CONNECTING TO THE WORLD OF WORK: SAN FRANCISCO'S
WELFARE TO WORK PROGRAMS
Donna M. Wocher*

INTRODUCTION

The passage of the Personal Responsibility and Work Opportunity Act of 1996 ("welfare
reform™). mandated a change in the framework of welfare programs. New federal and state
guidelines emphasized self-sufficiency and work readiness with timelimited allowances for aid.
In response to this mandate, in 1998 California's state legislature created its own program called
CalWORKS. The purpose of CalWORKSs is to provide job readiness and work opportunities for
those transitioning off welfare into work. San Francisco's Department of Human Services
provides CalWORKSs services in a broad "workforce development strategy to secure stable
employment and permanent exits from poverty for low-income residents of the City."* To create
and implement this strategy, the San Francisco Department of Human Services, small and large
businesses, and community-based organizations joined together to create a "highly coordinated
workforce development system to link welfare recipients and other low income residents with an
array ofjozb readiness, skills training, job placement, retention, career advancement and support
services.”

The subject of this case study is to examine particular components of this integrated system,
specifically the partnership between job seekers, service providers and employers - large and
small businesses in San Francisco County. How -are clients prepared to step into employment in
these businesses, and what has been the response from employers? What kind of training and
career development is being offered to employment-placed clients? And how is success
measured in terms of performance outcomes? These questions will be answered followed by a
discussion about how San Mateo County's Human Service Agency might benefit from the lesson
learned and the initiatives underway in San Francisco's Department of Human Services.

WORKFORCE DEVELOPMENT STRATEGIES

Beginning in 1998, San Francisco's Department of Human Services, and the business community
in conjunction with the Private Industry Council (PIC) joined together in a campaign to address
the needs of participants as they moved from welfare to work. Three tightly interdependent
groups worked together to provide a unique system - the Private Industry Council, San Francisco
Department of Human Services and a series of subcontractors or community-based
organizations. This system serves to assess and develop training for potential new employees to
meet the labor shortages of the business community, and to link that training to CalWORKS
participants through community-based organizations. Acting as subcontractors, the
community-based organizations receive monetary incentives for developing new skill based
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Programs CalWORKSs and PAES
Z Ibid. Handout San Francisco’s Department of Human Services — February 1999



programs, delivering the training, placing participants in jobs, and providing retention services to
participants while they are on the job.

This strategy was implemented by a call for contracts by the Private Industry Council in 1998.
Community-based organizations and other agencies made bids to become providers or
subcontractors willing to operate a work readiness, job placement and job retention program or a
job training, placement and retention program for CalWORKSs participants. Essentially, the
Private Industry Council (PIC) took on the role of the "grant contractor” while the Department of
Human Services became the supplier of ready and capable participants and the community-based
organizations, acting as subcontractors. became the providers of job readiness, work experience,
vocational assessment, and vocational training. To meet the diverse needs of the San Francisco
population, the subcontractor services were intentionally cultivated for delivery in various
languages, such as Cantonese, Spanish, Russian, Vietnamese, Tagalog, Cambodian, Korean and
American Sign Language.

The result of this effort is over twenty-three CalWORKS service providers offering a range of
job readiness, job retention, paid and unpaid work experience, supported employment, work
study and on-the-job training, as well as, vocational training directly linked to the needs of the
business community. The range of hard skills or vocational training includes 26 subject areas
ranging from accounting to health care, with new programs constantly in contract negotiations
(see attachment). The goal of all of these programs was and still remains the preparation of
CalWORKSs clients to enter and remain in the workforce.

