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I n t r o d u c t i o n 

A l t e r n a t i v e s f o r Community Development, Incorporate d (ACDI ) i s a 

Massachusetts f o r p r o f it communit y developmen t c o r p o r a t i o n e s t a b l i s h e d 

i n J u l y , 1982 . ACD I was formulate d a s a  j o i n t ventur e betwee n tw o 

non p r o f i t s l o c a l agencies , Thre e Pyramids , Inc. , F i t c h b u r g, M A an d 

Montachusett Opportunit y C o u n c i l (MOC) , Leominster, MA. Thre e Pyramids 

i s a  m i n o r i ty s o c i a l s e r v i c e agenc y which c u r r e n t l y administer s v a r i o u s 

government c o n t r a c t s , i . e . , A f t er Schoo l Program, N u t r i t i o n Program, 

Information an d R e f e r r a l Program, a s w e l l a s p r o v i d i n g othe r s e r v i c e s 

to meet th e s o c i a l an d economi c needs o f m i n o r i t i es an d lo w incom e 

area persons . MO C i s a community a c t i o n agenc y which s e r v i c e s Leominster , 

Fi t c h b u r g an d othe r surroundin g areas . I t is e a s i ly th e l a r g e s t s o c i a l 

service/advocacy progra m i n the area , w i t h a  wide bas e o f fundin g (mos t 

r e c e n t l y toppin g $1 0 m i l l i o n ) . 

The P a r t n e r s h i p agreemen t betwee n th e two n o n - p r o f i t s d e l i n e a t e s stoc k 

ownerships t o the Boards of D i r e c t o r s o f the two agencie s w i t h 51 % of 

i t s corporat e stoc k bein g owne d b y Thre e Pyramids , an d 49 % bein g owne d 

by Montachusett Opportunit y C o u n c i l . Thi s mi x o f c o n t r o l allow s ACD I to 

be a  m i n o r i ty busines s e n t e r p r i s e , thu s a f f o r d i n g e l i g i b i l i t y f o r a 

v a r i e t y o f contract s an d b e n e f i t s a s a  m i n o r i ty business . 
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Conceptually th e p r o j e ct was put together b y the s t a ff o f both MOC and 

Three Pyramids , and n e i t h er boar d was involve d u n t i l th e package had 

been put together an d s p e c i f ic a u t h o r i z a t i o n was require d t o proceed 

and formulat e th e new corp o r a t i o n . Th e two agencies b e l i e v e d tha t t h i s 

p a r t n e r s h i p ca n e x i st because of the r e s e r v o ir of t r u st tha t has been 

b u i l t ove r the past ten years. Thre e Pyramids Chie f Executiv e O f f i c e r , 

Adrian Ford , has once serve d a s the Vic e - P r e s i d e nt o f the MOC Boar d 

(previous t o t h is forme d r e l a t i o n s h i p ) and had s e v e r al as a "loane d 

executive 1 1 t o MOC a s D i r e c t or of the Research and Development Uni t 

(the fore-runne r o f the ACDI idea) . Thre e Pyramid s c u r r e n t l y contract s 

w i t h MOC t o do f i s c a l management an d c o n s u l t a t i on s e r v i c e s . 

Dorothy Wms. Pro c t o r c u r r e n t l y is a member of the MOC Boar d of D i r e c t o r s, 

Chairperson o f the A f f i r m a t i ve A c t i o n Committee , and a member of the 

Boards Personne l Committee . Bot h agencie s b e l i e v e tha t a  common philosophy / 

purpose e x i s t s and both hav e i d e n t i f i e d th e need f o r a l t e r n a t i ve s t r a t e g i es 

f o r bot h as a s e l f dependenc y module, not being t o t a l l y dependen t on 

government funding . Th e common goa l betwee n the two agencies, ACDI , is 

the economi c development of the community as a group e f f o r t , thu s 

a l l e v i a t i n g d u p l i c a t i o n of e f f o r t s, an d more e f f i c i e n t l y an d e f f e c t i v e l y 

managing a v a i l a b l e resources . 
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Formation of ACDI 

The concep t o f the formation of ACDI began in January 1982 . A t tha t tim e 

the Chie f Executive O f f i c e r, Adria n Ford, Thre e Pyramids , Inc . began to 

work w i th the Executive D i r e c t or an d F i s c a l D i r e c t o r o f MOC o n mechanism 

by whic h th e two agencies coul d j o i n t l y meet the needs of the community 

without bein g t o t a l l y dependen t on government c o n t r a c t s . Thi s concep t 

was i n i t i a t e d a s a r e s u l t o f current trends, cutbacks i n funding, and 

cutbacks i n the Human Se r v i ce A d m i n i s t r a t i on i n general. Th e concern s 

acknowledged b y both agencie s were in regards t o budget cut s which wer e 

t a k i n g majo r chunk s of funding out of human s e r v i c e programs , thu s 

s e r i o u s l y decreasin g the a b i l i ty o f low income and m i n o r i ty person s to 

access adequat e suppor t s e r v i c e s . P r i m a r i l y , bot h agencie s agree d tha t 

both commitment s and missions were focuse d on a common constituency, low 

income and m i n o r i t i es o f the same community . Beyon d t h a t , bot h agencie s 

agreed t h a t , w i t h the current sentiment i n Washington, th e current 

a d m i n i s t r a t i o n , whic h promote d l i t t l e o r no p u b l i c suppor t of human 

s e r v i c e programs , i t was e s s e n t i a l f o r the two agencie s to: 

a) Desig n a  mechanism f o r program suppor t an d development whic h wa s 

not dependen t on p u b l i c funds . 

