ‘-area.
After the family was relocated, it returned to the AAA
caseworker with whomAﬁt.had developed some rapport fér further
assistance, He 'cpuldn't provide'if since the family Qas no
longer living in the area served by the AAA agency, 'when he
attempted to get ‘another 'referral_ for theh' frbm- the

neighborhood service center, he ~as told that since the family
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had been heloed by .a community agencys, they were satisfied
that the case was Sefhg nandled and wouldn’t find, a new
referral, The caéeA was "out of their hands.” For several
months, this family continually returned to the AAA_agency and
fheir plight was unresolved., while such cqsegf_may be
uncbmmon, their occurrence confounds the case-tracking utility

of UMIS,

‘ D._ ytility of UMIS to Managers

*Integration of Hservices" ¢can refer to gﬁanaiga
coordinating whichvggdgnams to ofter, Or it can refgr to the
staff of different agéncies coordinating the set ofﬂoarficular
aénxigea provided to .. a .saecifiC» client. ahile this
distinction is not explicitly ﬁade in the Jliterature on
services integration. [1, 141, it is quite important. In the
first interoretat1on"qn expects .neetings of managers

discussing programs:ip the second case one expects meetings of

caseworkers discussing clients,

UMIS* greafest potential lies in itslopténtial a{d fo‘the
second, 1"grass roots" form of integratjon. However, none of
the case=workers, éervice center supervisors, or manégers  Saw
much actual impactvpf'UMIS on such integration, Aé*fhe case
of the "Jost family" ~ above illustrates, grass  roots

coordination is as much a function of agency policies as it is
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of the record system which tracks clients, UMIS was developed

primarily as an aid 1n welfare administration and management,

Each agency which participates in UMIS receives a bundle

of monthly reports which include:

1. Ulhe total numper of services orovided by the  agency
that month plus the year=to~date totals;

2. Breakdowns of the client population receiving each
service by race, ager sex, enployment, source of
income, geographic area, and number in household,

3. A pbreakdown ot services provided oy each case worker
in the agency. It includes the worker’s 10D number,
the total numoer of clients served that month, the
total number of new clients, and the total number of
each service provided by the wsorker,

In this section ~ill will look at the ways these reports

and the data which they include are or could be used.

1. New reports

Most of thesé reports provide both new and old data mwore
systematically than was typical prior to UMIS, Many.Américan
wel fare agencies'refy upon handg tallies of spot surveys to
account for their 'mbnthly caseloads and volume of specific
services provided, while it is possible in principle to
manually cross-tabulafeithe kind ot data which is available in
these reports, it wouiu'consume a large amount of <clerical
time to oprovide lﬁ for each agency on a regular basis, Few
agencies can afford to relegate much staff time to such
“intelligence gatherfhg" operations. IThus UMIS provides the

‘agency heads that receive these reoorts with a kind of
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information  that = was defacto unavailable in such a

comprehensive form previously,

In addftion, sbhé of these reports are formattéd so that
they can be éasiTv:inﬁorporated into the monthly reﬁdfts that
agencies which receive federal funds send their Spdnsors.
Prior 'toA umls, sévefal clefks spent three to four days pér
month simply collétihg the minimal information  f6r the
réquired reports, Un\the other hand, since these canf; aoply

only to those persons who are entered on JMIS, they do not
| : , .

| . . .
provide complete statistics for those agencies which are

“partially on" UMIS,

ce Allocating scarce rsources

In one special case, a municipal deoartment head UMIS
reports to help allocate scarce resources to those most in

need:

The Riverville Department of Human Services includes a
transportation division which shuttles tne poor from home to
various agencies (e,ge.r @ hospital), £Each trip is recorded as
a8 unit of service provided to the client, OUne report received
by the director of .transportation is a3 crosstab of his
minibuses destinations. by the number o>t people in each fanily
income level who travelled there in the previous month., Since
transportation resources are limited, he uses that tabulation
to identify those destinations most frequently travellea by
the poorest clients, Clients call 1in a day in advance to
request a trip, and as the minibuses are committed, the clerks
become more selective in allowing new riders, . Apparently the
listing of destinations oy the income group served provides an
important criterion for deciding which trips requests the
agency will honor, -
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On the other hahd;VUMIS does not support billing per unit
>t service-nor does: it support any form of cost accounfing. A
special l;ne item bpuaget is run manthly for the public
agencies that are "fully on" JMIS, out this budget does not
appear to be Iinked.to-service delivery in any special Wwayo
Thus, the hooe~ that UMIS would help provide special
information to help control welfare costs seems unrealized at

this time.

