
The circumstances that led up to the collaboration
between the San Mateo Human Services Agency
and the San Mateo Community Colleges were the
inevitable changes necessary in the Agency’s ser-
vice delivery model for program services as a result
of the federal legislation to implement Welfare-to-
Work (welfare reform) and the Workforce
Investment Act. The Workforce Investment Act
established the One-Stop centers, which brought
together a variety of human services providers and
employment specialists into one location with the
common goal of moving the client into employment
as quickly as possible. The elements of the One-
Stop centers included job search, job development,
assessment, skills training, supportive services, job
retention, and staff development.

The San Mateo Human Services Agency (Agency) is
a “Work First” county, and in 1997-1998, the
Shared Undertaking by the Community to Enable
Self Sufficiency or SUCCESS Service Delivery
Model was implemented which significantly
changed the components of their Welfare-to-Work
program by adding the expectation that clients
receiving aid and other services were also expected
to attend SUCCESS workshops.

The SUCCESS Service Delivery Model significantly
changed the way that the San Mateo Human
Services Agency was providing services for their
clients. It was evident that the change in the ser-
vice delivery model was going to have a consider-
able impact on the Agency’s staff. The staff was

going to need new skills to meet the needs of their
clients. Previously, the focus was on establishing
eligibility, now the focus would be changing toward
helping the clients move toward self-sufficiency.
The focus was now on performing a “family assess-
ment.” This meant that the workers would need the
necessary training and skills to meet these changes
brought on by the change in the Agency’s culture
and service delivery model.

The Agency joined the State Department of Mental
Health and Department of Rehabilitation
(DMH/DR) which were developing a statewide col-
laboration know as the Human Services
Educational Collaboration (HSEC). The HSEC
would address the training needs of their staff cre-
ated by similar circumstances and concerns for
their clients such as Welfare Reform and managed
care for Community Mental Health. A tremendous
amount of time and effort was spent in the develop-
ment of the curriculum that was designed to
“empower” the workers with valuable skills, provid-
ed them with a set of values that were linked to the
SUCCESS Service Delivery Model, and facilitated
the change in the Agency’s culture to meet the
needs of the client.

The first two courses that were developed for the
HSEC consortiums were: Introduction to
Counseling and Interviewing and Employment
Support Strategies. From this approach, blossomed
the concept of a certificate program for a
“Community Services Specialist” to be offered
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through the Community College system. At about
the same time, the Community College Foundation
was sponsoring an Interdisciplinary
Paraprofessional Development Program (IPDP) cer-
tificate program which “created partnerships to
offer systematic, expandable, relevant and useful
professional development for community-based
workers.”

Associated with the IPDP certificate was the
Family Development Credential (FDC) Program,
which is a comprehensive program designed to help
agencies work more effectively with families, foster
collaboration, reduce duplication, and provide
immediate usable professional development for
workers. The FDC Program was developed by
Cornell University, authored by Christiann Dean,
titled “Empowerment Skills for Family Workers.”
The San Mateo Human Services Agency considers
the FDC Program and credential process as provid-
ing the “values” that help empower the staff to put
into practice the principles of the SUCCESS
Service Delivery Model.

The benefits of the certificate programs are enor-
mous: 1) the community colleges are increasing
their enrollment, providing a new certificate pro-
gram, and creating career paths in the human ser-
vices arena. 2) the Community Based Organizations
benefit by having access to this new training cur-
riculum with a focus on their business needs. 3) the
Agency benefits by offering a staff development
program that is customized to meet the needs of the
Agency, and by developing a career path that helps
to support the philosophy of “grow your own work-
ers”, and 4) the staff benefit by expanding their
educational opportunities in higher education.

My recommendation for the Sonoma County Human
Services Department is to put together a committee
to explore a similar consortium approach toward the
development of the Family Development Credential
Program in our county. I believe the committee
should be comprised of members from these essen-
tial stakeholders: Sonoma County’s Human Services
Department, Health Department, Human
Resources, local Community Based Organizations,
and our local community college, Santa Rosa Junior
College.
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The BASSC project that I selected to explore is the
collaboratives that have been developed between
the San Mateo Human Services Agency and the San
Mateo Community Colleges.1 The dictionary defines
collaborate as “to work jointly with others or togeth-
er especially in an intellectual endeavor, and to
cooperate with an agency or instrumentality with
which one is not immediately connected.” Taking
this approach allows for multiple resources to joint-
ly tackle a problem/opportunity that will benefit all
the parties involved. This was certainly the case
when the San Mateo Human Services Agency
decided to join forces and collaborate with the San
Mateo Community Colleges to develop a curriculum
that would provide the staff with enhanced service
delivery skills and career opportunities, as well as
provide the local community colleges with the stu-
dent population to provide an enhanced curriculum.