b) Implement a  development s t r a t e g y whic h woul d gea r clients/consumer s 

toward a  concep t o f s e l f s u f f i c i e n c y an d away fro m t h e i r dependenc y 

on th e human s e r v i c e / s o c i a l w e l f a r e system tha t ha s been l a r g e l y 

a f f e c t e d b y budget cuts . 
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These common i n t e r e s t an d concern s implemente d th e formatio n o f a  Researc h 

and Developmen t Uni t w i t h i n the s t r u c t u r e of MOC , w i t h Adria n For d a s 

D i r e c t o r o f t h i s U n i t . Th e agreemen t wa s tha t researc h an d developmen t 

be don e i n th e area s o f Planning , Development an d Communications . ACD I 

was formulate d a s a  r e s u l t o f work bein g don e b y th e Researc h an d Developmen t 

U n i t , a s a  p r o f i t makin g ventur e f o r th e tw o n o n - p r o f i t agencies. I t wa s 

imperative tha t th e tw o agencie s wer e c l e a r t o bot h Boards , i n terms o f 

c r o s s - c o n t r a c t u a l agreement s an d r e l a t i o n s h i p s .  .  .  there ha d t o b e a 

c l e a r l i n e betwee n what wa s " p r o f i t making " an d wha t wa s "huma n s e r v i c e s . " 

I t wa s understoo d tha t th e r i s k wa s no t w i t h bein g l e g a l l y improper , bu t 

the negativ e p u b l i c i t y tha t coul d r e s u l t fro m th e appearance o f i m p r o p r i e t y , 

as w e l l a s th e l a c k of understandin g fro m th e p u b l i c f or thes e type s o f 

ventures. A  lawye r wa s h i r e d t o a s s i s t i n e s t a b l i s h i n g th e l e g a l apparatu s 

f o r th e ne w c o r p o r a t i o n , much of th e pre-wor k was complete d b y MO C an d 

Three Pyramid s s t a f f . 

I n i t i a l s t a r t - u p monies became a n i s s u e f o r th e ne w c o r p o r a t i o n . Th e 

bank approache d f o r th e ventur e c a p i t a l wa s als o MOC's bank f o r p a y r o l l 

and loans . (MO C maintain s a  $250,00 0 c r e d i t l i n e a t th e ban k t o f a c i l i t a t e 

short ter m loan s du e t o fundin g delay s o f gran t funds. ) Th e d o l l a r s pushe d 

through t h i s l o c a l ban k were s i g n i f i c a n t an d MO C b e l i e v e s it c a p i t a l i z e d 

on t h i s r e l a t i o n s h i p i n r e c e i v i n g th e ventur e c a p i t a l f o r ACDI. I n what 

i s perhap s a  uniqu e s i t u a t i o n , ACD I was provide d t h i s c a p i t a l withou t a 

business pla n o r anythin g i n w r i t i ng whic h r e s u l t e d fro m a  d i s c u s s i o n of 

ideas an d cooperativ e commitment s t o neighborhoo d an d communit y development . 
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ACDI's not e wa s co-signe d b y bot h MO C an d Thre e Pyramids , s i n c e i t wa s 

b e l i e v e d tha t eac h agenc y shoul d shar e th e r i s k an d th e p o s s i b l e rewards. 

MOC an d Thre e Pyramid s bot h provide d c o l l a t e r a l t o cove r t h i s co-signe d 

agreement. 

I t i s importan t t o not e tha t MO C c u r r e n t l y " s e l l s " i t s bookkeeping an d 

accounting s e r v i c e s t o othe r agencie s i n th e communit y an d ha s e s t a b l i s h e d 

i t s ow n in-hous e foo d s e r v i c e tha t vend s th e meal s (ove r 80 0 pe r day ) t o 

i t s e l d e r l y congregate an d Hom e De l i v e r ed Meal s Program . Thes e previou s 

experiments probabl y aide d i n th e agency' s t r a n s i t i o n t o a  p r o f i t makin g 

s u b s i d i a r y . I t i s als o i n t e r e s t i n g to not e tha t th e Communit y A c t i o n 

Agency's Service s ar e par t o f th e r e g u l a r agenc y s t r u c t u r e an d no t a 

separate c o r p o r a t i o n a s i s ACDI. I t wa s th e f e e l i n g of bot h agencie s tha t 

the s i t u a t i o n should d i c t a t e th e s t r u c t u r e f o r th e e n t e r p r i s e w i t h th e 

adoption o f th e s t r u c t u r e tha t give s th e bes t chanc e f o r success . Non -

p r o f i t agencie s seekin g t o e s t a b l i s h p r o f i t makin g s u b s i d i a r i e s shoul d 

keep th e p r o f i t makin g venture t o t a l l y separat e fro m i t s s e r v i ce p r o v i s i o n . 

A c a r e f u l survey o f communit y r e l a t i o n s h i p s , as w e l l a s communit y resources , 

should b e don e p r i o r t o th e ventur e t o se e th e o p p o r t u n i t i e s f o r th e ne w 

p r o f i t makin g e n t e r p r i s e . I n i t i a l communit y awarenes s o f ne w ventur e i s 

also ver y importan t i n term s o f s o l i c i t i n g communit y suppor t f o r ventures , 

a l s o i n making other s awar e o f th e ne w ventur e an d th e p o s s i b l e b e n e f i t s 

to th e communit y a s a  whole . 

S t r u c t u r e an d Functio n o f ACD I an d i t s Components 

Cu r r e n t l y ACD I i s bein g governe d b y a  7  perso n Boar d o f D i r e c t o r s w i t h 

four r e p r e s e n t a t i v e s appointe d b y Thre e Pyramid s an d thre e person s fro m MO C 
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upon appointment b y MOC. Th e Chie f Executiv e O f f i c e r i s res p o n s i b le f o r 

the o v e r a l l operation o f the c o r p o r a t i o n , i . e . , planning, development , 

f i s c a l c o n t r o l communications , and marketing . Othe r s t a f f include s a 

Management D i r e c t o r wh o i s u l t i m a t e ly r e s p o n s i b l e t o the Chie f Executiv e 

O f f i c e r . Thi s perso n is re s p o n s i b le f o r the d a i l y operation s o f the 

Corporation (se e Figure 1) . 