3¢ Evaluating program pertformance

In orinciple, UMIS is supoosed to helo evaluate the

eftectiveness of various social service prbgrams in
Riverville. At besty, evaluating social services is a fricky
activity, In practice, the data recorded 'aboﬁf~-various
clients and agencies on UMIS may be of limited utility in such
evaluations. Firsty UMIS dJoesn’t record very preéise data
regarding the outcome;.ofAservices orovided, Secondly, the
way 1in which clients tinal status 18 variously recorded
confounds the use of the routinely keot dJata as ﬁell. in
addition, there 15“s;mply no naseline information about the
accuracy éf records(.amounf_of duolicationy cdmpleteﬁéss of
tollowup, numper of. "lost"” clients, etc.., porior io its
implementation, At .5gst, one can study trends in such
indicators since UMISf%?svimalemented in 1971, TIne absence of
such baseline ﬂata-haﬁﬁérs the - UMIS staff’s evaluafién of

their own work and contriocution,
‘ . R
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Secoﬁdly, agencies which do notv report their_ ;oykloads
for. a m§nth pf tw; provide a mnajor systematié serce of
‘inaccurate data. lhithis case, client records are _likely to
jbe incomplete, Agehcies which are “oartialiy on" UMIS and
outsige the control oj city hall occasionally olace filling
?out the UMIS reports as a low oriority activity when they’re
short bf staffx, For municipally suoported agencieéy the UMIS
jstaff have some c]out in gettinyg comoliance due to their
?éupport from city hall. dut reltations with other agéncies are
more delicate sin;e their pérticioatioh is optioﬁéi.and the
commitment of some fg problematic, _ln such situations, the
UMIS staff have to encouraqge goodwill since threatening to
withdraw service wou)d undermine the development of a
"comprehensive" system;v Since different agencies have ‘failed
to report their actiyi&ies on occasion over the Jlast several
years, _ﬁhe data héé- Mgaps" which diminish its utility for
camparing certain welfare programs in Riverville or in

studying certain orograms over time,

*x The UMIS staff and agency caseworkers work with ditferent
incentives and preferences. For the JMIS staft, complete and
timely information 1s the basis of their "production." In
contrast, many caseworkers would rather ~sork directly with a
client to help solve his immediate proolems rather than .spend
time filling out forms that have a less tangible connection to
the clients concerns, '
\
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E. Utility of UMIS to Caseworkers

In orjncible, awéése worker: in a orivate égéncy can
sccess a client®s tile from UMLS by calling the UMIS office.
The clerks. who are résponsible for entering data also resoond
to. such ﬁeleéhonel'iﬁquiries. In fact, it seems that such

inquiries are infrequent,

Agencies whichiare "partially on" UWIS‘maintain:théir own
records, including their own intake forms. And the wpfk done
by the staff of varibus-agencies is sufficientiy specialized
that the skeletalv details in the client record are largefy
worthless for day-to-déy use. Each record of a .service
rendered just names ‘phe service, €.9e.r counselliﬁg, senior
sepvice grouo activityf etc, while duolicate aop]{cation
forms are eliminated tor agencies "fully on®" UMIS, ééch'agéncy
maintains its own case file for each client, while these
separate files dupiitéte some information, tew agéncies are
willing to place such'data which they cpnsider "personal and
privileged® into a mbre oublic setting where they-can no

longer control accessx, A casewdrker needs to know the focus

x For example, one counselor told hos he recently removed
some damaging information from a client’s file. There was a
third person (hearsay) account that the client’s child had
maggots in his bed. The reoort was never followed up and
confirmed. Ihe counsellor remarked: -

