
CSCG  MISSION       

STATEMENT: 

 

T he County Service 
Center Group is 

c o m m i t t e d  t o 
m a i n t a i n i n g  a 
m e m b e r s h i p 
organizat ion which 
promotes continuous 
learning and the 
exchange of information 
and ideas between 
Ca l i f o rn ia  Coun t y 
Needs-Based Service 
Centers. We partner in 
an ongoing effort to 
improve work processes 
and deliver quality 
s e r v i c e  i n  a 
professional, timely and 
efficient manner. 
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COUNTY SERVICE CENTER GROUP 

Determining Staff Re-Allocation:  A Step-by-Step Approach 

 

Time and time again, I am asked the following questions “Do I have enough staff to manage my 
existing and projected client demand”, “How do I allocate staff in a Needs-Based Service 
Center?” or “What volume of work (phone calls, tasks, clerical work) should I anticipate when 
implementing a Needs-Based Service Center?”  The second part of this year’s County Service 
Center Group (CSCG) 4-part webinar series will address these very pivotal questions.  Counties 
are striving to provide acceptable customer service levels to their clients using their available 
resources.  As these counties cope with reduced administration budgets and rising projected 
new client need, the topic of effective staff planning and work allocation becomes paramount. 
 

“Do I have enough staff?” 
 

Many county Health and Human Service Departments are exploring the concept of adopting a 
call center or implementing a consortium-driven technology in an effort to improve their client 
service.  The implementation of these changes is done in the hopes that these methods would 
decrease staff work volume and provide greater client access.  These technology solutions are 
great ideas to try and help provide greater county efficiencies, but they don’t solve all of the 
challenges a county faces if they are dramatically understaffed.  Implementing a three-pronged 
approach, a business process change coupled with new technology and staff reallocation, will 
allow a county to more efficiently and effectively serve their clients with their available resources.  
We will explore how to best allocate staff in this newsletter and in our upcoming webinar. 

 

I would encourage you to attend our next scheduled webinar titled "Staff Modeling in a Needs-
Based Service Center" which will be held May 18th at 11:00am PST. This webinar will expand 
upon today’s newsletter discussion and show you how to budget and forecast staff requirements 
for phone, processing work and clerical tasks in a Needs-Based Service Center. 

Vail Dutto~CEO, InTelegy 

Partnering Together to Deliver Better Client Service 

InTelegy Corporation       ·    www.intelegy.com      ·   1 (877) 478 2255  

The Staffing Model methodology and analysis tool enables county Health and Human Service 
Departments to quantify the number of staff needed to perform the work for intake or continuing 
client service in a step-by-step process.  In a Needs-Based Service Center, current eligibility 
staff is reallocated to phone and processing work according to need and clerical functions are 
redefined. 
 

Step #1:  Establish Data for the Staffing Model 
A county must establish data for input into the staffing model tool by defining all client service delivery 
needs into individual task functions such as application processing, face-to-face interviews, RRR, QR7, 
and MSR to name a few.  Then, assumptions of individual task handle times, frequency and language 
requirements for all client service delivery calls and tasks based on program type are determined.   
Using existing county case load and application volumes as well as tailored work volume benchmarks, 
derived from InTelegy’s historical Needs-Based Service Center data, a county can calculate their 
particular expected task, call and walk-in traffic volume levels.  Growth projections can be identified 
based on historical growth patterns and future program growth expectations.  
 
Step #2:  Input Data into the Staffing Model 
When full-time equivalent (FTE) calculations are being determined by the staffing model, the 
methodology takes into consideration staff vacation days, sick days, average absenteeism rates and 
effective work time.   
 
Step #3:  Review Staffing Model Results 
FTE requirements for each task type will be identified for eligibility work and clerical functions.  This 

process will identify staff gaps or overages based on your existing and projected task volume so that 
you can review and reallocate staff task distribution levels on a quarterly basis. 

What is a Service 

Center vs. a Call 

Center? 

 
A call center is a centralized 

office used for the purpose of 

receiving and transmitting a 

large volume of requests by 

telephone.   

 

A service center incorporates 

a call center unit, application 

processing, and case 

maintenance and clerical 

units.  

