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Mr. Milton Guess, 
Chairman 
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118 Broadway-Three A's Bldg.  
San Antonio, Texas 78205 

Dear Milton: 

I am pleased to submit this final report of the Food 
Stamp Management Survey conducted by Contrcl Systems 
Research, Inc. The survey work has been extensive and 
I am certain that these recommendations will stimulate 
discussion and positive action for improvement of the 
San Antonio Food Stamp Program.  

There has never been a question of the value of the 
Food Stamp Program to the citizens and to the economy of 
San Antonio. How to improve the program and how much it 
should cost to administer it have been at the heart of 
the problem. These are the considerations that are 
discussed in this final report. Now that we have the 
study and the recommendations, it is time for cooperation...  
on the local, state, and federal levels.  

I feel sure that the result of this study will be an 
improved Food Stamp Program.. .efficiently run and responsive 
to the needs of the poor. I am proud of the fact that 
EODC has played a major part in providing this study and look forward to assisting the Task Force in the implementation 
of these recommendations.  

Your sincere 

Gene Rodriguez, Jr.  
Executive Director

GR:dja 
encl.



Control Systems Research, Inc.  
Travis Building, 6th Floor 205 W. 9th Street Austin, Texas 78701 

476-7321 (Area Code 512) 

2 March 1971 

Mr. Gene Rodriguez 
Executive Director 
EODC of San Antonio & Bexar County 
P.O. Box 9326/410 South Main Street 
San Antonio, Texas 78204 

Dear Mr. Rodriguez: 

Enclosed you will find the final report on. the Food Stamp Manage
ment Survey which my firm conducted with the assistance of 
Mr. Robert C. Wells, consultant.  

In view of the fact that the Food Stamp Task Force has asked that 
this report be completed prior to the date previously agreed upon 
(March 5, 1971), we feel it is necessary to prepare an adendum 
containing more detailed data to support the recommendations 
which we have made concerning the operation of the San Antonio 
Food Stamp Program. This adendum will be prepared and presented 
to the Task Force within ten days.  

We look forward to meeting with you and the Task Force in the very 
near future to discuss our findings.  

Kindest personal regards.  

Si ly, 

Roy Sito 
Field Specialist
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I

BACKGROUND 

The San Antonio Food Stamp Program Management Study, 

the conclusion of which this report represents, was instituted in 

response to a crisis. San Antonio has been facing this crisis in 

its food assistance program for several years, and it should be 

made abundantly clear that it is not of recent origin. The fact 

is that it simply built to a response-provoking crescendo in 

November, 1970. Prior to instituting the Food Stamp Program 

in San Antonio, the city and county cooperated in the operation 

of a Commodity Distribution Program. Due to several factors, 

e.g., limited space, limited staff, centralization of certification 

and distribution, and the usual resistance of the low-income 

population to foods foreign to their culture, the Commodity 

Distribution Program was never widely used. At the time of the 

switch over from Commodities to Food Stamps, only about 12,000 

persons were participating in the Commodity Program. What has 

happened to this participation rate since that time pretty much 

defines the current crisis.  

As a result of the tremendous increase in food assistance par

ticipation rates, the city, the county, and the DPW began trying to
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resolve the concomitant problems. In May, 1970, the Food Stamp 

Program staff was doubled, and space was considerably increased.  

The problem was one of simply, too little, too late.  

As participation rates continued to mushroom (from about 

12,O00 individuals participating at the program's inception, to almost 

65,000 participants in November, 1970) the State Department of 

Public Welfare began to voice understandable concern about the 

program's operation. This concern culminated in a letter from 

Commissioner Burton Hackney to city and county officials, dated 

11/27/70 which threatened termination of the program effective 

January 29, 1971., if additional funds were not made available by the 

city and county to greatly expand program staff. This letter spurred 

the local citizenry into action, which found its fruition in the founding 

of the San Antonio Food Stamp Program Task Force.  

The basic concerns developed by the Task Force in its 

preliminary discussions were: 

1. The problems of community trust in the Food Stamp Program 
Administration emanating from the scandals which had 
occured.  

2. The reliability of the cost data submitted by DPW.  

3. The opinions of local city and county officials that they 

should have more input regarding program policy and adminis
tration since they were paying for the program.  

4. The feelings of the participant community that the program 
was not being operated to their best benefit, and that the 

Food Stamp Program staff were not really concerned with 
their welfare.
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5. The lack of any security arrangements during coupon trans

actions and during transportation of both coupons and monies 
from satellite stations to central office.  

The Task Force decided, then, that the proper approach to 

resolving these concerns would be the conduct of a management study 

of the Food Stamp Program by an outside, neutral group. EODC 

committed itself to paying for this study, and by OEO approval, a 

present consultant contract with Control Systems Research, Inc. was 

settled upon as the proper vehicle to provide the needed services. The 

survey team assigned to conduct this study consists of: 

Professionals: 

Clif Holmes - Control Systems Research 
Roy Soto - Control Systems Research 
Anthony Tomblin -Control Systems Research 

Robert Wells -Consultant on Management 

Non-Professionals: 

Mrs. Eleanor J. White 
Delfina Carrillo 
Willie Ray 
Aureliano. Romo 

Mrs. Barbara McGariety 
Mrs. Zulema Saldivar 

The team has made in-depth studies of the local programs, and, by 

using local indiginous persons as temporary staff assistants, has 

explored local participant group opinions. The team has presented 

two previous reports to the Task Force, and this report represents its 

final findings and recommendations.
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II 

THE EXISTING PROGRAM 

Due to the fact that most population statistics available are 

either derived from or based on 1960 census data, the reliability 

of population characteristic statistics is questionable. But, in 

order to properly understand the context in which the Food Stamp 

Program operates, it is necessary to use them.  

1960 census data shows Bexar County with a population of 

687,151. 1970 estimates reveal a 30 per cent increase to 886,472.  

It is estimated that the 1970 figure represents some 192, 000 

families, 27 per cent of whom have incomes below $3000 per year.  

This means there is a population of some 52, 000 families in 

Bexar County who are presumed eligible for Food Stamps. Of these 

52,000 families, nearly 13,000 or 25% live in the model cities area.  

Present Food Stamp Participation is at about 15,000 families; 

in other words, only about 30 per cent of the eligible population is 

being reached. Statistics on Food Stamp participation in the 

model cities area are not available, but it is persumed that it 

would not vary greatly from the overall rate.  

Statistics were not available on eligible group participation in 

the categorical welfare programs.
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If such could be obtained, it would be interesting to compare such 

with Food Stamp participation rates.  

The accompanying table illustrates both the number and 

growth in Food Stamp participation. It is interesting that non

public assistance participation has grown at a much faster rate 

than public assistance participation. It is estimated that only 

about 30 per cent of P.A. households are now participating in 

the Food Stamp Program. This fact alone points up severe 

problems with the Food Stamp Program.

Non-P.A.  
Approved 

1159 

1195 

1168 

1141 

1223

Non-P.A.  
Dropped_ 

161 

368 

329 

810 

465

TABLE I 
Non-P. A.  
Universe 

4312 

5659 

6963 

7123 

7327

P.A.  
Universe 

3376 

4992 

5955 

6943 

7536

Minimum Purchase 
P.A. - Non-P.A.  

296 2635 

311 2608 

425 3122 

355 2771 

328 3071

5.

'70 

'70 

'70 

'70 

'71

Jan., 

r., 

Oct.  

Jcefl. , 
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The Food Stamp Act of 1964 authorizes the Secretary of 

Agriculture to formulate and administer a Food Stamp Program for 

the purpose of encouraging increased utilization of the nation's 

abundance of food (USDA Reg. 1600.1). The proper implementation 

of the goal of "increased utilization" requires procedures and per

sonnel that encourage simple access to the program, and rapid 

handling of the transactions required within the program. In addition, 

the system must be designed to safeguard the fiscal interests of the 

United States and encourage community confidence in the reliability 

of the procedures utilized. The Food Stamp Program in San Antonio 

does not meet these criteria. If San Antonio is to continue to have 

a Food Stamp Program, at least a viable one, there must be a 

canmunity recognition of current weaknesses, and a resolve to 

correct them.  

As it exists, the Food Stamp Program in San Antonio is 

under-staffed, inadequately housed, and stuck in a quagmire of 

faulty procedure, misunderstood policy, and poor direction.  