"That was was eight years ago when she was lbjshe doesn’t need
that kind of x*x%x in her file," '

Many counselors are bnbiective of their clients and .concerned
that their own observations and transactions with the client
be treated sensitively, :
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and outcome of the counselling session or the nature of the
group activity, fhis intformation is opest obtained from the
client directly or from case-workers who have worked with him

elsewhere. o . -

Consequently, wh{lé the counsellors and casewofkéré . feed
UM1S with outreéch ~ forms and worker contact cards; fhey get
littte béck. Cbnversely, the managers Harvest fhe »crop of
reports -~ with re]aif&ely iittle éffort. This .places a
gisproportionate burden on lower level staff who thus_fénd to

view the system less favorabliy than the managers.

Fo. Relations with federal auditors and funding agencies

Dne by=oroduct of UMIS is a set of monthly summaries
which is used by the Human Services Department 1in Riyervillé
for their routine reports to HEW. In aodition, it appears
that HEA auditors plate more credence on "data which comes out
of a computer™ than in hand tallied counts, TIhe director of
the department of transportation described the change?

"Before, when we -hand tallied the number of trips we
provided the auditors tacitly assummned that we inflated the
figures, Nowy when.l‘show them ny comnputer=based counts we
start our discussions by using my data as a baseline,”

Df course, hand tallied data or computer tallied data may
be similarly accurate or subject to error, However, it leads

managers who deal with,tﬁe federal auditors to pfefér their

reporting systems since they apparently gain credence by
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simply using computer technology in their asork (3},

Administrators 1n the depratment of Human SerVices have
been able to capitalize on the enchantment petween federal

officials and UMIS. Une top manager commented,

"This is a rural . region and most of the regional
representatives are used to seeing very. simple
administrative aids. wWhen they come here we take them
down to the . service center run oy Mary., She’s
aggressive and enthusiastic and really sells them the
system, jhey’re impressed and it definitely helps our
funding,"” .

On a few special 6ccassions. data fron UMIS was wused to
support special grant requests, Jsually the city staff has
prior contact with the funder and gains some crédibiiity from
the ”administrative-atpractiveness" ot the city agenckes which
is supported by Uvis. -However, in one case Humanf‘Services
Department staff funds for adding 2 nedical clini¢ to one of
the neighborhood.sef055e centers, According to the director
of the Department of;HQman Servicesy

"we took our stats to the funder 1in Redional City. . The

proposition was really solid and they pbought it. When
we started there was no money for the clinic; now it’s

operating ona regular Dpasis. fhat®s one of the few
times that we ana -the funding agency had no prior
contact." '

In contrast to UMIS marginal utility as an aid for
internal manafement, . it has helped some of the agenﬁiéé that
use it increasee their credibility and gain suoport fPOm.their
tunders, This seems fo_be a major reason for UMIS® support oy

agency staft,




vi. RBeccepliqn and Bromolieon of UMLY

A, Misperception of comouting and the concept of
"system,"

UMIS is a novel system and its implementation was
intended to exolore tﬁe possible support that it cled-provide
to a set of nejghborhobd I & R cenfers feeding a disorganized
array of social agencies, This stuldy separates the functions

of UMIS from the various agency oractices,

However in some of the UMIS documents (12,201 a&nd in
discussions with the UMIS staff, UMIS and the organizational

arrangements for oroviding social services are confounded.