CALWORKS PARTICIPANT
PREPARATION FOR EMPLOYMENT

The first phase of this integrated system begins with the Department of Human Service's
Employment Specialist who identifies participant's level of work readiness and links them to
appropriate resources and possible employment opportunities. Each of the Department of Human
Service's. 108 Employment Specialists is responsible for a caseload of sixty CalWORKSs
participants. They screen for aid payment eligibility, employment tracks and other service needs.
Typically participants meet with their Employment Specialists from four to five sessions to
finalize their eligibility, identify barriers to employment and develop an employment plan. The
Employment Specialist categorizes participants into one of three tracks: "low" market, "medium"
or "high" market tracks. The "low market" track is organized to help participants with little to no
work history move quickly into the job market to attain experience and acclimate to the labor
market. Training and support are provided to participants in this track through a five-day
workshop called Express to SUCCESS, or a participant may be referred to one of seven job
readiness, placement and retention sub-contractors. Based on the Curtis model of work readiness,
the workshops cover soft employment skills, such as, greeting customers, interacting
among/between peers and supervisory staff, listening, providing feed back, accepting and giving
constructive criticism, demonstrating conflict resolution and negotiation capacity, and the ability
to work in groups. Following the workshop, participants spend three weeks in an employment
center making phone calls to prospective employers and working with in-house job developers.
The Express to SUCCESS has done remarkably well in placement - approximately sixty- percent
placement rate.



Whereas, the "low" track participants participant in the Express to SUCCESS or one of the seven
job readiness community-based organizations, the "medium or high" market track participants
are funneled into various subcontractor programs aimed at providing participants with additional
hard or technical skills training and/or an internship to expand their opportunities. Participants
falling into these tracks typically have had previous job histories and strong personal interaction
skills. Employment Specialists may refer CalWORKSs participants for vocational testing, as well
as, provide participants with subcontractor program choices. Typically, the Employment
Specialist and CalWORK:Ss participant agree on two possible subcontractor choices (e.g., Arriba
Juntos and/or Jewish Vocational Center for training in nursing assistance), and the participant
investigates both programs before making a final decision on their welfare-to-work employment
plan. Once the participant and her/his Employment Specialist have agreed, the participant has
signed the official Welfare-to-Work Employment Plan, and identifying the subcontractor's
program as the participant's designated Welfare-to-Work Activity, the program components of
the system begin.

Following the agreement on the employment plan, Department of Human Services provides the
subcontractor with a copy.of the employment plan. The subcontractor, in turn is responsible for
providing the Private Industry Council with the employment plan and a completed PIC
Welfare-to-Work Enrollment Form. Once the participant is enrolled, the Private Industry Council
begins to track the subcontractor's services and the subcontractor provides periodic updates to the
Private Industry Council in return for payment. For example, enrollment into and successful
completion of the work readiness component contractually results in the subcontractor receiving
25% for enrollment (of the originally negotiated cost per client contained in the original
contractual agreement) and another 25% for the participants' completion of the program. Next,
the subcontractor has ninety (90) days after the client completes the work readiness component
to place the participants into unsubsidized employment (for a minimum of 20 hours a week and a
minimum wage of $6.50 an hour or above). This results in an additional 30% payment. Finally,
once the subcontractor has provided the participant who has been placed with retention services
as needed for a minimum of ninety days they receive an additional 10% followed by another
10% after one hundred and eighty (180) calendar days of placement. This then ends the
contractual agreement for that CalWORKS participant. To date, the Department of Human
Services has written over five thousand (5,000) work plans and over 50% of their clients are
employed. However, not all of these clients participate in subcontractor programs. A portion of
this total also participates in the Express for SUCCESS program.

In addition to providing periodic reports to the Private Industry Council, the subcontractor also
provides the Department of Human Services with monthly attendance and progress reports on all
active participants. Two absences or more than eight cumulative hours absent requires the
subcontractor to immediately contact the Employment Specialist. Employment Specialists
provide intensive case management in conjunction with the subcontractor who is also required to
maintain a Case Management Participant file. This interdependent workforce development
strategy is showing modest gains in placement. Current average placement rates are
approximately 40%. However, because contracts with the community- based organizations or
subcontractors have staggered start dates (some starting eight months ago - November of 1998
-and as early as two months ago -April of 1999), it is too early to calculate stable, long-term



placement rates. Retention rates for placed participants are being collected at 90 and 180-day
intervals. Again, data collected are staggered and incomplete. Sound retention figures will be
available, however in September of 1999.

