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Monterey County Department of Social and Em-
ployment Services (MCDSES) needs to automate 
its overall functions within the department. The 
primary focus should be on the imaging of case re-
cords and streamlining of internal paperwork due 
to the fast growing and ever-expanding demand for 
workspace. With the implementation of a case imag-
ing system the demand for records storage space and 
workspace for the physical files is reduced drastically. 
Additionally, this maximizes the efficiency and pro-
ductivity of caseworkers regarding how they manage 
their cases by creating a paperless case management 
process.

Currently MCDSES does not have an Informa-
tion Technology (IT) infrastructure in place to set 
up an electronic/paperless environment. In order to 
ensure the success of this transition, a system such as 
CaseSTARS would need to be implemented. A de-
scription of the CaseSTARS system is described in 
the paper.
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Introduction
Monterey County Department of Social and Em-
ployment Services (MCDSES) would benefit from 
automating its case management system along with 
its overall automation of internal operations. This 
is due in part to the fast growing and ever-expand-
ing demand for space to house employees, as well as 
advancing technology and the need to streamline 
workload for all employees. Due to the high number 
of physical case files per worker (this in itself takes 
up a lot of space as well as the demand for storage 
areas to house discontinued cases, forms, and new 
case folders, there is a continuous space problem. In 
examining Monterey County’s workstation access 
to all cases, documents, forms, notices, handbooks, 
manuals, and worker information, Contra Costa 
County was an excellent place to conduct my 15-day 
internship. It allowed me to learn from what they 
have already implemented in regards to: Document 
Imaging, Storage and Retrieval System and a so-
phisticated Employee Database (Tel-STARS). Cur-
rently, MCDSES does not have a robust information 
technology (IT) infrastructure that would support 
an easy transition into an automated environment; 
however, MCDSES has been moving forward in 
the planning of an imaging solution. Contra Costa 
County’s systems have allowed MCDSES to move 
forward to become a paperless environment.

Contra Costa County Employment and Hu-
man Services Department (EHSD) implemented an 
electronic case records storage and retrieval system 
in May, 2005. This system is called CaseSTAR (Case 
Stored Text Automated Retrieval). The CaseStar 

system houses EHSD records; this system was devel-
oped with EHSD and an outside vendor by the name 
of IKON. IKON is a “well-known” company in the 
document and imaging industry. They worked with 
EHSD to implement the CaseSTAR system for its 
benefit programs, caseworkers, and management.

The CaseSTAR System
The CaseSTAR system allowed Contra Costa to 
consolidate case records for the following programs; 
CalWORKs, Food Stamps, Medi-Cal, General As-
sistance (GA), and Foster Care for each of its district 
offices. This allowed the physical case files to be cen-
tralized into an electronic-based environment for all 
staff to easily access from their workstations. One of 
the main reasons it is essential to have access to all 
cases at the “touch of a finger” is that Contra Costa 
County has a well functioning Call Center (client 
service center), in which clients call in and are pro-
vided service by any worker that takes the call. All 
client information can be accessed by any one of 
these workers at their workstation. EHSD expressed 
that one of the main reasons their Call Center has 
been successful is due to the CaseSTAR system.

Design of the System
Contra Costa County went with a Vendor Hosted 
Service Solution developed by IKON, which was in-
tegrated with EHSD’s internal network. All infor-
mation is stored on a local server as well as a backup 
server in Sacramento. The system is known as Cas-
eSTAR, and all of their sub-systems, such as Form-
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STAR, TEL-STARS, and ASSIST which were de-
veloped to run in conjunction with CaseSTAR.

IKON worked closely with EHSD’s IT staff to 
develop the system which would include the follow-
ing: 1) A team of employees from IKON who would 
assist in the case preparation for case records to be 
sent to the IKON Scanning Center in Sacramento 
(lessons learned are; a) to ensure case preparation 
is done in advance by line workers, b) cases are split 
so only current information is in the cases, c) there 
aren’t any loose papers, and d) documents should be 
imaged and filed by events), 2) the storage of the elec-
tronic case records and, 3) service and maintenance 
of the hardware and application.