ACDI's commitment towar d communit y developmen t i s r e a l i z ed through i ts 

st a t e d goal s an d o b j e c t i v e s w i t h th e community, lo w incom e an d m i n o r i t y 

persons a s i t s f o c al p o i n t , whic h i s an i n d i c a t o r of i t s p o t e n t i al to 

b e n e f i t a  l a r g e numbe r of people as oppose d t o f i n a n c i a l g ai n f o r a s e l e c t 

few. ACDI' s goal s an d o b j e c t i v e s are : 

A. ) T o i n i t i a t e an d d i r e c t th e economic developmen t an d r e v i t a l i z a t i o n 

of i t s immediate community , i . e . , t o t a l communit y upgrading . 

B. ) T o provid e s u b s i d i z e d t r a i n i n g . 

C. ) Th e e x p l o r a t i o n an d a p p l i c a t i o n of p o s s i b l e t e c h n o l o g i c a l con -

t r i b u t i o n s t o community economi c s t a b i l i t y . 

D. ) Involvemen t in economic developmen t p r o j e c t s t o b e n e f i t th e area , 

both s o c i a l l y an d economically . 

E. ) The a s s i s t i n g of m i n o r i t i e s an d lo w incom e grou p t o for m an d ru n 

economic developmen t p r o j e c t . 

F. ) Th e c r e a t i o n o f job s an d e n t r e p r e n e u r i a l o p p o r t u n i t i e s f o r area 

r e s i d e n t s b y p r o v i d i n g t r a i n i n g and/or th e c r e a t i o n o f busines s 

c o n t r o l l e d b y r e s i d e n t s , g e n e r a l l y t o create the con d i t i o n s wherea s 

the communit y ca n p a r t i c i p a t e in the economic advantag e an d growt h 

of th e r e s t o f the s o c i e t y . 
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G.) Th e generation o f revenues ove r and above the expenses of the 

cor p o r a t i o n t o become economicall y v i a b l e which would in turn 

pour p r o f i t s i n an e q u i t a b le for m bac k i n t o the two n o n - p r o f i ts 

e n t i t i e s tha t w i l l seve r t h e i r dependenc y on t o t al governmen t 

funding. 

ACDI has implemented as one of i ts f i r s t an d major venture s a  Computer I 

D i v i s i o n . Th e Management D i r e c t o r is the person who is u l t i m a t e l y 

r e s p o n s i b l e f o r the s t a f f i ng of t h is D i v i s i o n . S t a f f i n c l u d e s a  System 

Design perso n and a Computer Programmer. Compute r I s p e c i a l i z e s in the 

development of computer softwar e f o r human s e r v i ce a p p l i c a t i o n and also in 

the a p p l i c a t i o n of computer technolog y t o Human Servi c e Management, as it 

p e r t a i n s to planning, cos t s h a r i n g , i n f o r m a t i o n s h a r i n g , an d networking. 

With d o l l a r s and other resource s s h r i n k i n g f o r the p r o v i s i on of s e r v i c e s, 

Human Se r v i c e Provider s ar e being force d t o operate more e f f i c i e n t l y , to 

document needs more a c c u r a t e l y , and to use that documentatio n f o r plannin g 

and th e a l l o c a t i on of l i m i t ed resources . Approximatel y one year of extensiv e 

research b y MOC and Three Pyramid s s t a f f p r i o r t o the establishment o f ACDI 

showed tha t th e a p p l i c a t i on of computer technolog y t o Human Servi c e Manage-

ment is the most e f f e c t i v e way to meet thos e demands. Technolog y i n Human 

Serv i c e Agencie s als o means tha t compute r softwar e an d hardware are loc a t ed 

i n place s wher e the y r a r e l y hav e been before . A l l hardware and softwar e 

s a l e s , compute r t r a i n i n g an d other r e l a t e d function s ar e handled throug h 

Computer I . Compute r I provides man y s e r v i c e s , i . e . , f r ee p r e l i m i n a r y 

systems a n a l y s i s , s a le and/o r l e a s e of s e v e r a l hardware optio n s , customize d 

software development , "canned programming" , dat a processing , wor d processing , 

and s t a f f t r a i n i n g . T r a i n i n g include s th e fo r m u l a t i on o f l o c a l l y - b a s ed 
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t r a i n i n g centers . Thes e center s w i l l prepar e c h i l d r e n as w e ll as adults 

f o r th e wide v a r i e t y of job o p p o r t u n i t i es c u r r e n t l y a r i s i n g a s the r e s u l t 

of the expansion of computerization . 

To go along w i t h t h i s t r e n d , ACDI has great expansio n plan s f o r the f u t u r e. 

Corporate goal s f o r the next 5 years i n c l u d e expandin g the t r a i n i ng focu s 

to mee t the need f o r computer educatio n f o r area youths , adult s and managers. 

The c a p a b i l i t i e s o f ACDI and Computer I w i l l gro w towar d i n c r e a s i n g s t a f f , 

and towar d th e development of a comprehensive marketing i n f o r m a t i o n system . 

ACDI w i l l expan d t h i s concep t throug h researc h an d development of j o i n t 

ventures w i t h othe r o r g a n i z a t i o n s throughou t the country. 