Because of the highly centralized nature of the operation, participants 

are forced to queve themselves like goats in long, seemingly endless, 

lines while they wait, and every step of the process requires that 

waiting. Much of this waiting can be explained as much (if not more) 

by faulty procedures as by inadequate staff.  
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The certification process requires an applicant to go through 

receptionists and caseworkers, who, most of th~e time, ask the 

same questions. Referrals from city welfare are forced to go 

through the waiting period even though h their applications (as com

pleted by city welfare staff) are routinely approved. The program 

administration insists on validation, and equally insists they have 

validation. In fact, home visits are almost never made, so 

validation consists essentially of looking at required supporting 

documents. The community education process has completely 

failed as regards the Food Stamp Program, which accounts in 

great measure for the incidence of the applicant's failure to have 

the documents needed with him, thus the need for.rescheduled 

interviews and two or three trips through the waiting process.  

There seems further to be a breakdown in policy articulation 

among Food Stamp Office staff. In fact, it appears that decisions 

are made more often on personal whims of caseworkers than on any 

established policy. The statement, "Once you've talked to so many 

of these people you can tell what their situation is and whether 

they're telling the truth", was heard constantly - from receptionist 

all the way to upper level supervisors. This certainly does not 

represent good management technique.
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Its effect is to put the applicant in jeopardy drawing a "bad" 

interviewer instead of a "good" interviewer (i.e. one who is 

hardnosed about certifying instead of one who certifies liberally), 

and the program in a position of being unfair and arbitrary.  

The same kinds of problems exist on the issuance side 

of the program. Current procedures require participants to do 

through three lines to complete their purchase process. The 

program requires, in effect, that the purchaser stand and watch a 

complete bookkeeping operation take place. If banks handled 

commercial transactions (which is exactly what a Food Stamp 

purchase procedure is) in this manner, it would take 45 minutes 

to cash a five-dollar check. This is unnecessary and unsupportable.  

The lengthy procedure is complicated further by the centralization 

of issuance. Participants interviewed indicated that buying food 

stamps required a full day. In other words, they were required 

to stand in line for as much as six hours to complete a simple 

buy-sell transaction.  

The ultimate effect of this absence of re-armable policies 

and procedures is to greatly discourage participation and to 

disillusion those whose circumstances permit (or force) participation.
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III

COMMUNITY IMAGE 

The present image of the Food Stamp Program within 

the general community of San Antonio and Bexar County has been 

affected by many factors. One of the frequent criticisms of the 

program is that the city and county are expected to put in money, 

but have nothing to say about program direction. There is little 

precedent in Texas for local governments having to contribute to 

other state welfare programs; therefore, there is no mechanism 

by which the local community leadership, government or citizen, 

has an opportunity to participate in comment, criticism, or decision

making regarding the operation of the State Welfare System.  

It is recommended that a local advisory committee, roughly 

equivalent to the Task Force be created and accepted as the 

Advisory Committee of the Food Stamp Program. The committee 

should be comprised from three different sectors of the community, 

these being: 1/3 individuals with fiscal background, 1/3 food stamp 

recipients, 1/3 individuals from both the food industry and from 

the social welfare sector. Individuals who are knowledgeable 

about fiscal procedures are included in order that they may sub

mit a review of that particular element of the program on a periodic 

basis. Also included should be the food stamp participants to pro

vide program input at the recipient level.  

9
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It is also desirable that the Advisory Group should' include persons 

from the food industry, and a number of community leaders experienced 

in social welfare. It is recognized that the state cannot delegate 

decisions on elements of this program, but it would appear prudent, 

if in connection with the Food Stamp Program, that the state 

utilize the services of a volunteer continuing Advisory Group as 

described above.  

The problem of security, particularly in view of the 

negotiability of the food coupons, remains one primary concern 

for those persons in the community who are interested in the 

continuance of the Food Stamp Program. The security system 

as it presently exists is completely deficient. The Food Stamp 

building on Alamo Street is sorely lacking in physical barriers 

to unauthorized entry. Two old safes are used to store the stamps 

and it is not known whether or not the food coupons would be 

preserved in case of fire. It is reported that large amounts of 

food coupons are.transported regularly in personal automobiles 

without guards.  

It is recommended that security personnel be stationed 

unobtrusively in the Food Stamp office, and that a night watch 

service be employed to patrol the main office vicinity after 

closing time. Additionally, immediate police protection
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for all transportations of food coupons is a temporary necessity, 

until such time as an armored car service can be employed.  

One glaring reason for a poor community image of the 

Food Stamp Program can be found in the inhumane conditions 

of the Food Stamp Center. These conditions are only worsened 

by the long lines and cattle-chute type wooden barriers located 

therein, and the changes in procedure (such as decentralization) 

recommended elsewhere in this report should improve these 

conditions and the resultant image projected therefrom. The 

location of the Food Stamp Center is merely a contributing factor 

to the generally intolerable situation found there. Along with 

the decentralizing move, it is recommended that a building which 

admits more light, air and which more readily lends itself to 

human dignity be chosen to replace the present site of the Central 

Food Stamp office.  

In view of the recent fiscal and administrative scandals, 

plus the oppressive physical characteristics of the Food Stamp 

office, it is not surprising to find a generally distrusting> or 

hesitant attitude toward the Food Stamp Program within the 

general community. Couple this with the widespread mis

understanding of the eligibility requirements for participation 

in the program, and it is almost astounding to consider the
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the tremendous support given the Food Stamp Progran' in San 

Antonio and Bexar County.  

This broad community support, spearheaded by the Food 

Stamp Task Force, is a truly significant force in the arduous 

work of re-molding the San Antonio Food Stamp Program into 

a viable project. Local support by non-participants and partici

pants alike has thus far proved to be a cohesive enough force to 

accomplish this work.  

The attendance by the poor at the Town Hall meetings is 

indicative of the fact that the most important persons caught 

up in this crisis--the poor-- want the Food Stamp Program to 

continue and will do all they can to aid in that effort. One sour 

note in this involvement of the poor is that there seems to be 

general fear of the caseworkers on the part of the recipients.  

This is indicated primarily by reticence in discussing assistance 

received or caseworkers' attitudes, and claiming satisfaction 

with obviously unsatisfactory situations ( it is reported by recipients 

that the price of food stamps has in some instances been raised 

arbitrarily at the whim of the caseworker, yet satisfaction 

with the program was expressed).  
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IV 

VIABLE ALTERNATIVES 
Certification 

The certification procedure should accomplish two 

important functions: 1) Provide fast service, an4 2) Provide 

reliable eligibility determination. As mentioned above, the current 

procedure does neither. It is therefore recommended that 

this procedure be changed in such a way as to allow fullfi~lment 

of these important fuctions.  

The certification of public assistance households should 

be recognized as a separate certification procedure. These 

households are automatically eligible under current USDA 

reulations, so their certification can be a matter of their 

caseworker simply initiating the application and informing the 

Food Stamp Office by memorandum. There seems to be no 

need for a P.A. recipient to go through any lenghty processing 

at the Food Stamp Office when their eligibility is already a matter 

of DPW record. This same process can be applied to recipients 

of general assistance (city welfare) under USDA Reg. 1601 .3 (B)(2).  

By having the Food Stamp Office accept the determinations of 

DOW caseworkers and city welfare caseworkers as to the 

eligibility of those P.A. households, the workload and congestion 

at the Food Stamp Office can be eased s omewhat.  

13



The reception desk at the food stamp office should not be 

a place for interviewing as it now is. Reception should be 

reception. The reception process should be split into two parts.  

One desk, separated by substantial space from the second desk, 

should answer general questions/information about the program, 

distribute leaflets about it, etc. It should also schedule interviews 

for new applicants, and give out the application form to permit 

completion or partial completion of the form by the applicant 

prior to the interview. No questions whould be asked by the 

receptionist. The second desk should be limited to scheduling 

of re-certification interviews. Participants should be registered, 

application forms for re-certification should be issued for 

partial or whole completion and leaflets can also be distributed 

for information pruposes. These desks should be clearly 

labeled in English and in Spanish to avoid confusion. - By breaking 

down the information, application, and appointment facets now 

being handled by two receptionists through a single line, 

the following results should be achieved: 

1) The waiting period for all participants will be 
shortened.  

