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Learning Management Systems: 
Santa Clara and Santa Cruz Counties

Leilani Scharff-Lunch

E X E C U T I V E  S U M M A R Y

“Live as if you were to die tomorrow. Learn as if you were to live forever.” 
—Mahatma Gandhi

Across the nation, with the implementation of the 
Affordable Care Act and health care reform, the 
demands of the health and social service departments 
have grown in astronomical numbers. Throughout 
the state of California, social service departments 
made the necessary changes to their policies and pro-
cedures in order to meet these demands effectively. 
With these changes came an increase in work; higher 
volumes of consumers and caseloads along with the 
heightened demands made it difficult for staff to 
get away from their desks to attend and meet essen-
tial training requirements. As a result, Santa Clara 
County and Santa Cruz County successfully put into 
operation a Learning Management System (LMS) 

alongside updated policy and procedural changes to 
meet the training prerequisites of their departments. 
These two counties continue to effectively manage 
and upgrade their learning management systems 
with the upsurge of department personnel and pro-
gram changes. 

This case study looks at the staff development 
departments of both the Santa Clara County and 
Santa Cruz County learning management systems 
and their efforts to train outside the traditional 
classroom training environment. This case study 
will outline the benefits of using a learning manage-
ment system and the positive impact it will have on 
the  department. 

Leilani Scharff-Lunch, Aging & Adult Senior Staff 
Assistant, Contra Costa County Employment & 
Human Services
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Introduction
The Learning Management System (LMS) is a sys-
tem used worldwide with various features benefiting 
both the learner and the department administrators. 
The LMS has countless elements and advantages for 
its users as well as the establishments that chose to 
use it. The LMS is a system that allows courses to be 
provided and taken online. It provides a place for 
users to go for easy access training catalogs, self-paced 
eLearning, user training history, and transcripts. It 
has also the capability to allow users to upload exter-
nal training certifications to their user transcripts. 
The LMS has the capability to create various reports, 
manage training courses, and account for trainings 
provided to staff. Using the reports, the LMS allows 
county departments to gather statistics that are 
essential to the future success of all departments as 
they implement policy and procedural changes. 

Santa Clara County
Prior to the implementing the LMS in 2009, Santa 
Clara County was using a paper tracking system. 
Staff members were required to fax, email, and/or 
call in order to register for a training course. The 
Staff Development Department did not have any 
other filing system to keep track of training materi-
als except to use binders. 

A team of department members collaborated 
to make changes to their business process to suc-
cessfully implement and meet the system’s needs. 
In 2012, Santa Clara County implemented the 
LMS countywide with other county agencies. As it 
implemented the system countywide, Santa Clara 
County also changed the name of its LMS from 

SSA Learn and rebranded it using the name “SCC 
Learn.” The county also decided to move away from 
the word “training” and use “learn,” as learn repre-
sents a shared responsibility of training for all par-
ties involved. Recently in 2013, Santa Clara County 
began using the Cloud version, improving storage 
capabilities and accessibility for both the learners 
and the staff development trainers. 

Santa Cruz County
The Staff Development Unit of the Santa Cruz 
Human Services Department implemented its LMS 
in May 2010, and is providing an online learning 
center and interactive video library. The unit is able 
to provide mandated trainings, policy communica-
tions, as well as other pertinent information to staff. 
Its web-based trainings provide an online training 
that combines virtual classroom learning.

Santa Cruz is a much smaller county than Santa 
Clara County, and purchased a version with differ-
ent components of the LMS compared to that of 
the LMS Santa Clara County purchased. However, 
using the LMS the Santa Cruz County Staff Devel-
opment Unit has continued to successfully adapt 
and meet the department’s demands. 

Background of Contra Costa County
Contra Costa County launched its learning man-
agement system on March 17, 2014. As Contra Costa 
County is still in the infancy stage of the LMS, a 
study of the challenges and benefits Santa Clara and 
Santa Cruz Counties have experienced would be 
beneficial for them. 
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Previously, Contra Costa County’s process of 
managing training courses and staff attendance 
was completed manually by the staff development 
clerical staff, and with a less sophisticated online sys-
tem. This system did not have the capacity to pro-
vide online courses and/or webinars. Staff members 
could register for courses and review their training 
transcripts; however, the clerical staff updated user 
transcripts manually and it would often take a con-
siderable amount of time to update individual tran-
scripts. Transcripts were not easily accessible for the 
user and/or their supervisors. It was also difficult to 
navigate through the list of training courses available 
if the individual was unsure of which category to 
search in. Also, similar to Santa Clara County, train-
ing materials were managed by using binders and 
the department’s computer G drive. As items were 
duplicated on the G drive, it often made it difficult 
for the staff development specialist to easily locate 
training materials.

Contra Costa County branded its LMS by 
naming it Staff Development Management Auto-
mated Reinforcement Training (SMART) System. 
Although staff members are still adjusting to the 
recent implementation of the SMART System, they 
continue to be receptive to the new process. 

Implementation
Prior to implementation, both Santa Clara County 
and Santa Cruz County formed a core team of indi-
viduals to collaborate and develop best business pro-
cesses around the learning management system. The 
teams consisted of a variety of different level of staff 
members ranging from project managers, IT manag-
ers, subject matter experts in the Staff Development 
Program, and technical support. The teams devel-
oped best strategies of implementation, and made 
policy changes reviewing current policies and how 
those would look with the new system and current 
business model. Santa Clara County took a step 
further and developed new policy and procedures 
to meet the LMS. Rather than trying to outline the 
system to work for the county, the business process 

was changed to meet the system’s needs. Taking 
this approach to the LMS unquestionably contrib-
uted to its success of staff acceptance to the new 
business process. 