In order to ensure a timely completion of the 
case scanning, thousands of case files were sent to 
the Sacramento IKON scanning facility, where over 
100 onsite scanning machines were in place to ensure 
new applications would be scanned into the system 
as they were taken by EHSD. EHSD made a decision 
to send all denied applications to the Sacramento 
scanning facility to save time as well as wear and tear 
on their local scanners. The preparation of these case 
files is completed by the unit clerks.

(See the Appendix for EHSD and IKON Indexed 
Documents 2005–2008.)

The Business Needs
Contra Costa EHSD had an immediate need to au-
tomate their old paper case record process into that 
of an imaging solution to better support their staff, 
reduce their need for a warehouse storage facility 
(which saved them $510, 000 the first year they were 
able to close this facility), and, as previously stated, to 
ensure the success of the Call Center. Additionally, 
they were able to reduce the amount of paper costs, 
by reducing the amount of paper that was distributed 
to staff and/or utilized for hard copies of documents. 
(See Table 1.)

Benefits of Implementing an Imaging System
There are many benefits to implementing this Au-
tomated Case Records System. Below is a summary 

of just a few reasons its beneficial for Contra Costa 
County:
	 ■	 Implementation of CaseSTARS, FormSTAR, 

TEL-STAR, and ASSIST automated systems 
run together to ensure that all employees can 
access case information, forms, notices, manual 
sections, handbooks, and personnel information 
at the touch of a finger.

	 ■	 It also assisted in the success of the Call Center. 
Client information is readily accessible and cur-
rent. Further, there is a decrease in verifications 
being lost or misplaced. A sufficient amount of 
space to house staff to handle a higher number of 
clients was reduced due to no physical case files 
in multiple bookshelves, and additionally with 
all forms, manuals

	 ■	 and notices of action on line; there is no need 
for line staff to store paper copies at their work
stations.

	 ■	 Finally, there were significant savings on the clo-
sure of storage facilities, reduction in the number 
of case folders, copies, mail distribution, floor 
space for staff, Call Center Facility, where more 
clients can be served by less staff and less space 
needed to meet these needs.

EHSD’s Proposed Budget
See Table 2.

T able     1
Implementation of STARS and FormSTAR Systems 

Impact on Paper Document Distribution Costs 
February 25, 2007

	 Total	 Year Over Year	 Accumulated 
Year	 Annual Cost	 Difference	 Yearly Savings
2002	 $954,426.97
2003	 $511,867.62	 –$442,559.35	 $  442,559.35
2004	 $287,624.00	 –$224,243.62	 $   666,802.97
2005	 $545,844.28	    $258,220.28	 $   408,582.69
Total			   $1,517,945.01
Cost data was not tracked for 2006 and 2007
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Procurement
A county competitive bid process was followed  
in order to meet state and federal procurement  
requirements.

EHSD was challenged with ensuring that it re-
ceived the best value solution available for the mon-
ies they had allotted to this project. The competitive 
bid process needed to meet all state and federal pro-
curement requirements. Selection was narrowed to 
companies that had a demonstrated experience level, 
in particular with a county that had over 50,000 case 
records to image.

Project Duration
In a little over 3 months Contra Costa County was 
able to complete the huge task of converting over 51, 
000 case records into the case imaging system. This 
was a team adventure, from the IKON employees, to 
line workers, clerical staff, and management did their 
part to ensure the success of this conversion. The rea-
son this was done so quickly was that over the next 
few months they were transitioning to the CalWIN 
system.