B A C K G R O U N D A N D H I S T O R Y

The circumstances that led to the collaboration
between the San Mateo Human Services Agency
and the San Mateo Community Colleges were the
inevitable changes necessary in the Agency’s ser-
vice delivery model for program services as a result
of the federal legislation to implement Welfare-to-
Work (welfare reform) and the Workforce
Investment Act. The Workforce Investment Act
along with the “Work First” component of the act,
overhauled the Greater Avenues to Independence
(GAIN) Program by requiring Temporary Assistance

to Needy Families (TANF) recipients to participate
in work activities as a condition of eligibility (along
with the component of sanctions if they did not par-
ticipate) rather than having the option to attend
training and educational programs in lieu of
employment at a later date. The Workforce
Investment Act established the One-Stop centers,
which brought together a variety of human services
providers and employment specialists into one loca-
tion with the common goal of moving the client into
employment as quickly as possible. The elements of
the One-Stop centers included job search, job
development, assessment, skills training, supportive
services, job retention, and staff development.

The San Mateo Human Services Agency is a “Work
First” county, and in 1997-1998, the Shared
Undertaking by the Community to Enable Self
Sufficiency (SUCCESS) Service Delivery Model was
implemented which significantly changed the com-
ponents of their Welfare-to-Work program by adding
the expectation that clients receiving aid and other
services were also expected to attend SUCCESS
workshops. The SUCCESS Service Delivery Model
included:

• Single Point of Entry – Families and individu-
als would only have to tell their story one time.
The entry points included community centers,
community based organizations, school based
centers, Human Service Agency’s Service
Centers, and other participants.
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• Screening and Assessment - Families and indi-
viduals in need receive a comprehensive
strength-based assessment to identify personal
abilities and relevant experiences as well as
other family and community members who
could be of assistance in helping the family to
move quickly to self-sufficiency.

• Simplified Eligibility Regulations - The eligibil-
ity regulations were streamlined for both the
client and the agency.

• Work First - Most TANF and GA adults will
immediately enter a Work First component,
which is designed to move them into employ-
ment as quickly as possible.

• Family Self-Sufficiency Team - Families and
individuals with either acute or long standing
barriers to self-sufficiency will be served by the
FSST which will provide case management and
specialty services through an assigned Primary
Case Manager.

The SUCCESS workshops were designed as a
“strength-based” approach to relating with clients,
rather than a “deficit-based” approach with the
intention of moving the clients into employment as
quickly as possible. The strength-based approach is
designed to identify the client’s personal abilities
and relevant experiences as well as other family
and community members (CBO’s, etc.) who could
be of assistance in helping the client to move
quickly to self-sufficiency.

The SUCCESS Service Delivery Model was going to
significantly change the way that the San Mateo
Human Services Agency was providing services for
their clients. It was evident that the change in the
service delivery model was going to have a consid-
erable impact on the Agency’s staff. The staff was
going to need new skills to meet the needs of their
clients. Previously, the focus was on establishing

eligibility, now the focus would be changing toward
helping the clients move toward self-sufficiency.
What did this mean? It meant that the traditional
model of establishing eligibility, or determining if a
client was eligible for TANF or General Assistance
was taking on a whole new focus.

At about the same time, the State Department of
Mental Health and Department of Rehabilitation
(DMH/DR) were developing a statewide collabora-
tion know as the Human Services Educational
Collaboration (HSEC) addressing the training needs
of their staff created by similar circumstances and
concerns for their clients such as Welfare Reform
and managed care for Community Mental Health. It
became evident to the HSEC consortium that the
scope of their undertaking expanded beyond the
DMH/DR departments; here was an opportunity to
partner with other agencies such as Human
Services and the local community colleges to pro-
vide employment and career advancement opportu-
nities in the Human Services arena. Additionally, it
would provide a training curriculum for their staff
that would meet the needs of the widespread
changes affecting the various agencies and their
clients. The common concerns and challenges
shared by the HSEC consortium were:

• More effective job development and employer
partnerships.

• Increased employment outcomes.
• Greater job retention rates.
• Upgraded skills for support staff.
• Resource development.
• Greater client involvement in the delivery of

services.

