
IMPROVING CHANNELS OF ACCESS IN HUMAN SERVICES 

AN INTELEGY CASE STUDY WITH THE SAN FRANCISCO CITY/ COUNTY HUMAN SERVICES AGENCY 

THE CHALLENGE 

At the beginning of this project, San Francisco County Human Services Agency (HSA) projected a 
dramatic increase in application volumes and benefits cases for Medi-Cal and CalFresh services. At the 
same time, there was a tremendous opportunity to make accessing these services more convenient and 
efficient for San Francisco families. 

Channels of access for Medi-Cal and CalFresh were separate even though many clients were eligible for 
both services. Families went to two different buildings and used separate numbers to apply for benefits to 

get support. Lobbies were crowded, and clients could wait up to two hours in the various lobbies for in-person visits. If the customer 
came into an office to apply, they could come back multiple times to prove eligibility and access the services they needed. 

The County took the challenge upon itself as an opportunity to streamline services for families - with significantly improved results. 

THE APPROACH TO CHANGE 

San Francisco County HSA and InTelegy developed a model flexible enough to expand rapidly, with a goal to serve more clients, 
and to serve them efficiently and with dignity. San Francisco County HSA analyzed the systems by which clients accessed 
services, as well as the processes that supported or created barriers for clients. They identified 3 solutions based on this analysis: 

1) Create workflows to streamline application processing. Move from separate intake processes to an intake process
incorporating both Medi‐Cal and CalFresh benefits. 

2) Standardize task management for all channels of access (including online, phone, and in-person channels of access).
Increase staff capacity by cross-training and utilizing a more flexible staff assignment process based on client needs. 

3) Ensure consistent service to clients across all programs in each HSA building as well as over online and phone channels.

Although this change did not come easily, with a lot of changes in a fairly short period of time in conjunction with the implementation of 
ACA, the HSA staff worked tirelessly to prepare for the future. To implement this change InTelegy supported San Francisco County HSA 
in adopting the following strategies: 

Workflow Redesign – The Service Center Model 

 Unified the business processes to improve client and staff experience; SF found they could not do one 
without the other.

 Redesigned the walk-in client experience to eliminate lines, shorten lobby wait times and decrease the
number of visits required to complete the eligibility process, saving both the department and the client
time.

 Implemented a plan to cross-train workers to support both intake and carrying case support, and to
support both Medi-Cal and CalFresh client needs.

 Introduced phone applications and continued to emphasize online applications.

 Offered phone interviews to clients giving them an alternative to visiting the office.

 Transformed the system with a client-focused workflow where staff are flexibly assigned to tasks based
upon client need and work volume.



Empowering Clients 

 Improved lobby services with access to Eligibility Workers
who provide immediate client support, along with Lobby
Navigator Staff to provide information and direction for
clients waiting in the lobby.

 Implemented a "No Wrong Door" approach for clients to
receive benefits in all HSA client service facilities and
facilitate the integration of Medi-Cal and CalFresh programs.

 Provided self-service technology for clients, including lobby
kiosks for self-service check-in as well as linking lobby
phones to the call center for clients to provide routine case updates.

Modern Technology 

 Combined call center technology so that any available service provider is able to take any call, whether for
Medi-Cal or CalFresh services, ensuring consistent and fair service for all clients who call in.

 New lobby management and appointment management technology, coupled with electronic signage in the
lobbies, helps direct clients with a ticket number to protect confidentiality and preserve the dignity of the
client experience.

 New workload distribution and tracking technology ensures that client service is handled by the next
available eligibility worker and completed as quickly as possible.

 Upgraded document imaging technology allows client documents to be scanned and filed electronically at
the time of their first visit.

SUCCESS IN PARTNERSHIP 

The effort to improve San Francisco County’s HSA client service delivery system continues to show great improvement in the overall 
client experience while the county has experienced unprecedented case growth of 35% in less than eighteen months. 

 Improving the Client Experience:

SF Health and Human Services clients for Medi-Cal or CalFresh cases can now obtain information and start the benefits
process with one phone call, one visit in an office convenient to them, or an online visit. Cross-trained staff are available to
meet client needs with minimal hand-offs and shorter wait times for service.
o Call speed of answer times are dropping, in some cases up to 33% with the implementation of the combined call 

center, at the same time the call center has added Intake calls for both Medi-Cal and CalFresh.
o As our cases have grown by 35%, Lobby traffic is starting to decrease, showing that clients are able to access services

with fewer in-person visits and more online and phone support. Wait time in the lobbies has also decreased.

o Clients wishing to apply for benefits no longer have to go through multiple steps, spanning multiple days or even
weeks, to obtain benefits.

o Client check-in time for in-person visits decreased from up to thirty minutes to less than sixty seconds.

o Lobbies are more welcoming, modern and organized; with expert support staff ready to assist clients immediately
as well as self-service technologies designed to help save clients time.

 Successful Transition for the County:

San Francisco County is successfully transforming their client service delivery model during a period of dramatic
increase in social services caseloads, while meeting vital service objectives and investing in the dignity of the client
experience.

ABOUT US 
San Francisco City & County Human Services Agency: The Human Services Agency  
promotes well-being and self-sufficiency among individuals, families and communities in 
San Francisco. Visit us at www.sfhsa.org. 

InTelegy: Established in 1996, InTelegy specializes in collaborating with Health and  
Human Service Agencies to modernize and streamline the client service delivery model, 
resulting in an improved client experience and increased staff efficiency.  
Learn more about us at www.intelegy.com.   

http://www.sfhsa.org/
http://www.intelegy.com/
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