2) Each receptionist will have a specific task to 
handle.
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3) The easy access to materials, forms, etc., will 
decrease the workload of the receptionist.  

Community aides recruited from Neighborhood Corcorations 

and other interested agencies should be available within the room 

to assist the applicants to complete the forms. Tables should 

be provided along with pencils, to enable the applicant population 

to fill out the forms. Forms, of course, should be in both Spanish 

and English, as should all other materials which are directed to 

the participant population. This should be true of letters of 

appointment, letters of information, lists of documentation required, 

and so forth. Materials printed in Spanish are available from 

the U. S. Dept. of Agriculture. At the time of the initial approval 

of a participant, a date should be set for a re-certification 

interview, three months, six months, or one year ahead, based 

upon the case characteristice ( See USDA regulation 1601 .4 

Paragraph 2). This scheduled re-certification interview should 

be followed up three weeks in advance of the- date of the inter

view by a letter mailed to the participant, telling him that the 

interview has been set for either the morning or afternoon of a 

given date. The letter should state that failure on the part of the 

participant to respond to the letter or to keep the appointment will 

result in automatic discontinuance of his eligibility for food stamps.  

The letter shoutrd repeat the documentation required.
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Thirty interviews per day' per worker should be scheduled.  

Minimum Purchase requirement group-- The minimum purchase 

requirement group is large and substantial. The foregoing 

indicates that the volume of such cases to be interviewed can be 

substantially reduced by the utilization of the decisions of the 

City Welfare office.  

All minimum purchase cases should be given only a one 

month eligibility, and the participant told that if he believes that 

he requires food stamps in the succeeding month a second inter

view will be necessary. There should be no continuing eligibility 

at the minimum purchase level. If it is determined in the initial 

interview with a person having the minimum purchase requirement 

feature that this is his fixed in come, certainly a referral should 

be made to the appropriate assistance program, either city or 

categorical, in order to increase his actual cash income through 

application of other welfare programs.  

The accompanying flow chart illustrates the operation of 

the suggested certification procedure.  

This procedure assumes the adoption by the Food Stamp 

Program of a policy of speedy and simplified service. It can be 

fit: into the current program operation without changing forms, etc.  

It merely requires a more standardized utilization of current material.

16



-m1- m - - - - - -- - - m - m.,-.

Applicant contacted 
through out-reach 
or walks in or re
certified,

At least 10% of a 
applications sent t 
dation section for 
visitation within 4 

Y ES 

Emergency Non-emer

gency

Applicant takes approved 
form to issuing clerk 
designated for emergency

Issuing section 

completes ATP 
and sells stamps [.

Approved form to issu
ing section who prepares 
ATP and mails to appli 
cant 

Applicant takes ATP 
to issuing office and 
buys stamps

17

Receptionist 
1) General infor
mation and new 
applications.  
2) Re-certification 
interview scheduling.  
Gives forms and takes 
name for interview 
schedule.

Interview-20 min. for new 
-15 min. for re-cert.  

-completes application 
-Makes decision as to eligi
bility 

Determines emergency nature

Applicant goes 
,to waiting area 
table and pre
completes form 
with assistance of 
aid from other 
community agen
cies.

'V% -P -. I %- -A A N .

I I

pproved 
to vali
home 
8hou r-; 

NO 

Possi
bility of 
appeal



With the anticipated volume of growth within the San 

Antonio Program, consideration should be given to the intro

duction of a mailable affidavit application process. TIe state 

of Texas is now using this type of procedure with respect 

to application for the adult assistance categories (OAA,ANB, 

APTD). Since this procedure is utilized with regard to a sub

stantial part of the public assistance program, and since the USDA 

regulation 1601 .1 paragraph G states that the state agency shall 

undertake the certification of applicant households in accordance 

with the general procedures used by it is the certification of appli

cants for benefits under its fecbrally aided public assistance pro

gram it would appear possible to obtain USDA approval for the 

installation of a mailable application form. This mail application 

procedure should be validated by a field investigation validation 

squad, as will be discussed below. The mail affidavit should 

contain a place where the applicant signs that he has knowledge 

that his home may be visited or that other types of verifications 

and validations of his statements will be made. The form should 

also provide that the applicant sign a penalty oath, recognizing 

there is a federal penalty for falsification of information.
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It is recommended that there be created within the certifi

cation process a validation unit composed of workers with no other 

task than to visit a home of either a new approved applicant of 

re-certified applicant. Particular emphasis should be made upon 

visitation to the residences of persons approved for minimum 

purchases. It is impossible to visit each residence of all 

recipients; so, the number of staff employeed for this purpose 

may vary with the precentage of coverage desired. Ten visi

tations per day should be expected of staff assigned to this task.  

Taking the above recommendations into account, we would 

see a certification unit containing the following staff elements: 2 re

ceptionists; 3 staff assigned to the emergency or minimum 

purchase group; 5 staff assigned for new applications (10 inter

views scheduled for each 4 hour shift per interviewer, 50 inter

views for 4 hour shifts, 100 interviews for 8 hour day or 2,000 

interviews for a 20 working day month. In January, 1971., the 

new applicant universe totaled 1500). For re-certification 

we see 7 workers (30 interviews/day, 600 interviews/worker/month, 

a universe of 4200/month. In January, 1971, the re-certification 

universe was 3712).
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In the validation unit we see 6 workers, assigned 10 home visita

tions/day or 60 validations per day, or 1200/working month.  

This number, as indicated above, could be varied depending 

upon the coverage of validation. Any validation by home visi

tation would be an addition to the program since no home visi

tations are being done at the present time.  

The utilization of Welfare Aids, or persons without edu

cational qualifications required of certification workers would 

enable the employment of more staff without higher costs. Welfare 

Aids are used for certification work in many Food Stamp Programs.  

USDA regulations only require that the state agency undertake the 

certification of applicant households with Merit System- personnel 

in accordance with the general procedures used by it in the certi

fication of applicants for benefits under its federally aided Public 

Assistance Programs. Interviewing for Food Stamp eligibility 

can be simplified by the development of a form simpler than that 

currently in use. Thus the interviews can be handled by persons with 

lesser educational qualifications. Whether or not certification 

workers as currently used are.continued, or whether the aide posi

tion is utilized, there should be more thoroughly supervisory review 

of the decisions made by the interview staff. Considerable evidence 

was found that interview staff are injecting their own personally 

designed practices into determination of eligibility of purchase
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requirements of an applicant.  

Issuance 

The idea that needs to be understood by all Food Stamp 

staff, as well as by the community at large, is that the sale of 

Food Stamps is a commercial transaction, and should be handled 

in accordance with such practices that are generally accepted in 

commercial transaction.  

We would recommend strenuously that the sale of coupons 

be separated both physically and in sequence from the accounting 

and bookkeeping functions which relate thereto. It seems that 

this could be done best by adopting the use of the ATP (A uthority 

to Purchase) document which combines on one simple form all the 

fiscal and program data needed to sell stamps and maintain 

proper fiscal accountability.  

A permanent ID card can be issued to every active eligible 

household on a given date, with a signature card. Utilization of a more 

sophisticated card system, such as a laminated photograph plus 

signature, may be possible if equipment now under the County of 

Bexar could be utilized. This should be investigated for future use.  

In addition to the issuance of an ID card, a monthly authority 

to purchase card (ATP), should be mailed to each eligible household.
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This card contains the name and address of the participant, the 

purchase requirement, the coupon value, a place for the parti

cipant to sign upon receipt of the. coupons, and is good for a 

period of time, either one month or two weeks. This card, 

when used by the participant, becomes a document that entitles 

him to purchase stamps, is left with the cashier, and thus becomes 

the basic document for the accountability of the funds/collected and 

the coupons issued, and, thirdly, is used as a.basis for posting to 

a general ledger card which will recall the purchase experience 

of each individual applicant.  

The card also becomes, when used to purchase stamps, a 

record of the utilization of the program by the participant, and 

enables the simple observance of a slip procedure. If cards are 

not returned by a participant, then he has skipped. Currently, 

in order to determine whether or not the persons have skipped 

requires a thorough review of all of the 804's to not e those 

who have not purchased stamps during the last two months. Use 

of an ATP document eliminates this necessity. Persons who have 

not returned ATP's obviously have not used the program.  