Lessons Learned
In researching this project, there were many key les-
sons learned and shared by Contra Costa County. 
One of the key lessons learned is not to implement 
several major changes within months of each other. 
Due to EHSD’s upcoming transition to CalWIN, 
and opening a Call Center, they had to expedite 
the implementation of the case imaging system. 
This amount of change to significant work practices 
highly impacted all levels of staff, as well as clients. A 
few other lessons learned are as follows: 1) require ad-

equate training from the vendor on imaging (EHSD 
only had 3 days of training to a select group of people 
who then trained all of their staff in one and a half 
to two hour training sessions), 2) do not change your 
case filing mechanism, 3) stay with the events you 
have in your current manual files (the change in this 
impacts staff and clients by the inability to locate 
documents), 4) split all of your manual case files in 
advance (only have the papers you need scanned in 
the case file at the time of conversion and do not have 
any loose papers in the case they all should be filed 
in the event you want them imaged), 5) use the bar 
coding imaging system (this is faster and less chance 
of misfiling papers), and 6) do not convert closed 
files (do not spend time or resources imaging closed 
files since when these individuals come in to reapply, 
their file will be imaged at that time).

Recommendations for Monterey County DSES
A document imaging system such as CaseSTAR 
could be implemented in DSES to address the fol-
lowing business needs:
	 ■	 Implementation of Call Centers—With the im-

pending transition to a Call Center, implemen-
tation of a caseimaging program would provide 
workers with fast and easy access to all client 
stored documents. This would allow any worker 
that received the call to access all information at 
their desk.

	 ■	 Workstation Space—Due to the high number of 
physical cases assigned to workers, space at their 
workstations is limited. The case imaging system 
would allow workstations to be redesigned to 
allow for less space needed per workstation and 
more workstations per location overall.

	 ■	 Building Space—The case imaging system would 
allow for less space to be dedicated to the storage 
of closed cases on site, as well as the reduction 
and/or elimination of storage of forms/notices 
on site.

	 ■	 Off-site Storage Space—The ability to image all 
cases would all but eliminate the need to have 
an off-site storage facility to house thousands of 
physical case files.

T able     2
Automated Case Records System Cost Allocation Plan

	 State 	 $895,271	 40%
	 Federal	 $895.271	 40%
	 County	 $447,636	 20%
	 Total	 $2,238,178	 100%
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	 ■	 Customer Service—Due to the ability to scan 
documents into the computer system at the time 
they are received from clients, the overall level of 
service would increase by less documents being 
misrouted to the incorrect worker or being lost 
enroute to the worker.

	 ■	 Case load Management—The benefit of having 
access at your fingertips for case information, 
forms, notices, policies, and regulations is that 
it would reduce the amount of time staff would 
need to search for the manual versions of all of 
these.

Conclusion
MCDSES will continue to gather information and 
knowledge about the various imaging systems. In the 
near future, MCDSES will be converting to the C-
IV benefit issuing system and possibly a call service 
center. Technology will play a key role in the success 
of these conversions. The ability to have access at 
each workstation to all cases, forms, and personnel 
will ensure the success of these endeavors, while pro-
viding a greater quality service to the community.
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Appendix
CaseSTAR Document Imaging

EHSD and IKON Indexed Documents 2005 and 2006
As of 12/31/06 EO
																		                  Total
																	                 Total	 Dec–Oct
			   2005						2      006 Results							       YTD	 Cntrlizd
Volumes		  Dec	 Jan	 Feb	 Mar	 Apr	 May	 June	 July	 Aug	 Sep	 Oct	 Nov	 Dec	2 006 Avg	2 006	 Scanning

EHSD Number of Documents (Forms)
	 Case Files			   81,316	 71,085	 91,442	 71,452	 75,247	 79,023	 71,963	 91,598	 80,627	 91,950	 73,046	 69,668	 79,035	 948,417
	 Employment Services			   9,081	 6,806	 12,104	 10,965	 8,745	 8,085	 8,080	 8,873	 8,781	 10,171	 7,851	 8,270	 8,984	 107,812
	 Child Care			   7,520	 5,597	 6,394	 6,753	 6,744	 6,294	 4,778	 5,312	 7,339	 10,347	 9,565	 7,808	 7,038	 84,451
	 Foster Care			   4,686	 4,366	 5,915	 4,621	 5,567	 6,338	 4,368	 5,248	 4,089	 5,093	 4,452	 4,211	 4,913	 58,954
	 AAP			   409	 336	 767	 499	 684	 598	 524	 514	 79	 879	 570	 249	 509	 6,108
	 EHSD Total Documents			   103,012	88 ,190	 116,622	 94,290	 96,987	 100,338	8 9,713	 111,545	 100,915	 118,440	 95,484	 90,206	 100,479	 1,205,742