SAN FRANCISCO WORKS AND THE SMALL
BUSINESS NETWORK

The relationship developed between Department of Human Services and large and small
businesses was influenced by the department's previous history of placing clients in employment
through the assistance of Greater Avenues to Independence's (GAIN) social workers. Positive
results from this early initiative provided employers with confidence in the Department of
Human Services ability to understand the business community's needs. Building on these earlier
gains, the San Francisco business community in concert with the Department of Human
Services, created two new initiatives in response to welfare reform. The larger of the two efforts,
San Francisco Works was created through the synergy of United Way, Chambers of Commerce
and the thirty largest businesses in San Francisco. While the smaller effort, called "Jobs
Network", was created to meet the needs of small businesses in the community.

San Francisco Works' mission is to oversee the identification of service needs of its largest
employers - that is identify shortages of workers in employment areas; identify the skills,
abilities and knowledge required to perform in these job categories; commission the development
of curriculum to address these needs, and see that training is provided to "work-ready"” customers
and clients. In short, San Francisco Works provides the "start-up” money and acts as an

incubator for new employment related programs to meet the changing and emerging needs of the
business community.

San Francisco Works supplies first time funds to community-based organizations and works with
them to develop the curriculum in close contact with employers. Once the materials are
complete, the community-based organization(s) provides the targeted training to participants.
Programs that are viewed as successful in serving the needs of the business community, that is
preparing and placing ready to work employees to address labor shortages, are funded for one to
two cycles and then are encouraged to submit proposals to the City and the Department of Labor
for future funding. Enrollment in affiliated programs with San Francisco Works has been high -
with 400 participants enrolled in the first year (200 enrolled per 6 month cycle.)

Whereas, the San Francisco Works initiative is coupled with San Francisco's thirty largest
businesses, the Jobs Network is focused on small business. Originally set up in 1998 with
leadership from the Small Business Network, the major objective of this initiative is to provide a
five-week job readiness program for individuals transitioning from welfare to work and intensive
job retention support once they are placed. Two community-based organizations, Juan Ventwes
and Jewish Vocational Services, provide the direct services of the Job Network. The Small
Business Network, in conjunction with two community-based organizations, Arriba Juntos and
Jewish Vocational Services, provides job readiness and some basic skills. Small business owners
identified the kinds of skills they needed and the community-based organizations developed a
five-week program that addressed those needs job readiness and basic skills. The



community-based organizations place clients in small businesses and provide intensive retention
services. And to date approximately 60-70 job placements have occurred in this program.

Skill-based programs that emerge from the San Francisco Works and Small Business Network
efforts become part of the larger performance based contracting system that includes over
twenty-six subcontractors services available to CalWORKSs participants and administered by the
Private Industry Council.

NEW INITIATIVES UNDERWAY

Career development and additional training programs are now in the contract negotiation or
request for proposal stage. Areas being explored include career counseling, job coaching and
crisis management, as well as, on-site vocational English as a Second Language (ESL). For
part-time workers, a career advancement package including career counseling and course work
through community colleges or other training providers is being considered.

San Francisco Works, Employment and Training Panel (ETP) and the Department of Human
Services is discussing how to use some of the existing formula monies, anticipated funding from
the Department of Labor, and other grant monies for work-site based training. Securing the
money is only part of the issue. Still to come is negotiating with businesses to allow release time
for previous welfare to work participants to attend paid on-site training. However, with a strong
track record of success and a spirit of innovative, the Department of Human Services is well
positioned with business to come up with creative measures to address this and other challenges.

FURTHER EXPLORATION FOR
SAN MATEO COUNTY'S HUMAN SERVICES AGENCY

The Workforce Investment Act of 1998, signed into law on August 7, 1998, focuses federal and
state dollars on meeting the needs of business for current and anticipated skilled workers within
industries. The legislation commissions the creation of local Workforce Investment Boards to
identify the needs of local business and oversee a system for connecting job seekers with the
right training to fill shortages. In short, the intent is to identify labor shortages, the competencies
and skills required to perform in job "shortage" categories, and authorize the use of new or
identify existing skill training programs by eligible participants to meet these needs. In some
respects, this is similar to what the San Francisco Works project accomplished and would be
worthwhile exploring in more depth. In particular, because the Workforce Investment Act
includes provision of services to adults 18 years and older who are recipients of public assistance
and other low-income individuals in areas were funds are limited.® For example, some questions
to be answered might include: How were the politics of such an arrangement between the
business community, the Chamber of Commerce, United Way and the Department of Human
Services negotiated? What method of governance did the San Francisco Works committee use?
What were some of the barriers in convincing business to employ public assistance participants?