Another problem in the issuance procedure is the fact 

that on first days of the month there is a large cluster of people 

desiring to purchase the stamps. Cycling of the date of purchase 

would alleviate this problem.
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This cycling method is suggested: Take all the public assistance 

household and issue them two ATPs on the first of a given month, one 

ATP would cover that month, the second ATP would cover the 

fifteen days of the second month. One ATP would be issued on 

the fifteenth of each succeeding month, therefore, public assistance 

households participating in the Food Stamp Program would purchase 

coupons on or about the 15th of each month. For non-public 

assistance households, issue their ATP on the first of the month and 

on the first of each succeeding month. This would provide two 

cycles spreading the issuance tasks across a greater time span.  

The issuance and redemption staff employed by the program are as 

one group of personnel, each with primary and secondary tasks.  

The first task is to keep up on issuance. This task will heighten 

on certain days of the month, as described above, and on such days 

the majority of the staff should be deployed to this task. The second 

task is accountability for the cash collected and coupons issued.  

This task is posting individual purchase to a running permanent 

ledger card for each participant.  

A key staff person should be assigned to continue the respon

si.ility for each task. This would be three Accountants I at a cost 

of $610 times 3 times x 12, or $21 .960. Five clerk III should 

be detailed to the continual posting; the cost is approximately 

$ 22,320.  

23

$



-L

Assuming some increase in volume, the utilization of 

cycling and the use of two ATPs for some households, we estimate 

50, 000 issuance transactions per month. Assuming two minutes 

per transaction on the procedure shown above, we need 60,000 

minutes of staff time, should be equal to 6 and one half full time 

cashiers. By deploying staff as the task arises with staff 

keyed to identify the certain three essentials of the total process, 

a flexible approach can be made to the issuance problem and quicker 

service and better accountability secured.  

In addition, the development of an Authority to Purchase 

card, permits a greater flexibility in policy regardint stamp 

issuance agents. As is known, in many food stamp programs, 

in other states, banks, savings and loans, check cashing services, 

credit unions, or municipal offices are used as stamp issuance 

depots. The participant takes his Authority to Purchase card 

with his money and his identification to a stamp issuance depot, 

and it able to consummate the buy-sell transaction in no more 

time that is required to cash a check or make a bank deposit.  

Such should be the goal of any issuance procedure.  

Under a contract with the State, the use of such facilities 

that provide the normal security safe guards found in any fiscal 

system, such outlets are within USDA regulations. Therefore, 

it is recommended that the policy regarding issuance be worded
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so that the State allow for contracting with banks and other acceptable 

fiscal agents, thereby spreading the issuing task throughout the 

community to a greater extent than is now done. There is evidence 

that there may be a sizeable number of old age assistance recipients, 

who do not necessarily dwell within the identified poverty area, who 

are not participating in the program because of the travel time 

involved and the negative reaction they have to the quarters where 

stamps are now issued. Utilization of banks, credit unions, etc, 

throughout the community would be highly desirable, and, as 

indicated, would increase the confidence of the community in fiscal 

safeguards.  

Security 

The security system existing in the present program is 

sorely lacking. Issuance staff were reported to be carrying up to 

$15,000 in their personal cars, unguarded, and on a regular, 

recurring basis. Similar lacks of security is practiced in the 

handling of coupons, which are just as negotiable as cash.  

An immediate recommendation is to place police protection 

in the Food Stamp Office, and to provide police guards at the 

public housing projects where Food Stamps are sold. Transportation 

of both coupons and cash should be done by police car. This 

should be taken as only a temporary measure, to be supplanted 

as quickly as possible by armored car service.
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Physical Quarters 

The statement of a city official to the effect that he could 

not understand why certification had to be done in one place, is 

very revealing. Such is also the question raised by this study.  

The Alamo Street location, aside from its inadequate size, 

is simply not designed for a human service program. There should 

be every effort made to decentralize certification activity as much 

as possible. The utilization of neighborhood centers, or other 

city offices, on some pre-scheduled basis would improve the 

situation tremendously. This would allow applicants to have 

their interviews within their own neighborhoods, and avoid the 

transportation problems caused by centralization. There is no 

doubt that this kind of space would be made available to the program 

by other community agencies at no cost. Also, the decentrali

zation to the neighborhoods compliments the utilization of mailable 

applications.  

There is no mechanism by which the local community leader

ship, governmental or citizen, can participate in comment, criticism, 

or decision-making regarding the operation of the State Welfare 

System.
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FOOD STAMP PERSONNEL

A training program for f-od stamp personnel should be 

immediately instituted. Emphasis of the training should be on 

purpose of the program, attitudes of the participants, and attitudes 

towards the participants. Some personnel of the. Food Stamp 

Program were observed working very deligently. Others with 

indifferent. Training and staff clarification would be useful.  

The staff member should recognize that if he does his job, 

and lets other personnel do their job, the total job will be accom

pliched. The observation of the reception area particularly indi

cated that duplicate interviewing is undertaken much too often.  

Food Stamp personnel should be encouraged to cooperate with 

employees of other communtiy agencies, realizing that each 

are trying to accomplich the same general goals. They should be 

made to understand that such cooperation can reduce their workload, 

and allow them to better serve their clients.  

Another recommendation, mentioned above, is that policy 

supervision be stringent. If personnel are allowed to interpret 

and reinterpret police by application of their own value system, 

the program has to suffer.
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COST PROJECTION 

The norms used as a base for this projected budget are 

those mentioned in the above recommendations. They include: 

1. Use of the Authority to Purchase document 

2. Mailing the ATP card to the Food Stamp participant 

3. Utilization of the certification workers positions in 

the case worker slot 

4. Maintain; ng the present staff strength 

Projected Budget 

Certification: 
20 certification workers @ $552 132,480 

6 ,clerk typists II @ $348 25,056 

1 supervisor II @ $820 9,840 

2 admin. tech. II @ $610 14,640 

Issuance: 

1 accountant II @$719 8,628 

3 accountant I @ $610 21,960 

7 accountant clerk III @ $500 42,000 

5 clerk II @ $372 22,320 

3 1/2 time janitors @ $163 5,868 

TOTAL SALARIES $282,792 

Retirement matching @ 5% 14,140 

OASI matching @5.2% 14,705 

TOTAL SALARIES AND $311,637 
MATCHING 

Travel: $25 per month 

supervisor & 6 certification workers 2,100 

Office Expense: 

Postage, Telephone & Armored Car Service 28,545 

TOTAL BUDGET $342,282
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USDA Reimbursement 

Salary 1 Supervisor II 
Salary 2 Admin. Tech. II 
Salary 20 Certification Workers 

TOTAL 

Reti rement matching 
OASI matching

9,840 
14,640 

132,4.80

169, 488

7,070 
7, 352

TOTAL 

1/2 paid by USDA 

Travel 

1/2 paid by USDA 

TOTAL SALARY & TRAVEL 
TOTAL PAID BY USDA 
PLUS 25% of 93,005 
ESTIMATED REIMBURSEMENT

183,910 

91,955 

2,100 

1,050 

186,010 
93,005 
23, 241 

'116, 246

This proposed budget utilizes present. staff members. It 

also provides the USDA matching formula used by the DPW in their 

proposed budget. A 15% contingency should be allowed to cover 

differentials in the proposed budget estimate.  

Additional cuts in the personnel budget may be achieved by 

utilizing the Welfare Service Technician II position. This position 

is under the state merit system and may, under the USDA regula

tions, do eligibility determination. Utilization of that staff would 

permit the employment of more staff for the same budget to p'er

form the same function.
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The proposed budget does not take into account the lease 

on the present facility, nor does it account for cost of utilities 

incurred in building operation. These costs should be considered 

separately.  

Savings may also be realized through the mailing in of 

applications and drawing on outreach assistance from other 

agencies
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0 nALto SSystms ResarVCh, nc.  
Travis Building, 6th Floor 205 W. 9th Street Austin, Texas 78701 

476-7321 (Area Code 512) 

January 11, 1970 

Mr. Gene Rodrigi.ez 
Executive Director 

EODC of San Antonio and Bexar County 

P. 0. Box 9326 
410 South Main Street 
San Antonio, Texas 78204 

Dear Mr. Rodriguez: 

Enclosed is the pre-survey report which you requested of us. Its content 

is self-explanA tory. We hope it is sufficient to meet the needs of the 

Task Force.  

