
Among all the world’s races, some obscure
Bedouin tribes possibly apart, Americans are the
most prone to misinformation. This is not the
consequence of any special preference for men-
dacity, although at the higher levels of their
public administration that tendency is impres-
sive. It is rather that so much of what they them-
selves believe is wrong.1

John Galbraith

INTRODUCTION

Most organizations have a vast number of policies,
procedures, instructions, manuals, memos, and
reports. Napa County is no exception, although we
are considered a small rural county. With the
arrival of SAWS (State Automated Welfare System
for Public Assistance) and CWS/CMS (Child
Welfare Services Case Management System); these
computer systems spew out mountains of informa-
tion with high-speed printers producing more than
we can read. 

In the past century, we as a nation moved from
information underload to overload. Everybody has
trouble keeping up. People in business, especially
government have less time and more technical liter-
ature and administrative documents to understand.
We continually hear the complaint, “I can’t keep up
with this paperwork,” or due to the arrival of e-

mail, “I’m getting 30 - 40 messages a day, it takes
me hours to read them.” 

In recent years, Napa County has become what
could be termed as a “Super Agency.” We have
gone through several “re-organizations” that have
resulted in the integration of services. This has
allowed us to co-locate staff and the supervision of
staff agency wide. For example, our Comprehensive
Services for Older Adults Section includes staff
from Mental Health, Adult Services, IHSS,
Eligibility, and Public Health. The Public Health
Nurse supervises the Eligibility Staff. 

With the recent changes due to Welfare Reform we
have, forged partnerships with community based
organizations, the schools, and businesses to
address the issue of how to effectively serve our
clientele. Welfare Reform as also brought with it
many new regulations that have an impact on the
community as a whole. For example, verification of
school attendance has had a direct impact on the
schools (increase in workload at the attendance
office). Other regulations have required that
Eligibility Staff work more directly with Child
Welfare Social Service Staff and with Public Health
Nurses. 

DILEMMA
“Information, its communication and use, is the
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web of society; the basis for all human under-
standing, organization and effort”

John Diebold

With these partnerships and the integration of our
agency, we find ourselves sharing even more infor-
mation than before. New program regulations and
the policy calls needed to implement them have to
be done quickly and effectively. However, the
“interpretations” of them are being changed by the
State on a daily basis. The problem that arises, is
the need to develop new and better ways to commu-
nicate and to manage the informational flow within
the agency and within the community. 

To address all these problems would be a surmount-
able task. My efforts have concentrated on the flow
of information within the agency. I will leave the
issue of communication to the community to the
Public Relations experts. 

EXPERIENCE

As a Staff Analyst, I am responsible for training
and analyzing state material for various Public
Assistance Programs (e.g., CalWorks Food Stamp,
MediCal, and the County MediCal Service
Program). I maintain of the Eligibility Division’s
Policy and Procedures Manual. Integration has hit
me as well. I was recently assigned to develop a
Policy and Procedures Manual for Child Welfare
Services. This was a direct result of implementing
the CWS/CMS system. As you can see, the dissemi-
nation of information has quite an impact on me.
Diane Edwards, the Director of Sonoma County
Human Services Department, made her staff avail-
able so that I could complete my project. 

A week before my project was to start I went to an
orientation. Tom Babcock from Staff Development
presented a summary of the County’s demographics,
maps, a tour of the facilities and copies of the
Administrative Procedures Manual to Jim
Lockwood another BASSC participant, and myself.
Diane Edwards welcomed us we talked briefly
about our projects. That first day I met briefly with
my facilitator, Carol Bauer, the Division Director for
the Family, Youth and Children’s Division. We dis-
cussed the training plan that they have for newly
hired Social Workers. Newly hired staff receive an
Orientation including site visits and in-house staff
provide training on CWS/CMS. The plan is compre-
hensive and is something I feel Napa County should
review (Attachment 1). 

A week later, I arrived at Sonoma County’s Family,
Youth, and Children’s Division. I met with Marion
Deeds who is the Division’s Planner Analyst.
Marion and I have worked together in the past, on
training projects. It was enjoyable being able to
relate to someone in the same position as me.
Marion and I discussed the meetings I would attend
and the individuals that I would interview. 

Sonoma County has a population of about 465,000,
which is roughly three times that of Napa. The
Family and Youth Division include: 
• 74 Social Workers
• 4 Case aids
• 4 Managers
• 10 Social Work Supervisors
• 11 Clerical Staff
• 2 Clerical Supervisors
• 4 Social Workers who are out-stationed as part of

their school-based program2
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In addition, they manage a 24-hour emergency
juvenile shelter, Valley of the Moon Children’s
Home. Valley of the Moon employs Youth
Supervisors and two Clerical staff persons. The
Division is responsible for staffing the Redwood
Children’s Center, a sexual assault examination and
investigation center.

