
I N T R O D U C T I O N

Alameda County is undergoing a massive re-archi-
tecture of its service delivery system for the pur-
pose of supporting its many Welfare-to-Work initia-
tives in the community. The present system, with its
scattered array of services and disparate informa-
tion delivery systems, must be redesigned and
updated if it is to meet the expectations of the com-
munity and the mandates of welfare reform. For a
Welfare-to-Work program to be successful, jobs
obtained being the measure of success, transforma-
tion of the system must occur in three areas: in the
client, in the staff, and in the office environment.
The project I have chosen focuses on the office
environment, specifically, changes needed in the
information delivery systems. So I took the follow-
ing questions to San Mateo County: What computer
systems have been setup to support the workers?
How are the various systems linked together? And
has the County initiated an Intranet?

By way of background, Alameda County Social
Services Agency currently provides case manage-
ment and automated telephone support to recipients
on over 44,000 cases. These cases are currently in
four different locations throughout the County. We
have determined that implementation of a Benefit
Center with file management and information deliv-
ery technology is critical in helping us to meet the
needs of our clients and enhance customer service.

The Benefit Center will consolidate recipient case-
loads from around the County into a single build-
ing, allowing us to employ state-of-the-art file man-
agement and computer technologies, and house a
telephone service center to expand our telephone
support system. 

Our Agency is in the process of modernizing its
management information system, filing system, and
telephone support system. Presently our filing sys-
tem is setup alphabetically. We will be converting
to a terminal-digit system that will allow us to
employ the latest file management technology and
systems. Eligibility Technicians will perform fewer
clerical functions affording them more time for cus-
tomer service activities. Additionally, greater accu-
racy and efficiency in file management will reduce
errors in eligibility determinations. This PC based
system will allow for improved communication such
as email, shared folders, and an Intranet. This will
allow Eligibility Technicians immediate access to
updated procedures and regulations, and greatly
enhance the County’s CalWIN preparedness.

The Telephone Service Center (TSC) will be a major
addition to our Interactive Voice Response (IVR)
system. The TSC will have 26 dedicated agents to
personally assist our customers who require help
beyond IVR. TSC agents will be supported by
Computer Telephony Integration; a system that
automatically provides the customer’s information
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on screen as the call arrives.

S A N M AT E O C O U N T Y A U T O M AT I O N
S Y S T E M S

In 1996, San Mateo County implemented a study
that became the basis for the design of a computer
system that provides an electronic infrastructure to
support the needs of an “integrated agency”. The
system named SMART (San Mateo Access to
Resource Tracking) links to several human services
systems such as the Welfare Case Data System
(WCDS), the GAIN Information System (GIS), and
the Job Training Automation system (JTA), to name
a few. 

Because SMART has been created using an open
architecture, it can be run using a variety of data-
bases, web browsers (for their Intranet), and operat-
ing systems with little or no system changes
required. The other enabling technologies are a
Windows desktop, middleware, relational database
management system, and an Intranet. In addition,
SMART is a table-driven system, so variables such
as city names and programs are controlled entirely
by the County. The core modules of SMART are as
follows:

Client and Household Information
Management

SMART supports the universal intake concept
whereby one worker enters information about the
client and/or household, then the data is available
to computer systems that have been identified to
interface with SMART. These interfaces reduce
duplicate data entry while increasing data accuracy.

Service Management

SMART supports a team approach in that a group
of workers (benefit analysts, counselors, trainers,
etc.) all work together to aid the client in attaining
self-sufficiency. Electronic pre-screening can be
performed and automatic referrals to various
departments and community-based organization can
be produced. All of these services and programs the
client is participating in can be viewed, monitored,
and tracked, and sanctions can be applied and
monitored. The following programs are part of the
collaboration to serve clients: Food Stamps,
JOBS/One Stop, JTPA, housing, MediCal, mental
health, protective services, school to work, and sub-
stance abuse, with other programs being added.
Furthermore, feedback can be obtained via auto-
mated surveys and the recording of outcomes at
various levels.

Program Coordination

SMART enables users with appropriate security
access to update program-specific elements in the
system. For example, providers, courses, surveys,
and regulations can all be entered and updated by
users defined as Program Coordinators.

System Administration

System administrators have full control over user
profiles, system parameters, and reference table
entries.

Workflow Management

Tasks can be assigned to various users, and these
tasks can be sorted and tracked.

SMART is now up and running in San Mateo
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County. New modules are added monthly to the sys-
tem through what is called an iterative and incre-
mental developmental life cycle. One of the next
modules to go into full production will be the
Agency’s Intranet. The expressed purpose of the
Intranet is to “reduce or eliminate the need to dis-
tribute paper copies of the following document
types by ‘publishing’ documents to the Human
Services Agency Intranet: handbooks, all county
letters, all county information notices, administra-
tive memoranda, and forms”. The benefits that the
Agency expects from the Intranet are many:

• Provide online publishing, viewing and printing
of all documents to all Agency staff via and easy-
to-use Intranet browser.