EHSD Number of Pages ( Images)
	 Case Files			   256,994	 230,864	 282,304	 233,353	 249,543	 257,301	 242,778	 305,339	 283,892	 312,209	 272,074	 266,322	 266,081	 3,192,973
	 Employment Services			   21,883	 15,312	 24,055	 24,223	 19,651	 16,646	 17,933	 18,368	 17,055	 22,848	 18,111	 19,218	 19,609	 235,303
	 Child Care			   23,874	 16,876	 21,609	 20,657	 18,878	 14,131	 14,035	 14,152	 16,945	 23,484	 20,608	 18,714	 18,664	 223,963
	 Foster Care			   10,913	 9,150	 12,090	 10,046	 11,306	 13,142	 9,471	 10,283	 8,173	 9,638	 8,686	 8,412	 10,109	 121,310
	 AAP			   559	 523	 1,054	 704	 1,004	 824	 757	 772	 114	 968	 780	 385	 704	 8,444
	 EHSD Total Documents			3   14,223	272 ,725	34 1,112	288 ,983	3 00,382	3 02,044	284 ,974	348 ,914	326 ,179	36 9,147	32 0,259	3 13,051	3 15,166	3 ,781,993

EHSD Ave pages (images) per Document			3	3	3	3	3	3	3	3	4	3	4	4             

IKON Number of Documents (Forms)
	 Case Files		  4,599	 7,150	 4,853	 4,090	 3,887	 2,188	 2,280	 2,152	 2,442	 3,571	 2,021	 1,924	 1,837	 3,200	 38,395
	 IKON Total Documents		  4,599	 7,150	 4,853	 4,090	 3,887	 2,188	 2,280	 2,152	 2,442	 3,571	 2,021	 1,924	 1,837	 3,200	 38,395	 42,994

IKON Number of Pages ( Images)
	 Case Files		  39,532	 81,612	 72,271	 60,756	 67,807	 63,152	 62,492	 54,268	 63,342	 74,065	 55,668	 48,756	 42,646	 62,236	 746,835
	 IKON Total Documents		3  9,532	8 1,612	72 ,271	6 0,756	67 ,807	63 ,152	62 ,492	54 ,268	63 ,342	74 ,065	55 ,668	48 ,756	42 ,646	62 ,236	746 ,835	786 ,367

IKON Ave pages (images) per Document		  9	 11	 15	 15	 17	2 9	27	25	26	2    1	28	25	23  

Total EHSD & IKON Documents
	 Number of Documents			   110,162	 93,043	 120,712	 98,177	 99,175	 102,618	 91,865	 113,987	 104,486	 120,461	 97,408	 92,043	 103,678	 1,244,137
	 Number of Pages (Images)			   395,835	 344,996	 401,868	 356,790	 363,534	 364,536	 339,242	 412,256	 400,244	 424,815	 369,015	 355,697	 377,402	 4,528,828

Work Days per Month			   20	 19	 23	 20	 22	 22	 20	 23	 20	 22	 19	 20	 21	 250
Documents Indexed per day			5   ,508	4 ,897	5 ,248	4 ,909	4 ,508	4 ,664	4 ,593	4 ,956	5 ,224	5 ,476	5 ,127	4 ,602	4 ,937	4 ,977
Pages Sanned per day			   19,792	 18,158	 17,473	 17,840	 16,524	 16,570	 16,962	 17,924	2 0,012	 19,310	 19,422	 17,785	 17,972	 18,115