They have three Emergency Response Units. One
unit is dedicated to telephone intake, and the other
two units do field investigations. They have one full
unit of voluntary FM workers. A special unit called
Court Services files the petitions and investigates
allegations on the children who were brought to
Valley of the Moon Children’s Home. This unit has a
court officer who represents them in court. This
Division is responsible for about 1,300 cases and
takes approximately 12,000 call per year. Vaughn
Walker a Social Worker was my tour guide. He is
responsible for assisting staff in the use of CWS/CMS
and is working on a CWS/CMS user’s guide. He is
also responsible for the supervision of their clerical
staff. We discussed the trials and tribulations of
implementing a new computer system. His clerical
staff play an intricate role in CWS/CMS. The flow
they have developed works well.

REFERRAL TAKEN
(PHONE)

ASSIGNMENT
DESK

CLERICAL
(FILE CLEARANCE)

ER WORKER
(INVESTIGATES)

SUPERVISOR
REVIEW

NOTE: if case is to be evaluated out then it
is referred to clerical to input into CWS,
then to Supervisor to approve. If action is
taken ER worker enters into CWS.

The division is made up of a remarkable group of
individuals. I was able to see them work together
and found that they indeed live up to their mission
statement. 

Over the two week span that I was in Sonoma I
meet with the following individuals:

• Sherri Alderman, a Planner Analyst for CalWorks
in the Income Maintenance Division. Her duties
include writing the CalWorks Policy and
Procedures Manual, evaluating state material for
CalWorks, and training in CalWorks. She has
developed an Eligibility Handbook that she
maintains and updates for staff. 

• Roy Redilch, a Planner Analyst Welfare Reform.
He helped to design the SonomaWorks Plan for
Sonoma County. He also proposed an Information
& Referral Automation Project. This proposal
took six mouths to go from the drawing board to
approval. This was a collaborative effort that
included staff from MIS, the Volunteer Center,
Family and Children’s Services, Adult Services
and Job Training.

• Mary Varley, a Planner Analyst for
Administration. She is responsible for writing the
SonomaWorks Plan and the departments Policy
and Procedures Manual. Currently, she is
redesigning the department’s manuals to incorpo-
rate the principle of Information Mapping. 
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L E S S O N S L E A R N E D
“Large meetings are often used to share the
blame”

Paul Foley

This quotation does not reflect the group dynamics
of the meetings I attended in Sonoma County. I sat
in on a Staff meeting, a Supervisor & Management
meeting, an Architecture meeting, and a Unit meet-
ing Joint Labor Management Committee (JLMC)
meeting. The creation of the JLMC has allowed staff
to participate more actively in the decision making
process.

These meetings were run efficiently, and effectively.
Each meeting was run in the same matter regard-
less of the participants. Participation was encour-
aged and all those involved were able to express
their issues or concerns in a nurturing environment.
There were no repercussions against an individual
if an assignment that was due did not materialize.
Upon further research, I learned that this did not
happen overnight. Sonoma County identified that
meetings were fraught with conflict. The most
rapidly growing technique for handling differences
is bargaining or negotiation. Therefore, Sonoma
County decided to offer training in conflict resolu-
tion and negotiation strategy. They also formalized
the meeting process. Each meeting has an agenda,
a facilitator, and a recorder. 

Sonoma County has a formal process for how infor-
mation is disseminated. There is a Planner Analyst
assigned to different divisions and they work close-
ly with the Division Managers. However, they are
responsible for reviewing information, making rec-

ommendations and relaying it to staff. They some-
times meet with other Planner Analysts from differ-
ent Divisions to discuss the implications to the
department. At times they may determine that a
work group is needed to tackle a particular topic,
and they solicit volunteers. If a policy decision is
needed, the Analyst contacts the appropriate indi-
vidual to make the decision. They then determine
how the information is to be relayed (Attachment
2). The most important aspect of this model is that
the stake holder’s are appropriately identified and
involved in the planning and implementation
process. In this way the department shows that it
values their judgment, contributions and hard work. 

CONCLUSION

History has had many ages; the Age of Fire, Bronze
Age, Ice Age, Stone Age, Iron Age, Dark Ages,
Middle Ages, Age of Enlightenment, Age of
Reason, Golden Age, Age of Aquarius, Machine
Age, Computer Age, and Space Age3. Now we are in
the Information Age. 

According to Tom Peters4, information is knowledge
and knowledge is power. Without power there is no
action. Information motivates employees in several
ways:

• It shows the worker that they are valued

• Allows for day-to day problem solving

• Prohibits delays in action
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• Stirs the competitive juices - thereby allowing for
creativity and new ideas

• Starts people talking and sharing and seeking
improvements

• Shifts skill and responsibility to the front line

Motivation aside, information is not always enough.
Staff need to learn how to use the information they
have. Training is a means by which staff can learn
how to use the reports effectively. Information can
be dissemination as regulations, policies or proce-
dures. It could be in the form of statistical data, fis-
cal reports, caseload reports, or performance evalu-
ations. Staff also need to have the information pre-
sented in a manner that is easily understood.
Information Mapping is a design that allows the
reader to quickly scan the material present. 