• All online documents will be the latest version.

• Provide secure access to specific documents.

• Reduce or eliminate staff time for the distribu-
tion and maintenance of Agency forms and docu-
ments.

• Low cost relative to client/server based systems.

The Agency is still in the pilot phase and antici-
pates full roll out of the Intranet sometime in June
of this year. Attached are copies of a search done
on San Mateo County’s Intranet prototype. It shows
what an employee might see when searching for the
latest information on Food Stamp income and bud-
geting.

During this pilot period, the emphasis was on Aid
Program resources. A separate workgroup was
formed with representatives from each aid program.
They were asked to look at the following:

• Table of Contents (How it looks, how it is
arranged, can staff find what they want?)

• Notification (How would staff like to be notified
about Handbook or procedure updates? About all
county letters? About memos?)

• Accessibility (Can staff easily access the Intranet
when they need to look something up? Do they
need hard copy backups available?)

• Culture Change (How can staff be encouraged to
let go of the paper?)

• Training (What training will end users need?
Intranet administrators?)

W H AT I S A N I N T R A N E T ?

An Intranet is an Internet-like private network that
runs within the walls of the Agency, usually behind
an electronic barrier known as a “firewall.”
Typically, from an Intranet, you can pass through
the firewall and get out to the Internet for the pur-
pose of sending email. For agencies with internal
networks such as LANs (Local Area Networks) and
WANs (Wide Area Networks), there have long been
obstacles that can keep users from utilizing the full
network capabilities. For example, finding a file
and having a means to share information within a
particular department may not be as easy or as pos-
sible as employees and managers would like. Many
networks still force users to employ commands that
are unique to the systems. 

The Internet, however, has been designed as an
open system that allows users of many different
kinds of computer platforms, such as PCs, or main-
frame workstations to exchange text, graphics, and
other files. So moving those capabilities to a sort of
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mini-Internet behind a firewall gives an agency
greatly improved capabilities for its network.

Basically, to create an Intranet that uses now-famil-
iar Internet procedures, you add a Web-type server
and appropriate software to your existing LAN or
WAN and add appropriate browser software to the
networked computers or workstations. Since the
Intranet takes its technology directly from the
Internet, the similarities make it possible for agen-
cies to use the readily available HTML (hypertext
markup language) to design Web pages for users
and departments on their internal system.

With an agency Intranet, HTML formatting codes
can be inserted into many documents, which will
then make them searchable, viewable and down-
loadable on all connected workstations (PCs). With
the addition of a good search engine, employees
can hunt electronically for the files or information
they need. 

Documents such as procedures, employee hand-
books, directories, and healthcare benefit sum-
maries that are used by everyone in a company can
be published on a Web server. All employees can
then have access to the documents, and every
update that is made can be posted immediately. For
example, an employee may need information about
a new procedure and can download it straight to
his/her computer’s hard drive. The easier informa-
tion access provided by an Intranet can help reduce
the cost of copying, retyping and distributing infor-
mation; it can also eliminate the need to store mul-
tiple paper copies in the various departments or on
employees’ desks. Standardized internal forms also
can be made available on the Intranet, so users can
electronically fill in and submit purchase orders or
provide updated personal information to the Human
Resources Department, without physically trekking

from one building to another.

To summarize, an Intranet connects people together
with Internet technology, using web servers, web
browsers, and your current data warehouses (CDS
and GIS, for example) in a single view that every-
one can easily learn. It is not the Internet; an
Intranet does not have to be connected to the
Internet, although it can be for sending mail or
other information to outside organizations. It is not
the agency’s LAN or WAN, the Intranet exists
alongside and interconnects with these networks. It
is not merely an email program, although that is
one of its functions.

A L A M E D A C O U N T Y

Where does Alameda County and its Social
Services Agency stand now in regards to automa-
tion? The County is a member of the CDS
Consortium and as such will be asked to vote on a
joint maintenance agreement regarding the expan-
sion of the SMART system to all CDS counties. The
SMART system is being put forth as a possible
transition from the present CDS to CalWIN
(California Welfare Information Network), which is
scheduled to come online in four years. A work-
group within the Agency is preparing a recommen-
dation for the Director regarding the possible
expansion of the CDS. Because this workgroup will
be making a recommendation on SMART and CDS,
the balance of this paper will focus on recommen-
dations for an Intranet within the Agency.