M A J O R A C T I V I T I E S

The HSA focus was now on performing a “family
assessment.” This meant that the workers would
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need the necessary training and skills to meet these
changes brought on by SUCCESS Service Delivery
Model. The workers needed skills in the area of
interviewing, counseling and active listening, to
name a few. Workers would now be expected to do
“family assessments,” which meant they needed the
skills to become proficient at 1) interviewing the
client, 2) building the trust of the client, 3) listen-
ing to the client, 4) being sensitive to the client’s
needs, 5) responding appropriately to client once
he/she revealed “information” to their worker, 6)
becoming knowledgeable about the resources avail-
able to the client within: a) the agency, b) other
agencies within the county, c) community based
organizations, and 7) identifying clients’ skills and
abilities, in order to make a recommendation for a
job search based on all of this criteria. It was also
recognized that the further into the SUCCESS
Service Delivery Model, as the workers began work-
ing with the “hard to serve” client population, the
focus on the full integration of available services
would be critical to the success of the client to
move toward self-sufficiency.

A tremendous amount of time and effort was spent
in data collection of the training needs and activi-
ties of the HSEC consortium and the San Mateo
Human Services Agency. This was done in an effort
to develop a curriculum that was designed to
“empower” the worker in a way that developed the
workers’ skills, provided them with a set of values
that were linked to the SUCCESS Service Delivery
Model, and facilitated the change in the Agency’s
culture to meet the needs of the client. The core
values that were developed for the curriculum and
were intended to be catalyst from which the instruc-
tors delivered their curriculum were:

• Belief in the employment and educational
potential of all persons.

• Commitment to a client driven approach to ser-
vice.

• Focus on strengths.
• Coordinated services.
• Appreciation of diversity.
• Community wide responsibility.

P L A N N I N G / I M P L E M E N TAT I O N

The first two courses that were developed for the
HSEC consortium were: Introduction to Counseling
and Interviewing and Employment Support
Strategies. From approach blossomed the concept of
a certificate program for a “Community Services
Specialist” to be offered through the Community
College system (see attachments). At about the
same time, the Community College Foundation was
sponsoring an Interdisciplinary Paraprofessional
Development Program (IPDP) certificate program
which “created partnerships to offer systematic,
expandable, relevant and useful professional devel-
opment for community-based workers.”

Associated with the IPDP certificate was the
Family Development Credential (FDC) Program
(see attachment), which is a comprehensive pro-
gram designed to help agencies work with families
more effectively, foster collaboration, reduce dupli-
cation, and provide immediate usable professional
development for workers. The FDC Program was
developed by Cornell University, authored by
Christian Dean titled “Empowerment Skills for
Family Workers.” In 1997, the State of New York
“made a commitment to train all frontline family
workers, including interagency collaborative part-
ners, in the Family Development Credential
Program over the next five years.”
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F I N D I N G S /O U T C O M E S

Three years after the FDC Program was implement-
ed in New York, an evaluation of the program was
conducted and the program was found to be
extremely successful. The preliminary results indi-
cated the following:

• Families increased their confidence, self-
reliance, and goal setting.

• Family worker trainees gained an ability to form
mutually respectful relationships with families;
assisted people in setting their own realistic
goals, and how to make plans to reach those
goals.

• Agencies experienced lower staff turnover and
increased efficiency.

Additionally, New York State concluded “offering
the interactive training sessions to a diverse group
of participants has tremendously enhanced intera-
gency collaborative efforts.”

The Family Development Credential’s philosophy is
for: participants to learn how to establish mutually
respectful partnerships with families, and pursue a
solutions-focused approach so that families can use
their own strengths to reach their goals. The ten
modules address:

• Family development: A sustainable route to
healthy self-reliance.

• Building mutually respectful relationships with
families.

• Workers self-empowerment.
• Communicating with skill and heart.
• Cultural competence.
• Ongoing generative, assessment.
• Home visiting.
• Helping families access specialized services.
• Facilitating family conferences, support groups

and community meetings.
• Collaboration.