C u r r e n t l y , in i ts beginning stage s o f Human S e r v i c e computerization , ACD I 

i s employin g s e v e r a l t a c t i c s t o meet i t s o b j e c t i v e s. Marke t Researc h is 

being use d to di s c o v er the areas, competitio n an d resources. C u r r e n t l y , 

surveys ar e being conducte d regardin g th e a v a i l a b i l i ty of computer softwar e 

w i t h i n the Human Services A d m i n i s t r a t i o n in C e n t r al Massachusetts . Survey s 

w i l l i n c l u d e i n f o r m a t i o n regardin g bran d names and the a v a i l a b i l i ty of 

va r i o u s consultan t s e r v i c e s . Survey s are being maile d t o over one hundred 

and f o r t y Huma n Se r v i c e Agencie s w i t h i n t h i s l o c a l i t y to disc o v er t h e i r 

current l e v e l of computerization, th e typ e o f s e r v i ce the y hav e a v a i l a b le 

and t h e i r l e v e l of s a t i s f i c a t i on w i t h t h e i r curren t system . Agencie s are 

asked t h e i r i n t e r e s t l e v e l i n regards t o the use of computers and they are 

asked i f they woul d be i n t e r e s t ed in attending a  f r ee Computer I workshop. 



Market Researc h has shown tha t th e computer s e r v i c e packag e bein g o f f e r e d 

by ACDI fs Compute r I is the only on e being o f f e r e d i n i ts immediate s e r v i c e 

area. Becaus e of the assessed need s of t h is area , a s being on e of a 

s e r v i c e o r i e n t e d community , ther e i s a d e f i n i te need f o r t h i s typ e of 

venture. Ther e is no other compute r o r i e n t e d c o r p o r a t i o n i n t h is are a 

w i t h th e combined knowledg e of both Human Servi c e A d m i n i s t r a t i o n and 

Computer Syste m Development which allow s f o r a unique understandin g to 

meet the s p e c i f ic need s of computerization f o r Human Ser v i c e Agencie s 

without compromisin g programs or i n t e r r u p t i ng s e r v i ce d e l i v e r y . 

P r e s e n t l y , ACD I is located a t 305 Whitney Stree t i n Leominster, MA. Thi s 

space is shared w i t h MOC's C e n t r a l A d m i n i s t r a t i v e S t a f f and some of i ts 

operating programs . On e o f f i c e spac e i s bein g use d f o r ACDI's management 

s t a f f an d a l a r g er o f f i c e spac e is bein g use d f o r the Computer I D i v i s i o n. 

This spac e is d i v i d ed betwee n o f f i c e space , t r a i n i n g and d i s p l ay space . 

The b u i l d i n g i s bein g rente d b y MOC fro m the C i ty of Leominster. I t is 

close to the area's major highway s and is on the p u b l ic t r a n s p o r t a t i o n 

route, t h e r e f o r e , i t is very a c c e s s i b l e . ACD I pays ren t t o MOC at a 

minimal r a t e of one hundred d o l l a r s per month. 

Company m a t e r i a ls i n c l u d e th e computer and a software packag e which w i l l 

be use d to computerize some of the area's Human Servic e Agencies . Th e 

cor p o r a t i o n i s usin g a  IBC (Integrated Busines s Computer ) m u l t i - u s e r 

micro-computer. A  l a r g e r compute r syste m w i l l b e implemented on s i t e 

at Thre e Pyramids , 66 Day S t r e e t, F i t c h b u r g , Massachusetts . 
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This syste m i s being donate d b y D i g i t a l Equipmen t Corporation . I t is 

t h e i r PDP441 1 m u l t i use r M i n i Computer System . Bi-weekl y meeting s ar e 

scheduled t o d i s c u s s th e implementatio n o f a  Computerize d Managemen t 

Information Syste m (CMIS ) f o r community-based agencies . Thi s syste m 

w i l l h o p e f u l l y be use d t o f u l f i l l th e implementatio n o f th e CMIS System . 

Computerized Informatio n Management System 

The C  IMS Syste m i s a p u b l i c / p r i v a t e cooperativ e e f f o r t designe d t o 

implement a  community base d informatio n network w i th plan s f o r improvin g 

the curren t i n f o r m a t i o n a v a i l a b le t o bot h th e p u b l i c an d p r i v a t e s e c t o r . 

This syste m w i l l s e r v i c e a s a  t o o l whic h w i l l i n c r e a s e and improv e th e 

a c c e s s i b i l i t y an d us e o f s t a t i s t i c a l dat a o n a v a i l a b l e resource s f o r 

s o c i a l an d economi c cooperativ e planning, program developmen t an d consume r 

involvement. Th e syste m w i l l mak e data informatio n r e a d i ly a v a i l a b l e a s 

a t o o l t o document needs o f s p e c i f i c targe t groups, a  p a r t i c u l a r are a a s 

w e l l a s agenc y needs . CIM S i s designed aroun d th e o r g a n i z a t i o n of l o c a l 

agencies whose primary o b j e c t i v e s are : 

- Shar e Resource s 

- C o n t r o l Waste 

- Training/Jo b C r e a t i on 

- L o c a l c o n t r o l a s t o ho w problem s an d s o l u t i o n s ar e define d 

- Cooperativ e plannin g designed t o promote a  community base d 

s o c i a l an d economi c development s t r a t e gy 
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CIMS c u r r e n t l y has f i f t e e n members t i e d i n t o a dat a consortiu m throug h 

v a r i o u s contract s w i t h bot h consumer s and providers i n r u r al an d urban 

areas (Se e f i g u re 3) . The y r e f l e c t th e important involvemen t of mu n i c i p a l 

and s t a t e governments , the academic and business community , l a b o r , 

m i n o r i t i e s , an d v a r i o us othe r group s tha t vie w th e use of in f o r m a t i o n 

as a  powerful t o o l f o r cooperative communit y development . Th e b e n e f i t s 

of t h i s typ e of system w i l l i n c l u d e : 

1) th e l e g i t i m a t i z i ng o f the system a s being necessar y t o improve 

the i n f o r m a t i o n bas e a v a i l a b l e to p u b l ic and p r i v a te s e c t o r 

d e c i s i o n making . 