The core teams for both counties prepared proj-
ect plan presentations for the different staff levels, 
from the executive teams to front-line staff. These 
teams created marketing plans that would positively 
reach all levels of learners keeping in mind that staff 
acceptance was key to the success of the LMS. Posi-
tive marketing of the LMS and showing staff “what’s 
in it for them” would influence a reduced amount of 
resistance from staff. 

As part of the implementation, it became evi-
dent that a strong ongoing collaborative relationship 
between the Staff Development Department and 
the IT Department was essential for the success of 
the LMS. As with any new system, there are always 
hiccups along the way and maintaining a strong rela-
tionship with IT helps with network challenges. 

Benefits
There are many benefits and advantages to an LMS. 
Below is a list of just a few benefits the LMS offers 
the social service departments, the LMS users, and 
the staff development departments:

 ■ Employees can manage their own professional 
growth and development

 ■ ELearning can be taken as many times as desired. 
 ■ ELearning is Easily accessible
 ■ LMS is Convenient for the user and the staff 
development instructors

 ■ Reference material can be posted within the 
learning management system

 ■ Storage options are available for training 
materials

 ■ LMScan be used as a resource, increasing the 
access to learning

 ■ Supervisors and management can sign staff up 
for training

 ■ Staff can see their transcripts 
 ■ Staff can upload external training certifications 
to their user transcripts.



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  2 0 1 4  221

 ■ Staff can receive Outlook calendar reminders for 
trainings they registered for

 ■ Analytical reports can be generated for 
management

Recommendation
It is recommended that Contra Costa County 
continue moving forward with the learning man-
agement system technology. It is important to main-
tain a strong SMART system administrative team 
to maintain and administer all the elements and 
advantages the LMS has to offer. This would include 
establishing and sustaining an energized staff devel-
opment team to reinforce the vision of successful 
usage of their SMART system. If LMS training is 
available, it is extremely important for the Contra 
Costa County LMS administrators to continue to 
enrich the staff development team as upgrades and 
changes are made to the learning management sys-
tem. The Staff Development Department and the IT 
Departments should also continue to enhance and 
develop a strong relationship to avoid any unneces-
sary challenges when managing and upgrading their 
SMART system.

Conclusion
Contra Costa County’s execution of the learning 
management system is a step towards the future of 
the professional development of the Employment 
and Human Services Department. As federal and 
state regulations and policies change, there is a need 
to employ additional employees at every level. As 
staff members grow in numbers and the generations 
of young invincibles join the existing workforce, it 
is evident that it is necessary to adapt and transition 
with new technology. The learning management 
system is the most efficient way to reach all levels of 
personnel.

Acknowledgments
I would like to express my appreciation to the follow-
ing individuals for their tremendous support during 
this process:

 ■ Santa Clara County:
 ☐ Marie Sanders, Staff Development and 

Training Manager, for taking the time out 
of her busy schedule to meet with me indi-
vidually, coordinating my second visit for 
a more detailed presentation of their SCC 
Learn with her staff, providing me with 
invaluable resources, and for unequivocally 
answering all my questions and sharing her 
experiences and knowledge. 

 ☐ Rosario Portillo, Senior Training and Staff 
Development Specialist, for demonstrating 
the Santa Clara County SCC Learn system, 
answering my questions, and sharing her 
knowledge of LMS and providing me with 
needed resources and information. 

 ☐ Diane Zertuche, Staff Development Special-
ist, for taking time to demonstrate a train-
ing course in the SCC Learn and answering 
all my questions.

 ■ Santa Cruz County
 ☐ Andrew Stewart, Staff Development Pro-

gram Manager, for coordinating my visit. I 
appreciate the time he took out of his busy 
day to give a department tour, prepare and 
provide material, and for sharing his valu-
able knowledge and experiences. 

 ☐ James Dyer, Staff Development Program 
Coordinator, for taking time to prepare 
valuable material and for sharing his knowl-
edge and expertise of the Santa Cruz County 
Learning Management System. 

I would also like to express my gratitude to my 
managers of Contra Costa County, Mickey Wil-
liams, Staff Development Division Manager, for 
her support and for the opportunity to participate 
in BASSC; and Carolyn Foudy, Medi-Cal Service 
Center Division Manager, for always encouraging 
me to take opportunities that arise to enhance my 
professional and leadership skills. Their support and 
encouragement has been invaluable to my profes-
sional accomplishments. 



222 B A S S C  E X E C U T I V E  D E V E L O P M E N T  T R A I N I N G  P R O G R A M

References
Educause Center for Applied Research, (2010) 

Strategic Directives for Learning Management 
System Planning, Brandon White, Brandies 
University and Johann Ari Larusson, Brandies 
University, http://www.educause.edu/ecar

The Happy Manager, Learning Quotes,  
http://www.the-happ-manager.com 

Software Shortlist, Benefits of a Learning Manage-
ment System(LMS), Xavier Russo, Marketing 
Director and co-founder of Software Shortlist, 
http://www.softwareshortlist.com 