® U.S. Department of Labor Employment and Training Administration, September 1998. Workforce Investment Act
of 1998; available from httl2://ivww.usworkforce.org/Runningtext2.html; Internet; accessed 17 June 1999 by Donna
M. Wocher




What methods of training and skill delivery seemed to work particularly well in serving both the
business community and participants?

Another area of exploration might include the performance based payment system set up with the
subcontractors through the Private Industry Council. How have the subcontractors reacted to
receiving payment for services over time? What are some of the shortcomings? How might this
system be used in part or in its entirety in delivering skill training in conjunction with the Work
Force Investment Act? Could adult and dislocated workers use their Individual Training
Accounts under the Work Force Investment Act system to pay providers in a similar fashion?

These two strategies, used by San Francisco's Department of Human Services, could be
beneficial to our agency in particular as we move into the implementation of the Workforce
Investment Act. In addition, the performance based strategy used by DHS in working with
community-based organizations may prove useful in delivering additional "hard" skill training,
job placement and retention services for our remaining clients who have multiple and intense
employment needs.



PRIVATE INDUSTRY COUNCIL
of Sax Francisco, Inc.

SF. CelWORKs WELFARE-TO-WORK SERVICE PROVIDERS

SUBCONTRACTOR
Arrlba Juntos

1850 Mission Street

San Francisco, CA 94103
(415) 863-9307

Fax (415) 8639314

PROGRAM ' DESCRIPTION

Lite sidls tradning.
Job search and refemral

Job retention and supporve services.

wahm)mumuumm.

ENTRY REQUIREMENTS

CalWwORKs parficipant.

Exghteen (18) years or cider and
employed, & minimum of § hours per

Mrermum 8.9 grade resding and
math. Engiah score of 209 on
CASAS.

(CJT) training to become Narso Assistarts or
Home Health Aldes.

Jab referral, placement and retention.

CalWORKs participant.
Minimum Sth grade and
math. English scere of 400 on
CASAS,

Homsemaker Training. Care for the homebound
papalation

Job rederral, placement and redention.

CalWORKs particpant.

Minimum Sth grade reading and
math. Englat score of 400 an
CASAS.

Design
1232 Conneclicut Street
San Francisco, CA 94107

Caroor counseling, fite sidll training, job referral,

Campretonsive compuier sCftwarm Yranng. Mirirrum 60 grade reading and
Job referral, placament and retonton. e i A
Asian Nelghborhood Hands-on training in carpentry, corstruction and| CalWORXs paicipant,

Al laast 17 years of age.
Demonsirated interest and aptitude.

1727 Mission Street

accounting, office sidils, building and sales.

(415) 648-7070 placemant and advocacy o enhance Minimum Sih grade reading and

Fax (415) 648-6303 relention, . math. ESL Level 6,

Catholic Charities-REAP | Vocational Engish-as-a-Second Langusge CalWORKs particpant.

814 Mission Street, (VESL) classes and work readness worshops. | . o roges 2

w S One-on-one job counseling, case management, | under 240 in English on CASAS).
fanceco, placement a===tance, retenton and support

(415) B44-7417 services. . Paricipate af wast 26 hours weokdy.

Fax: l“lﬂ“‘—d?ﬂ

Center for Employment Vocational training in shipping and recenving. | CalWORKs partidipant.