We shall look fo':ward to working with you and the Task Force in the near 

future, depending on the outcome of the current extension request.  

Our kindest personal regards.  

Sin Ye 

Cli olmes, 

As s" ant Regional Coordinator 

Roy Soto) 
Field Specialist 

/mjl 
Enclosure



I. BACKGROUND 

A. History of Food Assistance Programs in San Antonio and Bexar County 

The Commodity Distribution Program was 'egun in San Antonio in 1955.  

At first, the program did not include residents of Bexar County who lived 

outside the corporate limits of San Antonio., Later, when the need for 

food assistance on the part of all poverty residents of Bexar County had 

become apparent, the program was expanded to include all county residents.  

The participation in the Commodity Distribution program was at its peak 

in 1963, when approximately 20,000 individuals were participating. In.  

1968, when the program was discontinued, a reported 11,000 were participating.  

The administrative costs of the Commodity Distribution Program are rc

ported to have been between $80,000 and $9G,000 per year.  

B. Food Stamp Program Operations in San Antonio and Bexar County 

The Food Stamp Program was instituted i-i San Antonio and Bexar County 

in July, 1968. In the first full year of operation the Food Stamp Program 

had an average monthly participation rate o-' about 22,500 individuals -

twice the participation rate of the Commodity Distribution Program in 
its 

last months. The following chart demonstrates the tremendous growth in 

3 -participation during the last year: 

Month Households Individuals 

January 7688 37,760 
February 8633 42,277 
March 9639 48,426

April 10, 651 50660 
May 11,057 54, 117 

June 12,797 61,906 

July 12,918 62,089 

August 14,641 64,923 

September 13,711 63,472 

October 14,066 64,001 

November 14,408 64,678 

December 14,999 68,012
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The administrative costs of the Food Stamp Program have, likewise, 

increased since its inception. The first year costs of the program were 

between $80,000 and $90,000, fiscal 1969 cots were about $108,000, and 

fiscal 1970 costs are about $226,000.  

In order to handle the evident increase in workload, the Food Stamp 

Program has more than doubled in the last year, from 25 to 56. The program 

has also increased its physical facilities.(via moving) by at least three 

times.  

C. *Current Ctisis 

Due to the -tremendous increase in participation and the resulting in

crease in wor load, the Texas Department of Public Welfare, through 

Commissioner Burton Hackney, on November 25, 1970, informed the city and 

county of their intention to discontinue Lhe Food Stamp Program unless 

they had assurances of the local governments that they would provide funds 

to properly operate the program (estimated at $412,000). (See copy of 

letter attached) 

The funds estimated to be needed by DPW would entail almost doubling 

the current local expenditures, and in effect re-doubling the size of the 

local program staff. The requested expansion of the program to this degree 

has caused considerable debate within the local community as to the real 

need for such expansion. This debate has probably also been colored con

siderably by recent scandals within the local program. The community, in 

the face of a proposed -program shut-down, has responded by organizing a

task force to consider all ramifications of the current situation. This 

task force has secured promises of cooperation from all interested agencies,

and is moving toward proposing possible alternatives and solutions.

I
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D. The Need for a Management Survey 

In light cf the current situation, which necessarily involves a certain 

degree of misinformation and passion-affected reasoning, the task force has 

proposed that a management survey be made of the local Food Stamp Program 

by a neutral jarty. This survey would then provide in-depth information 

regarding the program and its relationship to the community, upon which 

local and state policy makers could base decisions. It has been generally 

agreed that such an approach is reasonable.  

II. Survey Eesign 

Purpose: There is a recognized need for an in-depth survey of the opera

tions and effectiveness of the Food Stamp Program in San Antonio. The 

recent scandals which have come to light within this program, and the 

tremendous increase in food stamp participation rates make such a study 

imperative. As the program receives local funding from both the city and 

county governments, and administrative direction and matching fundsQr in,'kind 

supervision frum the State DPW and USDA, the program must function within a frame

work consisting of four politically independent bodies all of whom have policy 

making authority. Considering this, it becomes eyiden that a system must be de

vised which considers the input from each of these bodies, and, at the same time, 

serves the recipient in the most effective and efficient manner. EODC, as a 

community action agency, has as its proper function the organization and funding of 

such a study through the office of Economic Opportunity.

With a notice of termination already pending and the local need for the 

program increasing daily, time is of the essence. All parties must agree 

on a survey design and the parties to direct such survey as quickly as possible.
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Individual agency input to the survey design should be received within the 

next ten days.  

Proposed sub*(cts for inclusion in survey design: The proposed management 

survey of the San Antonio Food Stamp Program should include an in-depth 

analysis of three major areas: 

1. Organization and management of the Food Stamp Program in San Antonio 

2. Accounting practices, record keeping systems, and reporting procedures 

utilized in the San Antonio Food Stamp Program 

3. The relationship of the San Antonio Food Stamp Program to other local 

agencies and organizations, and the extent of cooperation and coo2

dinatibn existing.  

In each of these areas, the survey should .:onsider in-depth the present sit

uation, analyze the need for change and improvement, and propose alterna):e 

methods and procedures. These three major areas are broken down in sub--areas 

as follows: 

I. Organization and Management 

A. Organization: considers the major levels as they relate to the 

local program.  

1. USDA -- program evaluation, supervision, funding levels. and review;.  

policy guidance.  

2. State DPW -- state plan of operation, funding levels, supervision of 

local program,program review, audit of certification and issuance.  

3. City/County -- program management, funding levels, coordination 

with other city/county agencies, program operation.  

B. Management 

1. Consideration of present operations 

a. Outreach techniques 

b. Application Processing 

c. Staffing Practices
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'd. Stamp issuance methods 

e. Specific problem areas such as: waiting periods, emergency 

applications, re-certification, physical facilities, local 

coordination 

2. Present Program Options 

a. Outreach and referral 

b. Decentralization of certification and issuance 

c. Maximizing efficiency through use of present guideline 

flexibi lit ies 

C. Proposals for improvement in program operation through more efficient 

organization and management techniques 

D. Anticipated effect of 1970 amendments to the Food Stamp Act.  

II. Accounting, record keeping and reporting 

A. Food Stam'p issuance accounting practices 

1. Staff requirements 

2. Paper flow 

3. Coordination 

4. Budgeting 

B. Certification procedures 

1. Information needs 

2. Application processing 

3. Application updating 

4. Filing systems and information recall 

C. Data gathering and reporting 

1. Information needs og responsible governiental bodies and oth.erparticipati, 

entities.  
2. Forms 

3. Frequency 

4. Flow



III. Local cooperation and coordination 

A. Extent of current coordination 

B. Possibilities for easing program workloads through closer cooperation 
and coordination 

1. Delegation of some program functions 

2. Util:.zationi of staff expertise from other agencies 

3. Exchange of case data 

C. Proposals for maximizing services though combined agency efforts 

1. Pre-completion of application forms 

2. Util:.zation of other agency facilities as certification and 
issuance centers 

. 3. Coordination of transportation systems 
Desired Survey Results: The above areas of consideration are ememplary and not 

conclusive. Otl er areas should become apparent as the final survey design is 

constructed. What is desired is that every facet of program operation be analyzed 

with a view toward improvement. The end result of the survey will be. to present 

program options which can be' ontidered' by th&' policy--making bodies in their deter

mination of final program design. A pre-survoy report will be prepared before 

January 15, 1971, which will complete the des.t.gn of the study and give a timetable 

for interim and final reports.  

III. Current Food Stamp Program Operational Needs 
vis a vis 

Community Food Assistance Needs 

A. Food Stamp Operational Requirements 

1. Texas State Department of Public Welfare is responsible for: 

a. Certification of households for participation in the food stamp 
program. Certification of.both Public Assistance and Non-Public 

Assistance Households., 

b. Making reports as required by USDA.  

c. Making program records available for review and/or audit by USDA.



d. Providing safeguards which restrict the use or disclosure of 

information obtained from applicant households.  

e. The issuance of food coupons to certified households.  