N

For example, clients are spoken of as being followed up "by
the system". The Datashiri* apolication oriet describes a
“human services delivery system"(HSD3) which includes both the
automated information system and the organizational
arrangements it supports, Imolicitly the (Datawirl) computer
is provided with the bpest attributes of both,  HSDS is
described in part ass o

t. "A system to sjmblify the delivery of services to the

client"

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

x Datanhhirl is a pseuoonym for the comouter vendor which
serves Riverville, N
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3, "A systen " that in many cases. attatks “and

‘systematically eliminates the cause ot a person’s
dependency"”

4, i”A means of critical self-évaluation provided oy
management reports, boath quantitative and
qualitative, to enable agencies to improve their  own
effectiveness"” . ,

This portrait depicts tHe comouter as a "welfare
machines:" : a recofdhkéeping device which helps raise the
expectations of the naive and may even blur the oercéptions ot
the staff who thé "Ysystem", JIne agency head seemed utterly
disillusfoned by the discrepancy between the visioﬁ »brohised
by the Datawhirl promoters and the actual information system
in use today. Datawhirl flew sone city staff to an 1insurance
company outside of Washington to disodlay advanced automation
in use., "They painpgd a real dream world thch tﬁey said

could be ours" she recollected somewhat wistfully,

A secona kind of,-misperceptibn is exemplified by the

phrase all usable-'management intormnation," The head of one
agency that was ”fuliy. on" UMIS described the reports he
received with that pnrase.» However, given the gap befween the
kinds of information routinely produced by UMIS and .tﬁé' king-
ot cost accounting that might assist financial control, it is

at best a misleading slogan,
In another context, this same manager remarked,

"The computer uonft;show how well & job is being done or
how effective a program is except in numbers (of people
served)," C



| : . QPage 29

B, Promotion of UMLS

| When UMIS was first proposed in the early 706°s, Datawhirl

romoted UMIS among the city staff ~ho were responsible for
providing social services, It helped sell an electronic
utopia that w~ould diminish the proplems of tamilies on wel fare

in Riverville,

UMIS is the first‘fully operational automated informatién
ana referral sysfé@ in thé JeSe whén the prqjéct was
initiated, none of the"actors could be sure exagtly what
outcomes to exoect. Qenerally, the advocates exoecteé-UMIS to
help streamline the administration of- the diverse éfray of

welfare programns in Riverville.

In addition, tﬁe' advocates of UMI3 had to ‘convince
several diverse publics of its potential, The ooor (and often
Black) were concerned with getting better service ahq the
miadle class was_.concerned with cutting costs: through
"efficient" operations, These somewhat conflicting concerns
were both catered fo;in the various clains made on behalf of
uUMls, ln_addition, fhéactively oublicized goals sﬁress the
ideals rather than ‘the difficulties in administrative and
political imolementation which are faced by the associated

Staff.

By alluding to a dackage of plausible benefits, the UMIS
advocates hoped to .capture the imagination, enthusiasm, and
support of key staff in various agencies. And they were

acting in a ‘setting  where some prophecies could be



.ﬁPage 30

self=fulfilling, The more agencies that fully participated in
UMIS, the areater the comprehensiveness and accuracy of the
data collected, and the greater the overall utility' of the

administrative tbol;‘-

UMIS seems to provide useful information for some agency
heads, and maintain' many of the raoutine records kebt by the
neighborhood service centers, But this mundane 'subbort of .

recordkeeping was much less than what w~as promised,
V 1

According to the UMIS director,

"Ae aren’t now where Datawhirl said we were in 1970,

Every now and then a new article appears which describes UMIS,
Some of the figures are updated, but it’s the same story, Ne

don”t know whD initiates them, but the story doesn’t change.
And we'rg not there yet," :

. Unfortunately, "the story" glosses the operational
setting of tne welfare agencies in Rivervillé. ‘ Fifst,
different agencies and caserrkers have: different incentives
for providing. or séeking the kinds of data propesseq.through

MIS. 'Thus, UMIS is éuité attractive’to some agency -staff;
nowever, it would'_prfmarily ourden other staff Wereuthey

torced to use it.