2) tha t a  uniform dat a c o l l e c t i o n instrumen t ( i n t a k e form ) coul d b e 

developed throug h a cooperativ e process . 

3) tha t "gras s r o o t s " i n d i v i d u a l s not only ca n be, but must be, 

inv o l v e d i n d e f i n i ng and the r e s o l u t i on of problems i f both 

i n d i v i d u a l an d community growt h is to occur . 

4) tha t a n in f o r m a t i on syste m ca n be used a s a "common t o o l " f or 

promoting s o c i a l an d economic cooperativ e plannin g an d development. 

This syste m w i l l b e used a s a community t o o l f o r managing i n f o r m a t i o n , 

networking and resource s h a r i n g . A t the l o c al l e v e l , ther e i s an 

increased awarenes s of the important r o l e tha t s t a t i s t i c a l resource s 

play i n planning, managemen t and e v a l u a t i on of programs a f f e c t i n g a 

broad rang e of c o n d i t i o n s. A t the community l e v e l , peopl e are beginnin g 

to b e t t e r understan d tha t " i n f o r m a t i o n a n a l y s i s " is used t o determine who 

gets what , how much, and why. Consequently , consumer s and provider s 

that hav e s i m i l a r s o c i a l an d economic concern s hav e determine d a  r e a l nee d 
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to e s t a b l i s h a  l o c a l i n f o r m a t i o n syste m where the f a c t o rs o f who, how 

much and why are not the t r a d i t i o n al h i e r a r c h y model , but from the bottom 

up. 

CIMS is a d i r e c t respons e to a ll the issues p r e v i o u s l y mentioned , 

p a r t i c u l a r l y around : 

1) a l l o c a t i o n o f scarce resource s 

2) a  more e f f i c i e n t management of program s 

3) involvemen t of l o c a l r e s i d e n t s ( p a r t i c u l a r l y m i n o r i t i e s and 

low incom e persons ) through i n f o r m a t i on developmen t and 

determination as to i ts use. 

Background (CIM S Development ) 

The concep t of the development o f the CIMS System o r i g i n a t e d a s a major 

venture of ACDI's Compute r I  D i v i s i o n . Som e major concern s of the neigh-

borhood, r e p r e s e n t a t i v e s fro m the p u b l ic secto r (Massachusett s Department 

of S o c i a l S e r v i c e s , MOC an d Three Pyramid s s t a f f ) an d from the education 

component (Ne w Hampshire Colleg e I n s t i t u t e f o r Cooperative Development ) 

a l l bega n t o c o l l a b o r a te o n the development o f what i s now the CIMS 

system. Th e Research and Development u n i t e s t a b l i s h e d b y MOC bega n to 

work w i t h th e agency's program a s w e ll a s Three Pyramids , programs to 

i d e n t i f y t h e i r i n f o r m a t i o n needs . Extensiv e researc h throug h a r e l a t i o n -

ship w i t h New Hampshir e College' s I n s t i t u t e f o r Community Cooperativ e 

Development, MOC Researc h and Development U n i t , Thre e Pyramid s s t a f f , 

i n t o th e use of computers a s an in f o r m a t i on management t o o l i l l u s t r a t e d 

that th e use of micro-computers coul d s a t i s f y th e key o b j e c t i v es o f the 

proposed Informatio n System . 
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The Massachuset t Department o f S o c i al Services ha d p r e v i o u s ly begun 

i n on e are a o f the s t a te to use computers t o f a c i l i t a t e networkin g capa -

b i l i t i e s , i n f o r m a t i o n s h a r i n g , and in f o r m a t i on management w i t h community / 

neighborhood base d agencies . A s a fundin g agency , the Department of 

S o c i a l Service s was usin g t h i s generate d i n f o r m a t i o n t o r e c e i ve feedbac k 

about communit y needs, and as a r e s u l t , bega n to a l l o c a te resources mor e 

a p p r o p r i a t e l y . 

In e a r l y 1981 the Department of S o c i al Services targete d fund s t o meet the 

growing unmet needs of m i n o r i t i es in North C e n t r a l Massachusetts. A s a 

r e s u l t , fou r agencie s wer e funde d t o e s t a b l i sh an Information an d R e f e r r al 

Program. Thre e Pyradmids , Inc. , on e of the four agencie s funde d t o implement 

the programmin g al s o receive d a  small gran t t o develop a  data c o l l e c t i o n 

t o o l f o r computer usage . 

The o v e r a l l c o l l a b o r a t i v e e f f o rt r e s u l t e d i n : 

1) th e expansion of the program tha t i n c l u d e d MOC, Thre e Pyramids , 

and i t s a f f i l i a t e agencies . 

2) Th e researc h an d development of a micro-computer syste m whic h has 

the management an d networking c a p a b i l i t i e s t o operate a  Computer 

Information Managemen t Syste m f o r a comprehensive dat a consortium . 