The San Mateo Human Services Agency considers
the FDC Program and the credential process as pro-
viding the empowerment “values” that enable the
staff to put into practice the principles of the SUC-
CESS Service Delivery Model. The Agency has
incorporated the FDC Program into their certificate
programs. Similar to the State of New York, the San
Mateo Human Services Agency offers the classes at
their offices. The classes are open to their staff as
well as the staff within the local community, which
includes many of the community based organiza-
tions in and around San Mateo County. The commu-
nity colleges in San Mateo County now offer the
Human Services Certificate Program, which can
lead to degrees and/or certificates in other human
services arenas. The benefits of the certificate pro-
grams are enormous: 1) the community colleges
benefit by increasing their enrollment, and by pro-
viding a new certificate program and career path in
the human services arena, 2) the community based
organizations benefit by having access to this new
training curriculum with a focus on meeting their
business needs, 3) the agency benefits by offering 
a staff development program that is customized to
meet the needs of the agency, by developing a
career path for staff that helps to support the phi-
losophy of “grow your own workers”, and 4) the
staff benefit by expanding their educational oppor-
tunities in higher education.

The instructors who deliver the certificate programs
are primarily professionals in the field of human
services. Additionally, staff from the San Mateo
Human Services Agency who have Master’s degrees
in Social Work participate in the instruction and
critique of the “portfolio development” associated
with the coursework and certificate program.

The San Mateo Human Services Agency was the
first agency to deliver the FDC certificate program
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in California. In March, 2000, Christian Dean 
conducted a “Train the Trainer” session at Cabrillo
College, training one participant from the College of
San Mateo and two staff development employees
from the San Mateo Human Services Agency.
Funding for the development and delivery of the
certificate programs was primarily provided by the
San Mateo Human Services Agency budget process
and associated training funds.

H O W T H E P R O G R A M I S E VA L U AT E D

The program will continue to be evaluated by all
members of the consortium. Additionally, each
graduating class will continue to meet as a group on
a quarterly basis for support and updates. If other
training needs are identified, they will be addressed
at that time. The first graduating classes (two 
classes with 25 students per class) of the Family
Development Credential was on May 2, 2001.

C O N C L U S I O N

San Mateo Human Services Agency has made sig-
nificant strides in staff development and empower-
ing their workers to provide services that are fami-
ly-focused and that meet the needs of both the
agency and the client. The knowledge and skills
necessary for today’s Human Services paraprofes-
sional have continued to expand. Taking the collab-
orative approach that the San Mateo Human
Services Agency has done through the HSEC con-
sortium appears to be a win-win solution.

The San Mateo Human Services Agency stated
“The ultimate impact of the Family Development
Credential Program in San Mateo County will be
upon the families that we all serve. They will be
served by staff who work with each other in a multi-
disciplinary, interagency collaborative effort to

reduce duplication and to streamline services to
enhance the family’s strengths in achieving self-suf-
ficiency.”

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

I believe that the Family Development Credential
Program is aligned with the Sonoma County Human
Services Department’s mission, vision, and values.
Our director, Dianne Edwards, has stated “Our mis-
sion is to improve the quality of life for members of
our community, through a variety of services. We
work in conjunction with other county departments
and community organizations to serve an estimated
one in nine Sonoma County residents. The more
than six hundred employees of our department
deliver programs designed to address complex
issues such as poverty, homelessness, domestic vio-
lence, and abuse of children and the elderly.”

Therefore, my recommendation for the Sonoma
County Human Services Department is to put
together a committee to explore a similar consor-
tium approach toward the development of the
Family Development Credential Program in our
county. I believe the committee should be com-
prised of managers from these essential stakehold-
ers: Sonoma County’s Human Services Department,
Health Department, Human Resources, local
Community Based Organizations, and our local
community college, Santa Rosa Junior College. I
acknowledge involvement of other stakeholders
such as the unions within our organizations is
essential. We have opportunities to explore funding
for the committee/consortium based on the com-
bined budgets of the departments, the county’s
tuition reimbursement program, and other funding
opportunities that can be leveraged to finance this
program.
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This recommendation comes after: a) reviewing all
of the material, b) observing several sessions/class-
es in the FDC Program in San Mateo, c) meeting
with staff from San Mateo Community College, d)
dialog with several of the agency’s instructors of the
FDC Program, e) participation in the BASSC
Executive Development Program, and gathering all
of the information to put together this case study.

A C K N O W L E D G E M E N T S

I am very appreciative of the San Mateo Human
Services Agency and their staff for sharing their
information about the collaboration, their SUCCESS
Service Delivery Model, and the various certificate
programs. I appreciated the opportunity to partici-
pate in several classroom activities, which gave me
insight into the coursework, and classroom dynam-
ics that occur when the student population, presen-
tations, and activities include more than just the
agency’s perspective. They were very generous with
their time, information and knowledge, which I
greatly appreciated.
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