Training warehouse operations, medical assisting,

No preroquisites or entry tests.

pre Work readinass, work expanance ::u Mwm.:am
oI e

v T felenton and SLPPOrtve services. T willhy
255-0eh Street g prowided by Caty College. 2R market
San Francisco, CA 94103 Parmcipants hone their verbal and fiteracy skills,
(415) 863-6306 create an and publish their work,
| Fax 885-1832
Family Service Agency of Health care services, admnistratve and clencal | CalWORKs participant.
San Francisco sarvices. QUT provicded by Kaleor-Pemenente. | 5c i mm ot grade reading level and
San Francieco, CA 54100 | FSAS povides wok rencinss workahops. o 5. iy AN

SOMviGes, worksie

(415) 474-7310 supervision and meaaton and 1olow-up o e
Fax (415) 9313773 counseing

1650 Mussion Street, Suite 300, San Francisco, CA $4103-2490
415/431-8700 Fax415/431-8702 TDD S00/735-2929 (CRS)
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SUBCONTRACTOR

Glide Memorial Church
(Job Skills Program)

: PROGH Ar. oescm?non

Pamun:rq)-ﬂh Cﬂycolego Hospitafty
Training Progeam.

. ENTRY REQUIREMENTS .
CaMWORK= particpant.

Minsrmum 8th grade reading and math
330 Efiis Street, Room 401A | ek readiness, placement assistance, job level. No active substance abuse
San Francisco, CA 94102 meatoring, job retenticn, supportwe services | problem and a stated willingness to
(415) 441-5627 and intemships in the Giide Food Program, adhere 10 program narms,
Fax: (415) 441-5657
Goodwill Industries, Inc. Work readiness classroom actvities, CalWORKs pasticipant,

1500 Mission Street

San Francisco, CA 94103
(415) 575-2145

Fax: (415) 575-2170

mmmm.pmml@
administrative offices. Flacement and retention,

Minimum 4%h grade reading and math
level.

Jewish Vocational
Service

77 Geary Street, Suite 401
San Francisco, CA 94108
(415) 391-3500

Fax: (415) 391-3617

Training for Cenified Nurse Assistants (CNA)
&nd Home Health Care Aides (HHA),
Work readiness da=zz, CNAMHHA {raining, job

search/placement, b relention, suppartae
sendces and career advancement assistanca,

CalWORKs parcipant.

Minimum 5th-6th grade reading level,
4th-5th grade math level.

Juma Ventures.

747 Fromt Street, Suite 200B
San Francisco, CA 84111
(415) 247-8572

Fax: (415) 2476579

Pannership with Jewish Vocational Service to
ﬂu@.mmwmm.pb
placement, job relention and suppon sefvices.

CalWORKs participant.

Marimusm 91h grade reading and masth
level

Fluency in English desired.

Misslon Language and
Vocalional School

(FIT Program-Families in
Transition)

2929-1%h Street

San Franciseo, CA 94110
(415) 648-5220

Fax: (415) 6480262

Collaboeation between Mission Nei

Centers (MNC), Famiies In Teansition (FIT),
Mission Day Care (MDC), Institito Familar de 1a
Raza and MLVS. MLVS will provide vocaltional
u:mhgamralo&aﬁarﬂ-ﬂm

COMPrenNensaa SUPDON Saavices.

CalWORK= participant,
Targeled group s low-income Latino
parents transioning from public

assislance.

ommummmam

Morrisania West, Inc.
205-13th Street, Suile 300
San Francisco, CA 94103
(415) 5524560

Fax: (415) 552-4137

Custodialjanitonal training. Centificale program
st City Coliego (108 howrs).

In conjunction with Janitorial Union Local 87
SEIU will recnut, train, provide work readiness
waorkshops and conduct job placement.

CalWORKs participant.

Open to al levals of reading and
math.

Northern California
Service League

Work readiness trainng.
Job search, job placement services, job

CalWORKs pasticipant.

Pretarence for ex-cHenders and
28 Boardman Place retention and supportive senicas. non-custodial parents,
San Francisco, CA 94103
(415) 8632323 Open to all lavels of reading and

Fluency in English desired.