Results an d B e n e f i ts Expecte d 

The expecte d r e s u l t s an d b e n e f i ts of the Computer Informatio n Managemen t 

System are: 

1) th e gathering o f informa t i o n uniforml y o n the s o c i al an d economic 

needs of consumers throughou t Nort h C e n t r a l Massachusetts ; 
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2) th e processin g o f i n f o r m a t i o n i n such a s wa y tha t th e dat a i s 

q u a n t i f i a b l e ; 

3) t o b e abl e t o e a s i l y i d e n t i f y th e s o c i a l an d economi c needs o f 

s p e c i f i c p o p u l a t i o n s , i . e . , m i n o r i t i e s, e l d e r ly an d lo w income ; 

4) s h a r i n g dat a w i t h consumer s an d th e broade r communit y i n orde r t o 

educate th e communit y concernin g unme t needs ; 

5) u s i n g th e dat a t o r e a l l o c a t e resources an d t o develo p s o c i a l 

and economi c programs t o s p e c i f i c a l l y addres s unmet needs ; 

6) th e a b i l i t y t o transmi t an d r e c e i v e i n f o r m a t i o n instantaneousl y 

as w e l l a s shar e f i l e s an d telecommunications ; 

7) i n d i v i d u a l agenc y c a p a b i l i t i e s ca n b e augmente d throug h th e poole d 

resources o f th e Informatio n an d R e f e r r a l system; 

8) enhanc e th e plannin g c a p a b i l i t i e s o f th e p a r t i c i p a t i n g agencies ; 

9) throug h th e us e o f micro-computer , compute r technolog y i s bein g 

introduced an d operate d b y n o n t r a d i t i o n a l human s e r v i c e provide r 

agencies; 

10) th e Compute r Management Syste m provide s f o r a  c l e a r i n g house 

s e r v i c e (dat a center ) f o r th e disseminatio n an d exchang e o f 

i n f o r m a t i o n w i t h i n th e dat a consortium . 

A p p l i c a t i o n (CIMS ) 

CIMS w i l l b e d i v i d e d i n t o tw o majo r syste m desig n phases . Phas e I 

w i l l represen t th e f i r s t yea r o f operation s whic h s h a l l en d Decembe r 1983 . 

Phase I I w i l l b e th e a c t u a l implementatio n o f th e automate d syste m whic h 

w i l l a l l o w f o r dat a p r o c e s s i n g , compute r networkin g an d disseminatio n 

of r e p o r t s . 



Systems Desig n (Phas e I) 

When the o r i g i n al fou r agencies wer e funde d b y the Massachusetts Departmen t 

of S o c i a l Service s to e s t a b l i sh a n Information and R e f e r r al program , i t was 

understood fro m th e beginning tha t a l l of the programs funde d woul d operat e 

i n a  uniform manner. Thi s coul d bes t be r e a l i z e d b y using the same dat a 

c o l l e c t i o n forms . 

Three Pyramids , Inc . was re s p o n s i b l e f or the development of the data 

c o l l e c t i o n for m (Basi c Informatio n Form) and the s e r v i ce d e l i v e r y for m 

(Program R e f e r r a l A c t i o n Form ) through a  grant fro m th e Massachusetts 

Department of S o c i al Service s (Figur e 4, 5). (Th e funds fro m the 

Department of S o c i al Service s were f or the express purpos e o f developing 

the computerize d t o o l . Th e funds f o r implementing a  system capabl e of 

processing and managing the data would b e sought fro m othe r sources. ) 

However, the process of d e c i d i ng the content of the forms cam e d i r e c t l y 

from th e i n i t i al members involve d i n the CIMS system, th e Department of 

S o c i a l Service s and the Montachusett Opportunit y C o u n c i l , Inc. , whic h 

l a t e r j o i n e d th e CIMS system s throug h i t s a f f i l i a te agencie s whic h sprea d 

across norther n Worcester County . Th e c o l l e c t i v e proces s i n v o l v e d in 

developing the t o ol was very tim e consumin g as w e ll a s very rewarding . 

The f i n a l produc t r e f l e c t e d th e concerns an d involvement o f the var i o us 

sectors o f the community i n c l u d i n g fundin g agencies. 
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I t i s e q u a l l y importan t t o s t a t e tha t th e desig n o f th e form s too k 

i n t o c o n s i d e r a t i o n th e f o l l o w i n g f a c t o r s: 

1) Th e revie w o f system s alread y i n operation o f whic h th e tw o mos t 

l o g i c a l choice s wer e th e Unite d Wa y o f Americ a Servic e I d e n t i f i c a t i o n 

System (UWASI S I I ) an d th e C e n t r a l Massachusetts Servic e I d e n t i -

f i c a t i o n Syste m (CMI S II). , Bot h ar e t o o l s f o r th e d e f i n i n g an d 

coding o f s e r v i c e s . 

2) Anothe r f a c t o r considere d th e growin g r e a l i z a t i o n tha t c l i e n t needs , 

programs, budgets, resource s an d source s o f fund s ar e i n t e n s e l y 

i n t e r r e l a t e d . Fo r example , i n th e cas e o f a  c l i e n t w i t h s e v e r a l 

c r i t i c a l need s suc h a s energy , foo d an d t r a n s p o r t a t i o n , it is w e ll 

understood tha t th e o v e r a l l w e l l - b e i n g o f th e c l i e n t depend s o n th e 

s a t i s f a c t i o n o f a l l of thes e need s an d tha t p r o v i d i n g a s s i s t a n c e 

i n onl y on e are a i s no t s u f f i c i e n t . Thi s i n c r e a s e i n complexit y 

has bee n brought abou t b y th e growt h an d th e numbe r o f p o t e n t i al 

c l i e n t s an d th e d i v e r s i t y o f t h e i r needs . Thi s i n t u r n ha s increase d 

the typ e an d volum e o f dat a t o b e c o l l e c t e d , processed , an d reported . 

3) Throug h researc h o f othe r systems , i t was foun d tha t most o f th e 

r e p o r t s d i d no t provid e accurat e i n f o r m a t i o n becaus e ther e wa s 

nothing i n plac e t o addres s th e d u p l i c a t i o n of c l i e n t s / c o n t a c t s. 