EHSD and IKON Indexed Documents 2007
	2 006													             Total	 2007
		  Avg. Per						2      007 Results			   YTD	 Avg per
Volumes		  Month	 Jan	 Feb	 Mar	 Apr	 May	 June	 July	 Aug	 Sep	 Oct	 Nov	 Dec	2 007	 Month

EHSD Number of Documents (Forms)
	 Case Files		  79,035	 85,614	 80,589	 87,949	 81,597	 85,007	 76,463	 80,271	 86,043	 68,904	 83,598	 73,946	 71,182	 961,163	 80,097
	 Employment Services		  8,984	 8,142	 8,218	 7,949	 8,381	 9,060	 10,435	 9,445	 10,840	 10,644	 11,117	 11,699	 9,878	 115,808	 9,651
	 Child Care		  7,038	 5,582	 6,370	 10,062	 6,128	 4,591	 7,744	 5,815	 7,144	 5,649	 7,559	 6,845	 5,993	 79,482	 6,624
	 Foster Care		  4,913	 5,535	 2,724	 5,972	 5,755	 4,697	 4,362	 6,287	 5,981	 5,516	 6,535	 5,615	 3,865	 62,844	 5,237
	 AAP		  509	 245	 433	 1,223	 823	 394	 355	 1,194	 314	 724	 1,267	 647	 537	 8,156	 680
	 EHSD Total Documents		  100,479	 105,118	 98,334	 113,155	 102,684	 103,749	 99,359	 103,012	 110,322	 91,437	 110,076	 98,752	 91,455	 1,227,453	 102,288

EHSD Number of Pages ( Images)
	 Case Files		  266,081	 340,071	 306,075	 346,453	 312,520	 336,613	 308,033	 328,493	 375,964	 281,025	 361,022	 320,627	 302,653	 3,919,549	 326,629
	 Employment Services		  19,609	 19,036	 19,696	 17,604	 18,152	 19,719	 22,308	 19,462	 21,335	 21,536	 20,855	 19,151	 24,315	 243,169	 20,264
	 Child Care		  18,664	 14,896	 14,468	 24,702	 15,061	 13,335	 20,403	 15,859	 20,998	 16,388	 19,590	 23,548	 23,437	 222,685	 18,557
	 Foster Care		  10,109	 10,371	 5,208	 12,089	 11,490	 9,762	 10,176	 14,486	 12,730	 12,473	 13,907	 12,764	 8,401	 133,857	 11,155
	 AAP		  704	 345	 690	 1,959	 1,250	 638	 566	 1,667	 486	 1,179	 1,918	 1,005	 724	 12,427	 1,036
	 EHSD Total Documents		3  15,166	384 ,719	346 ,137	4 02,807	358 ,473	38 0,067	36 1,486	37 9,967	43 1,513	332 ,601	4 17,292	377 ,095	35 9,530	4 ,531,687	377 ,641

EHSD Ave pages (images) per Document
	 Case Files		  3,200	 2,095	 1,234	 1,735	 1,472	 1635	 1742	 1509	 1467	 1227	 1504	 1261	 954	 17,835	 1,486
	 Employment Services					     312	 92	 0								        404	 34

IKON Number of Documents (Forms)			2   ,095	 1,234	 1,735	 1,784	 1,727	 1,742	 1,509	 1,467	 1,227	 1,504	 1,261	 954	 18,239	 1,520
	 Case Files		  62,236	 47,588	 29,162	 39,585	 36,522	 37,783	 35,617	 31,681	 30,018	 26,347	 36,863	 37,939	 27,832	 416,937	 34,745
	 Employment Services						      6,506	 2,239	 0							       8,745	 729
	 IKON Number of Pages ( Images)			47   ,588	2 9,162	3 9,585	43 ,028	4 0,022	35 ,617	3 1,681	3 0,018	26 ,347	36 ,863	37 ,939	27 ,832	425 ,682	35 ,474