Secondly, mahy_  weifare agencies . operaté " under
admfnistrative proceduresv that are influenced by gQiQ¢lines
that are largely‘ouﬁside their control. For -exambIé;’ AFDC
applicanté have to'kbe re=examined for eligipnility every sfx
months, These “réfdgterminations” 3082rD cler1taf staff> time

Fhich UMIS can hardlvneffect. After all, a "re=determination®”
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involves ?hecking wﬁeiner the current life Situaﬁibh of a
lignt ffamily)A‘:matches the recorded data @hiéh were
'rigfnallyzhsed to detefmine a client’s el{gibilitv; i Changes
in  federal guidelines concerning the freguency or detail of
such "re-determ;natioﬁs“ would have more innéct -oﬁ . the
lerical workload_‘of“ those caée&orkers who do sucb;work as
would any variation 1in the design of JMIS. ‘ “Thet story®
neglects'ithose sothes of paperwork or paoerwbrk reifef thét

intluence the workload of an agency., Dbut are outside its

contrql {161,

Moreover, "thé_-storY" ot “increased , administrative
éfficiency_is unlinkeq:;o any specific performance ébéis._ For
example, the phrase féliminate Juolicate records”  could bpe
equally well sétisf}éd by a 1% reduction as well asiﬁy a 98%
reduction. None of the UMIS JdJocuments, let aloné. vendor
abplication‘ briefs.vdr‘ magééine ~articles provide"spécific
indicgs of imprové$gnt.: However, their idealistié, toﬁe
implies a kind of‘;total éfficfencyf._ Who can (or wants to)
;achieve such a goa12 '>Without specificA'performancé ‘goals[

"success” or "failure™ is in the eye of the beholauer,:

Similarly, "el{minating duplicate services" commuhicafes
an image of ideal efficjencv;_ Yet it”s not cfear wHatISUCh a
phrase really jmol;és. For exanples many agencieg',pfovide
"information and refefral" services, Supérficially,;eéCh such

agency is duplicating the work ot other agencies. Yet many

agencies
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children or the eldehiy. ‘Specfalfzed knowlege peftinent to
the needs of sucﬁ groups 1is hard to aggregate'fin one
“supér—agencv". “ “From fhis point vof view .épbérently
"duplicate services":éhouldn’t be consaliﬁated without careful
aﬁalysis of the sérvice; té wﬁom it is provided;_ and . the
effectivé%ess ~of a "centralized" alternative, In fact, the
Dtimary Eéduction 0f dub|ication in inérville seems 'fo comé
from impersonal servieés such as accounting and tranépqrtation

being shared by the agencies within the city”s Department of

Human Services,  rHowever, that consolidation was part of an

aaministrative strategy rather than a oy=product of UMIS.

Until “the story" is changed to include thé;‘actual
interplay between diétributed access to a Jatabase of ékeletal
recoras and the recordkeeping practices of wvarious welfare
aéencies, it’s'hard,toVSee how UMIS could ever liQe‘ué'to its

OwWNn Press,

vil. Supning the Bottonm Line

A, UMIS impacts on agency staff

UMIS has been evaluated in terms of the similarities
between promise, descrintion, and delivery, Improveo welfare
administration is a tremendous burden to place - on an

information system, " Currently, the oenefits of UMISvihdlude:
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1. A single intake form for the 40 agencies which are
"tully on"; ‘ ' ‘ -

2. Monthly Statistical sumnaries of client profiles and
' ‘agency workloads for managers;

3. A client=tracking system that records the ‘agency to
‘which a person has been referred, whether he has veen
accepted, and the category of service(s) provided.

Thesé:feathes gf 'UMIS ‘provide direct benefits “to @
ajority-’?f HumanfSéhvice Division clients who need not fill
ut duplicate applicatibn\forms' to agency heads 'Qﬁo save
lerical .work in- filling éut routine reoontsa Aand to
eighborhooa serviCéﬁcéntervcaseworkers who are folloﬁing up

lrents,

! Other impacts of UMIS are less clear. For exémp]e, the
Brase "eliminating duplicate pacerwdrk," takes -on soeéial and
fimited meanings, Sdhe benefits attriputed to UMls; ‘such as
liminating aduplicate services, seem actually to accrue to the
dministratiye sfrateéy‘of consolidating disparate agencies
nd centralizin§ the{r supbort functions such as accountinag,