An HHS service center often 

incorporates a business 

process re-design from case-

based to a client needs/task-

based service delivery model 

as well as technology to 

improve case management 

efficiency.  
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Core Principles for Effective Staff Planning and Work Allocation 

Upcoming CSCG News 

CSCG Quarterly Conference Call —  Mark your calendars for the next CSCG conference call which will be held on Friday, May 18 

at 11:00am.  Topic:  Staff Modeling in a Needs-Based Service Center.  Your conference call access information will arrive in your 

email box.  Please contact Kim Van Horn if you need more information. 

Archived Webinar Presentation — The materials presented during the "Are You Prepared for the Upcoming Federal and State-

Level Social Service Changes?" webinar can now be found at http://intelegy.com/management/county-service-center/resources for 

your reference. 

 

So how do you effectively plan your staff and distribute work 

amongst your available staff?  In the Needs-Based Service 

Delivery ModelSM, there are two core principles that enable 

a county Health and Human Service Department to 

effectively plan their staff and distribute work in an equitable 

manner. 
 

Implementing a Business Process Change 
 

The first principle is a business process change from a case
-based to needs-based client experience where clients are 
no longer assigned to a single eligibility worker.  In the 
needs-based client experience model, any available 
eligibility worker could service an intake or continuing client 
request.  In addition, an eligibility worker contributes within a 
team environment where work functions are divided equally 
amongst the team so that staff workload capacity is 
optimized and balanced. 
 
 

Utilizing Needs-Based Service Delivery ModelSM 

Technology 
 

The second fundamental principle is to understand the work 
that needs to be completed on a daily basis.  Two specific 
InTelegy recommended technologies allow counties to 
quantify the staff FTE requirements necessary to process 
the different types of work (phone, task, clerical) and 
distribute the work identified amongst available staff in a 
Needs-Based Service Center. 
 

Staffing Model 
The staffing model methodology and analysis tool 
provides a county with the ability to quantify the staff 
needed to perform the work in a Needs-Based Service 
Center.  Specific task volumes are assessed in 
conjunction with assumptions of individual task handle 
times, frequency and language requirements for all client  
 
 
service delivery calls and tasks. This innovative process 

In The News: Service Center Updates 

InTelegy Corporation       ·    www.intelegy.com      ·   1 (877) 478 2255  

Based on the Strategy and Plan developed in collaboration with InTelegy, Fresno County obtained board approval to proceed with 
a Needs-Based Service Center for their Department of Social Services. 
San Francisco County- Decided to redesign their CalFresh Intake service delivery that will include a new walk-in and online 
application process for service delivery. This redesign effort will start in May 2012. 
Thank you to Placer, Tulare, Santa Clara and Sacramento Counties for hosting multiple visits from other service center counties. 
 

and tool utilizes existing county case load and 
application volumes to calculate expected task and call 
levels and assists a county in determining how to 
distribute tasks amongst their available resources.  In 
addition, the Staffing Model can project 3-year volume 
growth based on historical growth patterns and 
projections so that you can budget your staff 
requirements to match your estimated future client 
service delivery needs. This process will also identify 
staff gaps or overages based on your existing and 
projected task volume so that you can reallocate staff 
task distribution levels on an ongoing basis. 

 
Task Management Tool (TMT) 
A task management tool provides a county with 
knowledge of the work that needs to be completed to 
meet client needs on a daily, weekly and monthly basis.  
This tool, developed by the individual counties with 
assistance from InTelegy, captures all of the work 
related to a continuing or intake case as tasks, tracks 
task completion rates and generates work assignments 
on a daily basis to each team member based on their 
availability, program knowledge and language 
capabilities.  The TMT provides management with 
greater visibility of staff workload so that work allocation 
is synchronized to support busy periods and priorities.  
Work functions are divided equally amongst the team 
and staff workload capacity is optimized.  In addition, 
management has visibility to outcome measurements 
such as staff productivity and client experience so that 
customer service levels can be monitored and 
maintained. 

 
Utilizing InTelegy’s expertise and  recommended proprietary 
methodology in developing Needs-Based Service Centers 
provides counties with visibility of the work that needs to be 
performed.  In addition it quantifies the number of staff needed 
to perform the work. 

 

 

mailto:kvanhorn@intelegy.com
http://intelegy.com/management/wp-content/uploads/2008/07/Webinar_Q1_2012__FINAL_v2.pdf