At present, Alameda County’s Information
Technology Department has set up a web page on
the Internet
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A L A M E D A C O U N T Y O N -L I N E

Alameda County is located on the East Side of the
San Francisco Bay and extends from Berkeley and
Oakland in the north to Fremont in the south and
Livermore in the east. Most of the County’s popula-
tion is concentrated in a narrow plain between the
Bay and the East Bay Hills. North of Hayward, the
area is highly urbanized and includes many older
residential and industrial areas. South of Hayward
there remains substantial buildable land, but this
area is rapidly urbanizing. Fremont, in particular, is
a rapidly expanding center for Silicon Valley high-
tech firms. East of the East Bay Hills is the
Livermore Valley area, which has been largely sub-
urban or rural in character but is also rapidly
urbanizing. 

O T H E R A L A M E D A C O U N T Y S I T E S :

• Economic Development Alliance for Business
(EDAB) 

• Waste Reduction and Recycling Information 

• Board of Supervisors/Departments and Agencies 

• Employment Opportunities 

• Home | Search

• The benefits of having an Intranet were ade-
quately described above and will not be repeated
here. Intranets have already been established in

a few County departments. The County
Information Technology Department (ITD) has
already obtained the requisite Intranet servers
and server software. The Social Services Agency
will not have to spend the approximately
$100,000 needed for these items to set up its
own Intranet. I have attached as an appendix:
the ITD’s Procedure for Submitting Web
Site/Intranet Materials dated 1/22/98, and the
ALCOweb Home Page and ALCOforms Online
(Example of online forms available on the
Alameda County Intranet)

The Agency will have to obtain end user software
(Microsoft Internet Explorer or Netscape Navigator)
and have it installed on all machines that are to
access its Intranet.

The immediate tasks for the Agency are to set up a
Content Development Workgroup, and a Site
Maintenance Workgroup. The Content group should
be comprised of end-users and Information System’s
Division staff. It was strongly suggested to me that
the program knowledgeable staff should take the
lead, rather than the IS staff, to ensure a more
usable end-product. The initial concentration
should be on Aid Program resources. As the Benefit
Center will be the first location to go online, these
resources should be for Food Stamps, CalWORKS,
and General Assistance. In addition to content, this
group will have to design a table of contents, deter-
mine notification procedures, determine levels of
accessibility, and work with Staff Development on
training needs. The Site Maintenance group should
focus on the technical aspects of keeping the site
up and running.

Following is a list of questions to help direct the
Content Development Workgroup:
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Determine the Following 

1. Primary and secondary goals of the Intranet
2. Primary and secondary goals of the client/pub-

lisher 
3. Primary and secondary audience description

(interests, needs, shills, capabilities, assumptions)
4. Audience capabilities (platform. browser/app,

connection speed, degree of Net savvy and net
experience) 

5. Platform descriptions (make, models, RAM,
hard drives, CD-ROM, data load for each) 

6. After you have thought through these issues,
rethink the goals. 

7. Are they the true goals or merely the obvious
ones?

Content 
Does this Intranet use primarily existing content?
1. If yes, how is it to be repurposed? In what ways

will it be made appropriate to the interactive
medium?

2. If new, how will it be captured and created?
How much will there need to be? 

3. Does this Intranet use data entered by users? If
so, how much and in what forms?

4. What can be done with it once entered?

Structure and interpretations 
1. What is the primary organization of the content? 
2. What are other organizations that can be made

available for other modes of searching, viewing,
browsing, learning, exploring, and understand-
ing? 

3. What are the main presentation ideas of the
structure of the title/project? 

4. What are the most important and compelling
features? 

5. Are there any novel interactions? If so, what are
they? 

6. Will any new or emerging technologies be
employed? 

7. Will the audience be able to use them (or will
the audience be given the necessary means and
support to use them)? 

8. What is the level of interactivity? 

Sensorial Design 
1. Describe the overall visual elements and styles

of this Intranet (use adjectives if necessary). 
2. Describe the overall auditory elements and

styles. 
3. Describe the text elements and written portions. 
4. Describe any ideas about animate style and use. 
5. Describe any ideas about video style and use. 
6. Describe the sophistication of programming

needed. 
7. Describe any current authoring systems that are

intended for use or modification. 

Team 
1. Who are the primary members of the production

team? What are their roles and responsibilities? 
2. What is their experience? 
3. Are there technical, programming, and media

professionals represented on the team? 

APPENDIX

• Alameda County Information Technology
Department (Procedure for Submitting Web
Site/Intranet Materials)

• ALCOweb Home Page + ALCOforms Online
(Example of online forms available on the
Alameda County Intranet)

• San Mateo County Human Services Agency
(Example of an Intranet search for information on
Food Stamps)
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