Everybody involve d i n our syste m agree d tha t w e wante d t o o b t a i n a n 

unduplicated coun t o f c l i e n t s an d contacts . T o accomplis h t h i s , 

the compute r ha d t o b e abl e t o d i s t i n g u i s h among c l i e n t s . There -

f o r e , ou r syste m ha s a  uniqu e " c l i e n t i d e n t i f i e r . " Thi s w i l l 

a llow c o n f i d e n t i a l i t y t o b e maintaine d w h i l e a t th e sam e tim e 

t r a c k i n g c l i e n t s w i t h i n a n agenc y an d amon g agencie s i n th e system . 
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Three Pyramid s too k i n t o c o n s i d e r a t i o n a l l o f the above mentioned concern s 

before th e f i n al desig n was complete d an d put i n to computerize d form . 

Consequently, our completed desig n (Figur e 4 , 5) w i l l hav e the advantag e 

of c o m p a t i b i l i t y f o r comparison purpose s w i t h dat a systems alread y i n use 

and ca n e a s i ly b e part o f a greate r dat a base management system . Ou r form s 

can be adapted t o v a r i ed degree s o f s i m p l i c i ty o f complexity, depending o n 

the l e v e l o f d e t a il tha t i s sought i n monitoring s e r v c i ce requests. 

Systems Implementatio n (Phas e I I) 

During t h i s phas e w e pla n t o implement a n automated (Mini-computer ) 

system whic h allow s f o r the use of the t o ol whic h has been developed , 

computer networkin g and a n a l y s is an d diss e m i n a t i on of re p o r t s . 

Phase I I w i ll b e implemented i n the f o l l o w i ng stages : 

1) Th e hardware (mini-compute r system ) whic h is an i n k i nd donatio n 

to th e p r o j e ct w i l l b e i n s t a l l e d . Th e Research and Development 

Consultant an d Systems Manager w i l l b e r e s p o n s i b l e f o r s e t t i ng up 

the Dat a Cente r and implementing the computer networkin g system . 

2) Th e network w i l l b e comprise d of member agencie s tha t ar e t i e d 

d i r e c t l y i n t o th e Computer Informatio n Management System ( t h i s means 

m&mbers tha t us e the same computerize d form s ((se e attached)) that 

were develope d s p e c i f i c a l l y f o r the CIMS System) . Th e m a j o r i t y 

of thes e agencie s w i l l hav e the ca p a c i ty t o do d i r e c t entr y of 

in f o r m a t i o n v ia a t e r m i n a l t i e d i n t o th e main system s a t the Data 

Center. 
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The softwar e whic h is c u r r e n t ly bein g complete d has been so designe d 

that w i t h a  few hours of t r a i n i n g, dat a entr y ca n be done by regu l a r 

s t a f f who would o r d i n a r i l y b e re s p o n s i b l e f o r f i l l i ng ou t i n t a ke form s 

manually. Membe r agencie s withou t terminal s woul d simpl y complet e the 

va r i o u s form s manually an d the data processin g woul d b e completed a t the 

Data Management Center. Th e method of s e l e c t i ng wh o would hav e d i r e c t 

entry c a p a b i l i t i e s w i l l b e made on the b a s is o f the l e v el of operations . 

For example , a t e r m i n a l coul d g r e a t l y enhanc e a sma l l r u r a l agency' s 

cap a c i t y t o cope w i th l i m i t e d fundin g w h i l e a t the same time , a  t e r m i n a l 

w i l l a l s o impac t t h e i r f e e l i n g o f i s o l a t i o n throug h t h e i r a b i l i t y to 

share resource s an d exchange informa t i o n w i t h othe r member s w i t h i n the 

system. 

3) T r a i n i n g an d q u a l i ty c o n t r o l . Durin g t h i s stage , t r a i n i n g w i l l b e 

provided t o a ll members in v o l v e d i n the system. Issue s t o be focuse d 

on w i l l i n c l u d e c l a r i f y i n g th e d i f f e r e n c es betwee n i n f o r m a t i o n , 

r e f e r r a l an d the need f o r follow-up, us e of whatever codin g for m is 

developed; an d understanding th e reports produce d fro m the monthly 

s t a t i s t i c s . Bot h the q u a l i ty c o n t r o l / d a t a entr y operato r an d the 

planner w i l l b e r e s p o n s i b l e f o r the t r a i n i ng whic h w i l l occu r on a 

weekly b a s i s f o r at l e a st fou r t o f i ve months to ensure q u a l i t y 

c o n t r o l . 
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U t i l i z a t i o n an d Dissemination 

The f i n a l produc t o f the whole syste m ar e the data report s that w i l l 

be p r i n t e d an d d i s t r i b u t ed t o the data consortiu m a s w e ll a s others 

in v o l v e d i n s o c i al an d economic cooperativ e planning and development. 

The i n i t i a l r e port s w i l l i n c l u d e the f o l l o w i ng i n f o r m a t i o n: 

1) breakdow n of s e r v i ce request s by follow-up, and 

2) breakdow n of s e r v i ce request s by c l i e n t demographi c data . 

Various othe r report s can be generated base d upo n t h i s i n formation . 

The softwar e was s p e c i f i c a l l y develope d t o be compatible w i t h our 

o b j e c t i v e t o introduce computer technolog y s p e c i f i c a l l y t o human 

s e r v i c e s an d the c l i e n ts tha t the y serve . Therefore , the software 

developed f o r t h i s p r o j e c t ca n be used o n a nationwide b a s i s at minimal 

cost. 

A very d i s t i n c t wa y i n which th e p r o j e ct w i l l shar e i t s experiences and 

f i n d i n g w i l l b e through a n audio v i s u a l p r o j e c t tha t is being develope d 

by i n t e r n s a t F i t c h b u rg State Collag e who are using our Computer Informatio n 

Management Syste m as a model f or t h e ir p r o j e c t whic h i s based o n the 

i n t r o d u c t i o n of an automated MIS syste m f o r human s e r v i c e s . 