Fax: (415) 863-1882 - -
The Family School Work readiness traming. CalWORKs participant,
548 Fillmore Stroet Job search, job placement services, job Opan to all levels of reading and
San Francisco, CA 94117 retention uﬁlmm math, -
(415) 554-0425 . .
Fax: (415) 554-0440 SUINEEY S N diEent
Toolworks, Inc. CustodialGanional training. Training is directed | CanvORNs participant.
1118 Market Street, Suite 200 | pimanly to individuals with disabiites. Open 1o all levels of reading and
San Francisco, CA 94102 Certificate program at City College (108 hous) math.

(415) 621-8665
Fax: (415) 621-8943

and E&-week pad interm=hp at Tookworks.
Job placament, retlenhon and supportive

sarvices.




"SUSCONTRACTOR PROGRANM DESCRIPTION

ENTRY REQUIREMENTS -

Visitacion Valley Jh:hs. Work readness training. CalWORKs participant.

Education & Training Job B acement services, job Open 1o all levels of reading and

333 Schwerin Street rmmmwmagmm Sonican math,

San Francisco, CA 84134

(415) 229-2866

Fax: (415) 239-8146

Young Community Work readiness training. CalWORKs participant.

?;V;]Y"P“; X Jab search and job placement services. Minimum 7th grade reading and math
osemile Avenue R level. Fluency in English dasired.

San Francisco, CA 94124 Job reteation and supportive Senicas,

(415) 822-3491

Fax (415) B22-4958




Name: Social Seaurity No.:
Address: Telephone Number:
Component Code #:

Subcontract Period: From:

PRIVATE INDUSTRY COUNCIL
of San Francisco, Inc.

CalWORKs WORK READINESS INDIVIDUAL REFERRAL SUBCONTRACT

PART | - PARTICIPANT INFORMATION -

To:

PART Il - SERVICE PROVIDER PROGRAM DESIGN -

. hereafter referred 1o as the Subcontractor, will operate a Work

mmmmmmmemmummw
prepare hovfem to enter indo and remain in the workforce.

A

Recruitment and Seclection

Subcontractor will enroll the CaWORKs participant referred by the San Francisco Depantment of
Human Senices (DHS) Employment Specialists (ES) once the participant and hermis ES have agreed
and the paricipant has signed an official Wellare-lo-Work Employment Plan, identifying the
subcontractor's program as the paricipant's designated Wellare -10-Work Activity.

Program Component Structure
mmm-mumummmmm
appropriate documentation for enroliment into and successiul completion of this component.

Job Placement Component - Subcontzactor will have 2 period of ninety (90) days after compiletion of
mwmmmwmmmmmmmumwm.

mwaw—smumumwmmmmm
mmmuwhamdu&mmm(tmmm
after placement.

PART il - PARTICIPANT RESPONSIBILITIES .

I,Num-ﬂMhmmthnlmuimdmme
program requiremenis and securing and retaining employment.



PART IV - SERVICE PROVIDER INFORMATION

Provider: Subcontract #:
Address: Contact Person:
Telephone Number:

PART V - SERVICE PROVIDER PAYMENT SCHEDULE

$ for enrcliment into the Work Readiness Component.

s tor successiul completion of the Work Readiness ComponentL

$ for placement into unsubsidized employment for a mmnimum of 20 hours a week and a
minimum wage of $6.50 an hour or above.

s for retention on the job lor minety (90) days.

3 for retention on the job for one-hundred eighty (180) days.

PART Vi- ADDITIONAL SERVICE PROVIDER RESPONSIBILITIES

*  Subcontractor will maintain a Case Management Participant file,

+  Subcontractor wil notify the participant’s Employment Speciakist if the participant misses two (2)
consecutive days of the program or if the participant’s attendance falls below 80%.

=  Subcontractor will report all participant outcomes (o the PIC, including completion, ptacement, 90-
day retention, 180-day retention and termination, within five (S) days of the actual date of the
oulcome,

+  Subcontractor wil submit two (2) copies of the CalWORKs Fee For Services Outcome Payment
Request form (CaWORKs 110) to the PIC no later than the seventh (7) day of the month following

the month of the activity.
PART VIl - SIGNATURES
For the Service Provider For the Private Industry Council
Sgnah e Drste Sigrature Cate

Name and Tike Name and Title
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