Janning, and oersonnel,

Like any .complicated techaical system embedded in a

complex organizational - framework, UMIS is imperfect. Since

’

some agencies dbn't ijh'to participata, the ‘"integraéi§n of
services" is incoﬁpléte.' Some data'is.inaccuhaﬁe(9j{ " And
clients May St{li oe.éjostf through fhefr:own desire br the
negligence of"a céSewdrker, In faétp the UMIS projéct-ha§
increased  the coordfnafjon betweeﬁ the agencies'f that

participate, The available data may be more accurate now than
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in 1969, and fewer clients may b2 lost through negligence or
onfusion., Unfortunately, there is no hard data on which

hich to base such conclusions. . : o \

These impacts are a joint product of the techpical
teatures of UMIS (particularly the kinds of data it Stores)
nd of the Q;ganizaLignal denands placed upon different

agencies, administrators, and case-workers,

B. Services integration through data sharing

The UMIS staff encountered several critical oproblems in
developing their automated aid and getting a variety of
agencies to adopt it., These issues includesl

1. Agencies with their own automation or little need

for trequent reporting and demographic analyses were
unw1]11ng to. part1c1pate in UvlS; »

2. Confidentiality of detajled case reports oﬁ3~clients
lowers the utjlity of UMIS to caseworkers,

In Rivervilie, chh(of the "integraton® and "reld’uc.tign in
duplication" in welfare were by=oroducts of admihiSfrative
strategies of consolidating agehcies and centra]izin§ %upodrt
functions, And the c&mmitment of some of the participanfs was
occasionally reinforced by "leverage" from city hall, ‘In this
setting, information uncoupled with administrative'guthority
is/a weak integrator indeed. On the other hand, it does
support the management of the égencies that were

administratively linkea.
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This asoedt of Uﬂls in RKiverville parallel;s Quinn’s
findings about an aufomated welfare ¢client=reording (but not

tracking) system, [UlS, in Cincinnati(14]l, IUIS was initiated

y two iocal funding agencies (such as United'ﬂay) which
rovided grants to a variety of local orograms, ‘These two
agencies forced tné'neighborhood agéncies which the;'supported
to report the servfces they rendered through IUiS, "~ Many
agencies and thefr'_staffs resisted wusing LUIS. Hoewever,
those agencies which received sudstantial aid from éneApf ‘the
two funding égencié5 which strongly suoported IUIS were most

willing to "accept" its use.

Quinn reportsrthat tne funders forced the neighborhood
agencies to fclarify,fﬁeir Iinkages" and patterns of feferra]
tov other agencies. R He also reports ‘some increases  1in
coordination betweeh.lservice oroviding agencies baéed on
prodding fromn the funders. In that setting, IUIS served as an
instrument thch thé funding agencies could use to force their
grantees to coeordinaﬁg their pboghams .and fo become .5ore

accountable for the services they renoered;

In both Riverville and Cincinnati, the agencies which
utilize automated information systems were more driven by the
incentives orovided - by external funders than by clear

improvements in service
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that they.fouﬁd iﬁdepeﬁdently*. Similarly, aétua] increases
in progfah coordinafion in bb;h Riverville and Cin;iﬁﬁati ;ere
fostered by the administrative influence exerted 3by the
funding ~sources, 1In Riverville, the mayor }onsoliaated 34
separate programs and'élaced then under a common diracforéhip.
However, since no:other agent exertedvin}luence overnall the
public programs (cit&}icounty and state) or over somé ‘mix of
public and private programs, the administratively.edforced
coordinatjon_incluaéd'only city agencies. In RiverQiJle, the
programs within the city’s Department of HumanVServfces~were
consolidated under a strong central authority. UMIS was but
one incidental component of the (internal) reoortinQ‘SYSfen,
iﬁ Cincinnati, the Lgxtérnal) fundipg- agencies were sgeking
greater .intluence .Qyér_ relatively autowomo&s nefghborhood
agencies. 1UIS became a mechanism for forcing reporf§ §o neet
speéific standards> ahd for,'getting‘ distinct agéhciés “to

