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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 CaIWORKs is to provide job readiness and work opportunities for 
those transitioning off welfare into work. San Francisco's Department of Human Services 
provides CaIWORKs services in a broad "workforce development strategy to secure stable 
employment and permanent exits from poverty for low-income residents of the City."1 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 of job readiness, skills training, job placement, retention, career advancement and support 
services.”2

 
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 CaIWORKS 
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, 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 CaIWORKs 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 CaIWORKs 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 
CaIWORKs 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 CalWORKs 
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 CalWORKs participants for vocational testing, as well 
as, provide participants with subcontractor program choices. Typically, the Employment 
Specialist and CalWORKs 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 CalWORKs 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.3 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? 
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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. 



 



 



 



 



 



 



 



 



 



 