2. Local Public Assistance Officers under the direction and supervision 

of the Director of the Division of Public Assistance are responsible for: 

a. Accepting and processing public assistance recipient household 

appLications for Food Stamp participation.  

b. Certifying eligibility of such households to the Food Stamp issuing 

officer.  

c. Reviewing the continuing eligibility of public assistance hous'Tholds 

to receive public. assistance and notify Food Stamp issuing officer 

of any changes.  

d. Reconciling the individual participation records in the local Public 

Assistance Office with the records of the issuing officer each month 

whenever practicable.  

3. Local Food Stamp Program certification officer has the responsible. ity 

for: 

a. Accepting and processing Non-Public Assistance household-appli':ations 

for Food Stamp Program participation.  

b. Certifying the eligibility of Non-Public Assistance households to 

the Food Stamp issuing officer.  

c. Reviewing the continuing eligibility of Non-Public Assistance 

households to participate in the Food Stamp Program.  

Non Assistance and general assistance households will ordinarily be certified 

on a three month basis; where family income is predictable, Non-Public Assis

tance households may be certified for a six month period; emergency certifi

cations are made for a month; unemployable members in households (elderly 

persons on social security) and families whose income is derived from farming 

can be certified for one year.  

d. Review Food Stamp Program applications referred for certification 

by city and/or county welfare departments and other related community 

services agencies.  

6. Notify the Food Stamp issuing office of any changes affecting eli

gibility to participate or basis of participation.
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f. Reconciling the individual participant records in the local Food 

Stamp Program certifying office with the records in the issuing 
office each month.  

4. Food Ccupon Issuing Officers have the responsibility for: 

a. Reqpesting, accepting, and receipting for shipments of food stamps.  

b. Issvuing food coupons to households certified as eligible to participate.  

c. Collecting money for coupons and making deposits daily in the dasig
natE.d bank as the Federal Depository for Food Stamp Coupons.  

d. Maintaining accurate records of coupons received and issued as well 

as of money received and deposited.  

e. Mak Eng required reports to the state office.  

f. Maintaining safeguards for Food !tamps and cash.  

g. Notifying the appropriate certifying office of households which 
fai. to purchase coupons in accordance with the established purchase 

plan, 

h. Reconciling the individual participation records in the issuing 

office with the records in the certifying officer each month.  

B. Physical Plant - current 

1. Certification - application and re-certifigation for participation in 
the Food Stamp Program are handled at the central office of the Food 

Stamp rogram.  

Current case load for December 1970 for Public Assistance households were 

7,361 cases and for Non-Public Assistance households 7,638 cases, for a total

of 14,999 cases handled through the central office. The average monthly in

crease of households is approximately 335 Public Assistance cases and 300 

Non-Public Assistance cases over the last 12 months. Each of these require 

initial certification. When this is added to the re-certification load which 

must be handled, it is estimated that the Food Stamp office processes some 

300 to 350 cases per day.  

2. Issuance - issuance of Food Coupons for Non-Public Assistance house-



holds is handled through the central office. Some 7,600 Non-Public 

Assistance households purchased coupons in December, 1970.  

Public Assistance households are issued food coupons through a network of 

ten sub-stations. Coupons are issued at these sub-stations two days a 

month. During the first two weeks of each month food stamps are issued 

to an average of 1,200 households (cases) per day. These are through the 

ten sub-staticns for Public Assistance households and the central office 

for Non-Publi: Assistance households.  

C. Staffing - current 

The Food Stamp Program currently has a staff of 56 people. Staffing 

is in four units; one administration, two certification and one issuance.  

Present Food Stamp Staff and functions are as follows: 

.1. Administration - 5 staff members (program supervisor, secretary, 

PBX operator, community service aide and janitor) 

Function: Overall supervision of the Food Stamp Program 

2. Certification - 16 staff members administrativee technician, clerk 

typists - 4, case workers - 10, and secretary) 

Function: Responsible for determining eligibility for participants 

in the Food Stamp Program.  

3. Food S:amp Issuance - 19 staff members (issuing office supervisor, 
cashiers - 7, clerks - 11) 

Function: Responsible for the issuance of food stamps and recon

ciliation of all food stamp transactions.  

Proposed Management Survey Directions: 

Outlines briefly in section III A-C of this pre-survey report were areas 

to be analyzed in depth: 

1. Current requirements of Food Stamp Program Office concerning certifi

cation, re-certification and issuance.  

a. Decentralization of certification workers 

b. Use of other support agencies in pre-application services
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c. Delega issuance of Food Coupons 

d. Further -c-ntralization of issuance facilities 

2. Phy sic al 7, 

a. Us'e of other outlets currently serving the same people to house 

certification and pre-certification workers 

b. Larger facilities to handle increasing participation 

c. Decentr&-zation of both certification and issuing stations 

3. Staffing 

a. Analyze current staff positions 

b. Analyze staff case loads 

c. Utilization of support staff for support agencies 

d. Coordination and cooperation in case data 

IV. Community Coordination 

A. Other community agency resources 

San Antonio and Bexar County have a plethora of community welfare agencies, 

many of which are involved in areas closely related to the activities of the 

Food Stamp Pr~gram. These agencies are both publicly and privately funded, 

and many have either paid or volunteer staff who have as their function the 

servicing of the needs of the poor. These agencies are listed in the 1970 

Community Service Directory published by the San Antonio Community Welfare 

1Council. An example of the kinds of community agencies which might be called 

upon to provide assistance to the Food Stamp Program is the Economic Oppor

tunity Development Council of San Antonio and Bexar County. This agency,

like many others, has as its function the serving of the poor - which group 

includes the food stamp recipient. EODC is staffed with paid employees as 

well as volunteers whose duties are related entirely to the needs of the
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poverty community. EODC and its delegate agencies have some 102 paid out-' 

reach workers. There are at least eight neighborhood locations presently 

maintained by EODC and its delegate agencies which could be considered for 

Food Stamp certification and/ or issuance centers. Considering the availa

bility of these staff and facilities resources, and the intangible services 

available through them (i.e., transporation, data collection, utilities, etc.), 

they deserve it least an in-depth consideration as possible areas of assis

tance to the hood Stamp Program.  

B. Possibilities for Cooperation 

While no specific examples can be cited for Texas Food Stamp Programs, 

the following list indicates the kinds of cooperation taking place in Food 

Stamp Programs in other states: 

1. Other community agencies providing transportation for Food Stamp 

recipients.  

2. Food Stamp Program utilizing other agencies' facilities for issuance 

and cetification.  

3. The ut4.lization of mobile certification and issuance units.  

4. Commercial banks issuing (selling) food stamps.  

5. Community agency administering entire Food Stamp Program (witl state 

welfare employees doing certification).  

6. Credit unions selling food stamps.  

7. Other agency employees doing pre-certification outreach for welfare 

case workers (e.g., pre-completing application forms).  

8. Other agency staff working in the Food Stamp Office, performing 

both clerical and professional functions, during peak activity.periods.  

V. Survey Timetable 

The timetable for this proposed management survey depends first upon the 

action of the Texas DPW as regards the proposed extension of time. Should
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such extension be given, we would propose to staff the survey team no later 

than January 22, and begin basic data gathering activities the following 

week. The survey would be completed and a :ormal report submitted by 

March 5, 1971. During the ensuing six week period, weekly status reports 

would be available on request.  

VI. ConclusLon 

This pre-survey report does not answer the issues presented by the crisis 

situation in the San Antonio Food Stamp Pr:>gram, nor is it intended to do so.  

Its purpose is to present the current situation, and to give an idea of uhat 

directions a management survey will take, and the kinds of answers which.  

will be sought. The information contained herein more that justifies the 

survey, and also presents some hope for reasonable solutions to real problems.  

I

II 
I,) .
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T s 1 0 n i t 2U U. t .'. T us700 

470 '321 (Ars Co~ d512) 

9 February 19711 \ 

Mr. -GCene Rodriquez 
Executive Dircctor 

EODC of San Antonio and 3exar County 

P. 0. Box 9326 410 South Main St.

San Antonio, Texas' 78204 

Dear Mr. Rodriqucz: 

Enclosed is a progress report on the Food Stamp managcment survey we 

are conducting in Sain Antonio. This report, 1) identifies the survey 

team, 2) reinforces the surbey directions and prescrnts rcconnIedations 

on data already gathered , and 3) updates the timetable submitted in 

the pre-survey report. The content is self--explainatory.  