IKON Ave pages (images) per Document		  19	23	24	23	25	23	2      0	2 1	2 0	2 1	25	3  0	2 9	284	24 

Total EHSD & IKON Documents
	 Number of Documents		  103,678	 107,213	 99,568	 114,890	 104,468	 105,476	 101,101	 104,521	 111,789	 92,664	 111,580	 100,013	 92,409	 1,245,692	 103,808
	 Number of Pages (Images)		  377,402	 432,307	 375,299	 442,392	 401,501	 420,089	 397,103	 411,648	 461,531	 358,948	 454,155	 415,034	 387,362	 4,957,369	 413,114

Work Days per Month			   21	 19	 22	 21	 22	 21	 21	 23	 19	 23	 19	 20
Documents Indexed per day			5   ,105	5 ,240	5 ,222	4 ,975	4 ,794	4 ,814	4 ,977	4 ,860	4 ,877	4 ,851	5 ,264	4 ,620	5 9,602	4 ,967
Pages Sanned per day			2   0,586	 19,753	2 0,109	 19,119	 19,095	 18,910	 19,602	2 0,067	 18,892	 19,746	2 1,844	 19,368	237 ,090	 19,757

EHSD and IKON Indexed Documents 2008
	2 007													             Total	 2008
		  Avg. Per						2      008 Results			   YTD	 Avg per
Volumes		  Month	 Jan	 Feb	 Mar	 Apr	 May	 June	 July	 Aug	 Sep	 Oct	 Nov	 Dec	2 008	 Month

EHSD Number of Documents (Forms)
	 Case Files		  80,097	 81,203	 81,469	 79,519										          242,191	 80,730
	 Employment Services		  9,651	 11,379	 11,875	 12,620										          35,874	 11,958
	 Child Care		  6,624	 5,379	 4,451	 3,669										          13,499	 4,500
	 Foster Care		  5,237	 3,705	 5,382	 5,103										          14,190	 4,730
	 AAP		  680	 391	 695	 537										          1,623	 541
	 LKProvider			   159	 222	 172										          553	 184
	 EHSD Total Documents		  102,288	 102,216	 104,094	 101,620										3          07,930	 102,643

EHSD Number of Pages (Images)
	 Case Files		  326,629	 344,569	 359,469	 363,345										          1,067,383	 355,794
	 Employment Services		  20,264	 31,828	 25,941	 21,497										          79,266	 26,422
	 Child Care		  18,557	 16,942	 15,520	 11,086										          43,548	 14,516
	 Foster Care		  11,155	 8,351	 10,998	 10,612										          29,961	 9,987
	 AAP		  1,036	 540	 1,087	 861										          2,488	 829
	 Provider		  463	 663	 508										          1,634	 545
	 EHSD Total Documents		377  ,641	4 02,693	4 13,678	4 07,909										          1,224,280	4 08,093

EHSD Ave pages (images) per Document
	 Case Files		  1,486	 1,606	 1,195	 1,094										          3,895	 1,298
	 Employment Services		  34

IKON Number of Documents (Forms)		  1,520	 1,606	 1,195	 1,094										3          ,895	 1,298
	 Case Files		  34,745	 46,112	 28,122	 27,211										          101,445	 33,815
	 Employment Services		  729
	 IKON Number of Pages (Images)		35  ,474	46 ,112	28 ,122	27 ,211										          101,445	33 ,815

IKON Ave pages (images) per Document		24	2   9	24	25										77	26            

Total EHSD & IKON Documents
	 Number of Documents		  103,808	 103,822	 105,289	 102,714										          311,825	 103,942
	 Number of Pages (Images)		  413,114	 448,805	 441,800	 435,120										          1,325,725	 441,908

Work Days per Month			   21	 20	 21
Documents Indexed per day		4  ,967	4 ,944	5 ,264	4 ,891										          15,099	5 ,033
Pages Sanned per day		  19,757	2 1,372	22 ,090	2 0,720										64          ,182	2 1,394