I quoted Galbraith in the beginning because
Sonoma County Human Services has effectively put
into to place some of his ideas around organization-
al design. The Galbraith model is a lateral relations
design which includes:

• Direct face to face contact between department
heads

• Creation of liaison positions in each department

• Creation of task forces and teams 

• Creation of integrator roles - facilitators

• Creation of managerial linking roles (people with
power and authority)

• Creation of a matrix organization (balance of
power between managerial linking person and
the regular line managers)5

In conclusion, participating in this project allowed
me to network with individuals in the same posi-
tion. It opened my eyes to the fact that those in my
position face the same issues no matter where they
work. A valuable lesson learned is that Napa
County is not alone in experiencing the upheaval
created by Welfare Reform or the implementation of
CWS/CMS.

RECOMMENDATION

Napa County has always been at the forefront in
allowing creativity with implementing new ideas
and new ways of doing business. We need to stay in
the forefront! WE CAN DO BETTER!

I recommend implementing a committee similar to
the Join Labor Management Committee (JLMC). I
think this could be modified to fit Napa’s need.
This will give staff the opportunity to address the
various issues and or concerns they may have.
Networking is the keystone for organizational
growth. Considering the success of Future Search
and the enthusiasm with which staff shared their
ideas and problem solving skills this would be an
effective outlet for staff.

The JLMC is a county wide committee that operates
on two levels (1) individual department (2) county-
wide that is mandated by the MOU. JLMC is a way
for management and employees to solve problems
without going through negotiations and procedures
regarding issues in the department, that do not have
an impact on the MOU. Some issues are referred to

145

P a r t i c i p a n t s ’  C a s e  S t u d i e s  •  C l a s s  o f  1 9 9 8

5 Galbraith, Jay R., “Organization Design: An Information Process” Interfaces Vol. $, No. 3 May 1974. Copyright 1974



the county committee. The JLMC has representa-
tives in all offices. A form is available for staff to
complete for issues to be brought to the committee
(Attachment 3 ). 

The last dying gasp of an organization is usual-
ly the issuance of an even larger procedure man-
ual.

-Anonymous

As a result of working on this project, I took a long
hard look at how Napa County shares information
with staff. This is an area we could improve upon. I
propose that we look to follow Sonoma County’s
method and adapt it to fit our needs. E-mail is an
illustrative of this point. It is overused, to convey
everything from regulation changes to system
changes. I cannot help remembering that when we
changed from CC-mail to Email, all that was lost.
The way progress works, Email will be obsolete.
One issue that I have faced as a trainer is the com-
plaint from staff that information is given to them in
so many different formats they have difficulty find-
ing it when needed. I would strongly suggest that
we address this issue. As noted previously without
information there is inaction and in some cases
negative reactions. Serving our client to the best of
our ability has always been the heart of our county.
How better to serve clientele? Then to have well-
informed employees!

Taking a hard look at our Eligibility Policy and
Procedure Manual and the drafts of our Children’s
Service Manual has led me to conclusion that insti-
tuting Information Mapping should be our next
step.  I believe we need to develop written docu-
ments that scan quickly as well as inform about
detail. We must provide the maximum amount of

information in a minimum amount of time.
Information Mapping supports the ability of human
beings to scan quickly through pieces of writing.
All main points are visible instantly in the sub-
heading and marginal labels. The main text is
clearly subdivided and contains the supporting
detail. It is often diagrammed graphically when that
is a better form of presentation (Attachment 4). In
the future will have all policy and procedures on-
line. Acrobat, is currently available for Children’s
Services staff. Information Mapping will work well
with Acrobat. 

My next step is to “officially” make a proposal on
these items. I also plan on doing a survey to staff
regarding how effective they feel information is
flowing through the agency.
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ATTACHMENT 1

Orientation Outline

General Department Mission Statement
Publication Of Policies And Procedures
Department Organization Chart
Acting Director Assignments

Personnel Employee Time Recording
Overtime
Leave With Pay
Catastrophic Leave
Leave Without Pay
Promotions
Sick Leave/Time Management Program
Letter Of Recommendation & Employment/Work History
Verification Request

Human Resources Human Resources
Requests For Educational Leave
Employee Suggestion Award Program
Committees And Work Teams

General News Media Contact
Building Management & Security
Subpoenas
Sales Of God And Services On Department Property

Personnel Ethics
General Personnel Guidelines
Confidentiality
Hiring, Orientation And Resignations
Personnel Files
Overview Of Sexual Harassment Prevention

Systems System Security Policy
Software Requests

Health & Safety Safety Committee
Medical Emergencies
Accident Reporting
Emergency Evacuation Plan
Bomb Threat, Earthquake And Fire Safety
Violence In The Workplace
Potentially Dangerous Client Policy
Injury And Illness Prevention Program
Bloodborne Pathogen Exposure Control Plan
Exposure To Infectious Diseases
Drug Free Workplace
Smoking Policy
Fragrance Policy
Ergonomics
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