coordinate,

* Quinn reports that the agencies in Cincinnati abandonded
IULS in 1973 after .external funding for its support was
removed, In contrast, after some internal controversy, the
municipal users continued to supoort JMIS after external
support was removeds. Both these events are consistant. In
Cincinnati, the agencies that were comoeting for local funding
could jointly discontinue USIS and continue their competition
"under a different set of rules." In contrast, if Riverville
were to drop its use of UMIS, it would Jlose a competitive
advantage relative to "other <cities apolying for limited
federal funds, . ‘ '
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. Administrative ‘etficiency and admihistrative
ttractiveness

Consider an  organization with a . fixed revenue.
urthermores, supoosé that ocganizatjon distriputes ifs_revenue
ver a fixed-set off brograms and administrative erﬁhead.

Increasing - adoinistrative efficiency means tnét the
rganizational members tind ways to orovide more service per
oilar of revenue.- In contrast, an organization méy select
ractices that increase its administartive antna;;imeu&aa.

These would be "prpcedures " that symbolize effective

admihistration to potential donors and which encourage them to
increase the organization®s revenue, The two concébts are
ltogically independgdhf: increases of administrative
efficiency 1ndicate ‘that an organization is producing more
output for a given input while increases -in édministrative
attractiveness simply} alter the amount of organizational
inputs, Specific préctices may alter esither én cfganizations
administrative etticiencyy or its agministrative
attractiveness, or both.  Nevertheless, a client of the
organization may banéfit from either strategy withoﬁt.knowing

which was emoloyed,

However, there‘afe limits to the ootential effécfjveness
of administrative e%ficiency ih social programs, Atter all,
ideal adminjstrative. practices can channel the _‘maximum
available resources.x-to the program clients, It  those

resources are themselves insufticient or legislated to be

unavailable to particular groups 1in need, the locus of

\




. Page 38

increasing effectiyehes is no longer ~ simply :‘efficient
administration, lﬁis‘ is not to minimize the imbérténce of
skilled administratofé. After ali, jiven a particular set of
resources, én agency that fails tp- channel them well can
certainly hurt its ;Iientele. |

\

Throdéh the 60?sr while the total cost of welfére soared
in urban centers, tﬁg allocations to individuals or'families
remained meager{dj. In the 70°s, even the total fgdéral funds
for direct grants_‘to social service programs decreased
substantially. ln-a .t;me of .high uynemoloyment, ‘the most
efticient scheme fbﬁ referring aopiicants to good joS training
programs is bound to fail if there afe few jobs to pe H;d for
the progﬁam graduates, wWhile administrators and caseworkers
do have some controi over the géherosity of ogrants  or may
inform  only selected clients of their eligibility for
particular programs,> these seem to be "second | order"
eftectsid), The ~5vailability of external resources and
guidelinesvfor their - distribution strongly influences the

kinds and intensity ot social progranms,

In Riverville, UMIS supported few increaeses




- ' '”5f A o . - | " page 39

>t administrative éffftﬁency*, out was 8 major source of
administratiﬁe vattraétiveness. " Both procedures thag enhaﬁce
administrative efffcfencv and those that Vj §nhance
admihisfrative atfréctiveness Sefye the .staff and CJiénts of
the neighbbrhood agencies in Riverville, Thus'while‘U@IS. was
oversold as an aid;‘to maﬁagement efficiencies, its image
ironicly heloed incféaée‘the kinds of.services made »gvailable

to the needy,

x  Municipal administrators were, of -course, senSitjve to
strategies for administrative efficiency. For example, a
creation of a transportation division within the city’s
Departent of Human Services dramatically cut the costs of
transporting . clients, _Under previosus arrangements,
case-workers would use their own cars for client trips. In
addition, an administrator in the mayor”s office helped the
transportation division gain access td-the tax=free municipal
gas pump. Wwhen this _ was first initiated, the taxes were 50%
of the cost of gas. [hat aiteration saved the division half
of its fuel costs,
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