All materials and recommendations are incorporated from reports and 

findings gathered from: 

1. ) Clif lIo)mcs 

2.) Robert Wells 
3.) Roy Soto 

This report should bring the task force members up to date on the activi

ties of the survey team.  

My personal regards 

Sincerely, 

Roy Soto 

cc: Marge McConnell 
Tom Klein 
William Hie rndon

RS /kc



SAINANTONTO POOD FT/A PRO1 I. *4A1AGiM SURVEY: PiiIJNAYjU.UORT 

The first phnso of ti c mangOmagcfltnt survey has b ,n comp)Ctcd. This 

initial phase involvCd -thc idlentificatiol Of the survey staff. Th1 

staff is comprised .of nine professional and non-profe&sional personnel.  

The team members are: 

Profes s ional: Clif holmes , CSR staff 
Roy Soto, CSR staff 
Robert fl , Consru.lctant on magermnt and 

Administretive Affairs 
(sm Attachc(1d 

Non-PrC-fcssional.: MIrs. fl.c.or J. hto, Foo1 Stamp recipient 

% oln Carr1ill1, FOOd S. ap J)rccipi Ont 

Au r liano 0 %3 

14irs. Zulema Saldivzr, vuc3farc recipient 

The six non-profossional. members of the survey team will be involved 

ill gathering lata from the recipicAnt end of the program, thus pro

vid infg input for suggested methods of certification and issuance pro

cedures at that level. Thec non-professional. personnel wi). be retained 

for two days cach thc weck 6Fe'cbruary~ 22, 1971, with the exception of 

Mrs. w'hite who will be retained for the entire five-day week. During 

this time the team will conduct an in depth study of Section IX A-C and 

portions of Scction III of the prc-survcy report dated 11 January 1970.  

The management survey of the San Antonio Food Stamp Program has pro

. grossed through initial on-site visits, staff selection, and the 

initial analysis of these three major areas: 

3..) Organization and management 

. 2.) Accounting practices, record keeping, and reporting 
procedures 

3.) The relationship of the San Antonio Food Stamp Program 
to other local. agencies and organizations, and the extend 
of cooperation and coordination existing.

I-ach of these areas still. require further.analysis in order to consider 

and propose alternate methods and procedures needed to institutO change 

and improveLent of the Food Stamp Program in San Antonio. Several 

reccomkendat ions in these arcas should be made at this time to allow

reaction from the parties concerned.



1.) ApplicatiOn 

2,) Certification of cigibility 

3.) Release of identification material to ccrtifiea pticipnts 

4.) Presentation of idet ification )aterial by participant to 

issUin. agC)t 

5.) Collection of the purchasing requirements 

6.) Issuance of the coupons.  

The certific; tion process includes steps 1, 2, and 3, and .the issuance 

includes steps 4, 5, and 6.  

Certification, under USDA regulation, is th'e responsibility of the 

State b'elfare Jpartment. Decisions 6'f eligibility of applicants must 

be mndc by Stite ).clfare p personnel USDA contributes 62.5% 

of the cost of personnel involved in food stamp certification of non

pub3 ic assistanCe applicants, u:hile H.W furnishes 50S. of the cost of 

certifying families for Federal welfare Prorans whichh is a certification 

that constitutes auto.natic qualification for food stamps.  

These certification procc-Oues have tWo constituencies: 1) households 

composed of individuals, Cach of i:hon is a current recipient of public 

assistance, and 2) households not receiving any public assistance or 

composcd of individuals of whom so:;me are not recipients. No further 

certification procedure is necessary for persons applicantst) w.ho have 

becn deCmed cligibe for categorical or other forms of public assistance; 

i. c., automatic household. atrial permitting purchase of food 

stamps can be automatically issued to this group.  

Reconmmndatioons for certification procedure of automatic households: 

A. Determine the purchase requirement of each automatic household 

receiving public assistance on a given date.  

)eterdine the dollar value of the coupons represented by that 

purchase requirement. .  

C. Issue two checks to each recipient cach month--check A vrould 

be for the amount of the purchase requirement. This check u 

would be cashable for mmOyC)' in t.hot amount at any bvnkz, or it could 

could be rcdCeemeCd at the sta;:mp issuing offices which would issue 

th dol Iar value of the coupon shov:n on the check;, or , the check

could be returned to the.stamp issuing ofisce y 

issuing office would then ;i. food coupons directly tO tie part

i.pa n CIbc:cI: 1 woIdI c bc for the a3nc o. h pb sist 

D1cei.rnt. This procedure wou).d not violate 11.W regulations 

regardirlg cash payment of assistance.  

An cxnlanatory leaflet would have to be i.sued in English and in Spanis 

to all Food Stamp participants receiving pub)ice assistanCe.  

ce-iification for the 0 in)10c m) a-p ub]seordS (i.c. on-auto.atic)



A. -IDevcop a ne-page nailabic. application form in both 17glish 
and Spani!SI, which would Cfnablo. the applicant to provide the 
essential information and to sign an affidavit indicating his 
aware)'os of the penalty Of falsification.  

Have such fcr; available at atratogic locations throughout 
the city and couny.

C. Train prsonnc) in a]I1 support agencies , sCttIcnCIIthouse 
pcrs;onnlc1, .0DC p rs nn), Co;:.;uity Corporation. personloC.  
church staffsl, etc. (i.e .personnTIlC. aIready enga.-ed in ass: st
ing manly of the same recipiecnts) to assist in the completion 
of this fori. This may cl1 include lDP personnel in all 
welfare offices assisting many of the same rcipic nts) to assist 
in the completion of this form. This may we.l include P 
personnel in all vlfarc offices assisting in the application 
Coplet iOn .  

D. Centralize the dec'ision-nking on eligibility in one, two or 
three supCrVi . rs. The actual number will depend upon the 
volume of applications and re-applications.  

1. 11; cc a given number of worl:crs , zain based or the volume of 
applicatio.s and applications, under supervision to val idate 
10% of all applications and re-applications through hone visits, 
to be made within two working days of the decision regarding 
Cither Cligibility or renewal of Cligibility.  

A arge number of non-autonatic households are eligible for the iIlinir.u:n 

purchase requircment. Approximately five out of seven of these people 

deemed eligible notw come through referrals from the City Wlfarc'office.  

The city issues a voucher to cover the :iinimir. purchase requirement; 

this requires the city to validate all applicants prior to issuing the 

city food voucher.  

Recouendat ion for minimum purchase groups: 

A. Assuming security arrangenents are adequate. (to be reviewed) 
place a food stamp DPW Cmployce in the City Welfare Office to 
certify eligibility on the basis of the applicant. Have this 
cmployce accept the voucher from the city as p yrent of taC mni
mum purchase and immediately issue the coupons to the applicant.  
This would be a one-step procedure for the minimum purchase group.  

B, Institutc an immediate 10% validation process by the validation 
personnel mentioned above. Such a 10% validation should doter
vine the degree to which the city investigation of basic circurI
stances is accurate.  

I SSUANCE 

The issuance procedure regardless of how it is established must be paiW 

for .y a local government. The issuance of food stamps nay be delegated 

by the Welfare Deprtmcnt to an agent acceptable to the Dpartraent of 

Agriculture. llajor concern in all quarters, including the l1PW, has becn 

expressed regarding the coupon issuance procedure now in effect. The basic

error is expecting that the Welfare Department can become a cash collecting 

PGency. It is not. To try to hC it into suchV n agenc)' Cquire the



;plication of facilriti(cs aIrady n the counEiAty and an PO:mnistra

tive investment disproportionate to its purpose.  

The security arrangements for food couprons can be called, .if :ny

- "shaxy." Food coupons opnced on a table readily accessible 

to the public wcre observed, as were boxes of food coupons handled 

in private vehicles and. transported across opcn parking lots. No 

- police guard was seen in the mntioncd incidents. It is foolish, 

- however, to boya.,..tilte DPVII for such incidents. The Ilelfare Doparti.-ent 

iS not equipped for such a task.  

Considera',ion should be given to transfering undcr contract, the 

coupon issuance tas': to those qgcn.cies in the COmJuwt :ho now routinely 

collect money, have personnel: accustomed to moncy transactions, and 

pay thesc agents. These agents, banks, credit unions, some pove-'ty agenc.cs, 

and cvcn local businesses can be utilized in issuance of food coupons.  