I t i s our i n t e n t i on t o use the audio v i s u a l p r e s e n t a t i o n as an i n s t r u c t i o n 

guide f o r other group s i n t e r e s t e d i n implementing s i m i l a r systems . 
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T e c h n i c a l A s s i s t a n c e (ACDI ) 

Tech n i c a l a s s i s t a n c e f o r t h i s p r o j e c t has been provide d throug h a v a r i e ty 

of mechanism. A s mentioned e a r l i e r i n t h is n a r r a t i v e , New Hampshir e 

College's I n s t i t u t e f o r Community Cooperativ e Developmen t provide d 

t e c h n i c a l a s s i s t a n c e i n i t i a l l y i n the developmental stage s o f Computer I 

CIMS System as w e ll as toward th e development of a Ba s ic Informatio n for m 

and a n A c t i on R e f e r r a l form to be used by the Human Servic e Agencie s 

c u r r e n t l y i n ACDI Informatio n Consortium . MO C provide s bot h f i s c a l and 

a d m i n i s t r a t i v e suppor t t o the current operatio n o f ACDI. MOC' s D i r e c t or 

of A d m i n i s t r a t i o n provide s a  s i g n i f i c a n t amoun t of t e c h n i c al a s s i s t a n c e 

around f i s c a l plannin g an d c o n t r o l. A d m i n i s t r a t i v e suppor t include s 

t y p i n g , f i l i n g , an d follow-through o n va r i o us a d m i n i s t r a t i v e tasks . 

ACDI has e n l i s t ed th e support o f an attorney who has provided t e c h n i c a l 

a s s i s t a n c e aroun d l e g a l i s s u e in the form u l a t i on as w e ll as the operation 

of th e cor p o r a t i o n. A  c e r t i f i e d p u b l i c accountin g f i r m work s on ACDI's 

audits an d other corporat e ta x forms. Th e c o r p o r a t i on works w i t h a 

l o c a l insuranc e broke r t o meet the insurance need s of the cor p o r a t i o n. 

ACDI is c u r r e n t ly a member of the l o c al Chambe r of Commerce. ACD I has 

gotten suppor t fro m and is working in cooperation w i t h th e Area Plannin g 

Commission and planning o f f i c i a l s t o develop a l t e r n a t i v e methods of 

Financing Economi c Development. L o c a l c o l l e g e s have provide d programmin g 

c o n s u l t a n t s , curriculu m c o n s u l t a n t s , and student i n t e r n s to gather marke t 

i n f o r m a t i o n and to develop a  Market Informatio n System . 



Conclusion 

ACDI i s c u r r e n t l y o p e r a t i n g a t f u l l c a p a c i t y an d a s a  C e r t i f i e d M i n o r i t y 

Business E n t e r p r i s e . I t s curren t venture , i . e . , CIMS System a s mentione d 

i n abov e n a r r a t i v e , computer l i t e r a c y t r a i n i n g f o r bot h youth s an d a d u l t s , 

and economi c development a s a  communit y s t r a t e g y t o comba t th e cutbac k i n 

funding f o r i t s two n o n - p r o f i t agencies . ACD I i s als o c u r r e n t l y studyin g 

the p o s s i b i l i t y o f neighborhoo d r e v i t a l i z a t i o n , p a r t i c u l a r l y t o i n c l u de 

Hou s i n g R e h a b i l i t a t i o n. 

The ventur e ha s indee d prove n t o b e a  learne d experienc e an d ther e ar e som e 

i d e n t i f i e d change s tha t coul d hav e been done d i f f e r e n t l y an d ar e ne w i n 

the proces s o f bein g worke d on . Th e c o r p o r a t i o n i s c u r r e n t l y working o n 

the completio n o f a  Busines s P l a n , whereas th e i n i t i a l implementatio n o f 

such a  p l a n woul d hav e been q u i t e b e n e f i c i a l t o th e c o r p o r a t i o n . Wit h 

an i n i t i a l Busines s P l a n , th e c o r p o r a t i o n woul d hav e develope d a  b e t t e r 

knowledge o f i t s market i n term s o f resource s tha t wer e a v a i l a b l e , v a r i o u s 

investment o p p o r t u n i t i e s , a s w e l l a s a  broade r knowledg e o f what th e 

e x i s t i n g competitio n i s . Th e concep t o f a n i n i t i a l Busines s Pla n woul d 

make th e c o r p o r a t i o n r e a l i z e i t s immediate b e n e f i t s i n terms o f sale s o f 

i t s good s o r product . Th e c o r p o r a t i o n coul d hav e used t h i s t o o l t o 

s o l i c i t mor e development i n t o i t s market, which would u l t i m a t e l y y i e l d 

a b e t t e r understandin g o f th e market , which i s extremel y importan t t o 

the corporations' s impac t o n s a l e s . 

The experienc e o f ACDI' s venture i s a  u s e f u l model f o r th e developmen t o f 

a p r o f i t makin g venture which w i l l enhanc e i t s two n o n - p r o f i t agencie s 
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as w e l l a s i t s p o t e n t i al communit y b e n e f i t s . Th e c o r p o r a t i o n can tak e 

i n i t i a t i v e s o n v a r i o us type s o f ventures withou t approva l fro m governmen t 

because of i t s non dependenc y on governmen t fundin g an d othe r p o l i t i c a l 

trends a f f e c t i n g budgets . Marke t researc h shows tha t ACDI w i l l c o n t r i b u t e 

s u b s t a n t i a l l y t o l o c a l Human Servi ce Agencies' non-dependency o n governmen t 

funding, are a resourc e development , job c r e a t i on a s w e l l a s othe r communit y 

development ventures . 

Enclosures 

ACDI's Organizatio n Char t 
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