, .majority of fooc, stamp programn; in the nation now use barks as issuing 

fgerits end pay the banks a transaction cost urhich ranges from 25 to $1.25 

per transaction. Delegation of the issuance of food coupons offers 

several advantages: 

1) locations closer and usually more convenient 

2) frequent hours of vending stamps 

3) facilities for handling coupons and moncy with allthe required 

safeguards.  

Obviously the physical facilities of the food stamp office are atrocious.  

if some of the procedures mentioned above are adopted, then some of the 

volume would be eliminated from that location, but this would not solve 

the facility problem. The attitude of the staff and the participants 

Iill be investigated during the survey to analyze the effect of both on 

the entire program.  I.IIL~tMuh0'tefOCgii' 
Procedures have to be developed to ii1plcent much of the fore-going.  

This progress report is submitted to reinforce the directions this survyc 

is taking and to allow reviews of such by the task force for possible im-

plcmentation of the same reconze nation included in the report.  

The survey team will continue in the data gathering activities for the 

emairing phasc of the survey. All sections in the re-survey report Vill 

1)b covered in depth during the w of Felruary 22-27,, 3971. The survey
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This tiilCtlablC is in accord with thc onc sub aittu1 in the pre-survey 
ro))ot (l (ate of 11 Janury 1971.  

Respectfu31y submi td, 

Robert 'e1ls, Man~aemcnt Consultant 
Roy Soto, CSR 
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SOARO MEMBER - * Oe 
WILL BOND 

CHAIRMAN. HILLSBORO -

W. KENDALL BAKER 
VICE CHAIRMAN, HOUSTON -0
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Honorable 
Bexar Cou

BURTON G. HACKNEY 

COMMISSIONER 

HERBERT C. WILSON 
DEPUTY COMMISSIONER

AUSTIN. TEXAS 78701 

November 25, 19

Blair Reeves, County Judge 
nty Courthouse

San Antonio, Texas .78204, 

and 

Mr. G. C. Henckel, City Manager 
Office of the City Manager 
San Antonio City Hall 
San Antonio, Texas 78204 

Gentlemen: 

This will serve to confirm our informal discussion on November 20, 1970, re
gar&ing the inadequate funding, and consequent lack of adequate staffing, hous
ing, security measures and equipment to permit operation of the Bexar County 
San Antonio Food Stamp Program in accordance with requirements.  

As you know, at the time you changed from a Commodity, Program for Needy People 
to a Food Stamp Program there were approximately twelve thousand people bene
fiting from the Commodity Program. As you also know in October, 1970 there 
were sixty four thousand people benefiting from the Food Stamp Program, which 

continues to grow.  

In January, 1970, at your request, a plan was submitted, including a cost est
imate, for the establishment of three strategically located and fully operational 

Food Stamp Program centers to relieve the over-crowding and intolerable conditions 
at the one existing center, to say nothing of better serving participants. This 
plan called for a minimum of thirty eligibility workers, and a comparable in
crease in other staffing. Subsequently, and again at your request because of a 

question of funds, this plan was revised downward to only twenty eligibility 
workers-with a related increase in other staffing, and we have continued to oper
ate an inadequate program with only one operational center. This, was possible 
initially only by the use of various Housing Project offices, made available 1to the Department of Public Welfare for public assistance program administration, 

for Food Coupon issuing on a part-time schedule to Public Assistance recipients 

only. It was understood at the time this make shift plan was set up that it 
could only be temporary. Under this plan it has been found that cashiers selling 
Food Coupons end sales on some days with large sums of money and no security 
measures or protection.

I1
Presently the caseload of the Food Stamp Program is such that a minimum of 
thirty-six eligibility workers, with the appropriate increase in other staffing,

70



would be required. As you are aware there is no way to predict what the case

load will be eventually.  

We firmly believe that a Food Stamp Program will more adequately meet the 

nutritional requirements of individuals and families in need of Food assist

ance than will a Commodity Distribution Program, aside from the problems for 

participants which are inherent in a Commodity Distribution Program in terms 

of taking what is available and transporting large quantities of food on a 

monthly or semi-monthly basis and properly storing such foods until they are 

consumed. This is opposed to the Food Stamp Program wherein participants 

buy the food they want, when they wish, where they wish and in such quant

ities as are needed. On this basis it can be said that to some degree part

icipants retain more freedom of. choice and dignity in a Food Stamp Program.  

In the final analysis it was our understanding that County Judge Blair Reeves 

favored trying to work out some plan and additional financing to permit con

tinuation of the Food Stamp Program. On the other hand, City Manager Henckel's 

position as stated was that he could not recommend to the City Council that 

any additional funding be made available for the operation of the Food Stamp 

.. Program and that he favored reverting to a Commodity Distribution Program.  

On the above basis, and as much as we regret the necessity for the action, 

we are taking this means of advising that unless in a very short time we 
have some solid assurance that funds will be provided to staff, house and 

operate the Food Stamp Program properly, we propose to exercise the option 

provide our Food Stamp Program contract and end the Program as of the close 

of business, January 29, 1971. In this event we will cooperate in every way 

possible in the re-establishment cf a Commodity Distribution Program. If 

this is in accordance with your wishes; work to this end should be initiated 

immediately.

Very truly yours,
,1

Burton . Hackney, Commiss oner

BGH: jj

cc* Mr. Martin Garber, Regional Director, USDA 

Mr. Jerome Chapman, Assistant Commissioner 

Miss Evangeline E. Lane, Director, Legal Services Division 

Mr. Marlin Johnston, Director Field Operation Division 

Mr. Burton Raiford, Director, Fiscal Division 

Mr. W. M. Herndon, Director, Commodity Distribution Division 

Mr. William Woods, Public Information Officer 

Mr. Raymond Cheeves, Regional Administrator

H"1'



I,
Bexar County 
Expenditurc- Proposed

Salaries

Supervisor II @ $820.00 
Sec. TI @ $397.00 
Admin. Tech. II @ $610.00 
Steno II @ $397.00 
Accountant II $719.00 
Accountant I @ $610.00 
Acet. Clerk III @ $500.00 
Clerk II $372.00 
Cert. Wkrs. @ $552.00 
Clerk Typist I @ $348.00 
1/2 Time Jani~tors @ $.163.00

$ 9,840.0 
4,764.00 
29,280.0 
19,056.0 
8,628.0 
29,280.0 
48,000.0 
44,640.0 

264,960.0 
83,520.0 

7,2824 . 0

0 
0 
0 
0 
0o

Total Salaries

Retirement Matchingc @ 5% 
OASI Matching (5.2 eff. 1/1/71) 

Total Matching 
Total Salaries & Matching 

II. Travel: $25.00 per month 

(Supv. , 4 Admin. Tech.

27,490.00 
28,2589. 00

$549,792.00 

56,079.00 6 - C7 1 n

& 40 Wkrs. ) 13,500.00

I. Office Expense 
Postage., Supplies, Armored 

@ $900.00 

Total Estimated Expenditures 
Less: Estimated USDA Reimbursement 

(Schedule Attached)

Car Service

Estimated Annual Cost.

Note: Above Salaries based on Salaries now in effect. Increases 

provided by Legislature during coming session would have to 

OASI computed at 5.2% effectivP 1/1/71

10,800.00 

630,171.00 

2179873.00 

$2 298.00

if any, 
be added.

Estimated Annual Expansion

.1 
4 
4 
1 
4 
8 
10 
40 
20 
4

0 
0 
0 
0 
0 
0

-:-

$ /5,7..0

t
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Schedule for USDA Reimbursement

Salary Supervisor IT.  

Salary 40 Cert. Ukrs.  
Salary 4 Admin. Tech.  

Retirement Natching 
OASI Natching 

Total

Estimated 
Annual. Cost 

$ . 9,840.00 
264 ,960.00 

29,280.00 
15,204.00 
15,8.2.00 

.35,096*00

$167,548.00
1/2 Paid by USDA

13,500.00
Travel

1/2 Paid by USDA 

Total Expenditure
348,596.00

Total Salary & Travel 
Paid by USDA 
Plus 25% of $174,298.00 

Total Estimated Reimbursement by USDA

174,298.00 
43,575.00 

$217,873.00

Paid By 
USDA

6750.0

-; -- - - --

- - .  r
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