
Document Imaging Work Shop 2011

Alameda County Social Services’ 
WEBFILES: 

A Case Study



Topics of Discussion
• Alameda County: In the 

Beginning
• A Decision to Change
• The Challenges & Opportunities
• The Imaging Center
• Lessons Learned
• Next Steps



Alameda County Social Services
• Departments:

– Economic Benefits
– Employment Services
– Children & Family Services
– Adult & Aging

• 2,400 Employees
• Twelve Buildings including:

– 3 One-Stop Self Sufficiency Centers
• North County
• Center County
• South County

– 1 Medi-Cal Services Building
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30,000 Square Feet of Hard Case Client Folders



In The Beginning

Benefit Center Processes Requests

Worker Prepares Cases for Delivery to
requestors 

Cases trucked to various locations

Fax

Desk Top PC

Phone

ET Requests Client Cases

Mail Clerk Delivers Case to requestor

Closed Case Warehouse



A Decision to Change

Major Challenges



The 2005 Challenges & Opportunities
• Request(s) for case folders could 

take 3 to 10 days
• Lost/Misplaced case resulted in new 

case folder created for same client
• Document filing got further and 

further behind
• Lost or missing documents 

– resulted in benefit errors
– Clients asked to turn in duplicate 

documentation
– resulted in lost Appeals



The 2005 Challenges & Opportunities

• Needed to close 2004 budget gap 
• Closing of the Benefit Center 

could substantially cut facility 
cost
– Freed up funds to pay for the new 

North Oakland SSC
• Technology was available
• December 2005 CalWIN 

implementation



The 2005 Challenges & Opportunities

• Agency’s Human Resources 
Department move to a new facility 
with no space for all employee hard 
case files including:
– ADA 
– Workman’s Comp
– Medical
– Payroll
– Personnel
– Administration



Implementation
• Central Imaging Unit

– Clerical Staff 
• prepare documents for imaging
• Batch documents 
• Scan and index documents

– All documents sent to Central Imaging 
Unit

• Us mail
• Documents from the offices (documents 

already processed, for “filing”) 
– All active case folders

• imaged by vendor



The Imaging Center

From Development to Daily Production



Current Process Flow



Scanning Log On



Scanning



Scanning QC



Scanning QC



Completing Batch



Indexing



Imaging Complete



Indexing to Case Number



Indexing to Case Number



Viewing Documents 

WebFiles



Viewing in WebFiles



Viewing in Webfiles



Viewing in Webfiles



Viewing in Webfiles 



Viewing in Webfiles



Viewing in WebFiles



Viewing in Webfiles 



Alameda County Social Services: 
Imaged Cases by Department 

• Initial Implementation 
– Economic Benefits Department
– Employment Services 

• Implemented later 
– Children & Family Services

• Foster Care Eligibility
– Adult & Aging Services

• In Home Supportive Services



Central Imaging Center Stats
• Total no. documents imaged to date: 

– 19,396,562
• Total no. pages imaged to date:

– 74,061,177
• Average number of documents 

imaged weekly:
– 68,081

• Average number of pages imaged 
weekly: 
– 175,546



Lessons Learned



Lessons Learned – WebFiles

• Documents that need to be filed in 
case folders MUST BE filed before 
sending cases for imaging

• Flow of documents – oversight must 
allow for prompt movement of 
documents from workers to imaging 

• Implement all offices at same time
• Emergency process when cases sent & 

not yet imaged



Lessons Learned – WebFiles
• Gain executive management support
• Gain staff buy-in
• Understand the work flow of program 

staff prior to implementation
• Set clear goals
• Get Labor Unions involved up front
• Fully understand project cost
• Consider performance and online 

storage infrastructure and capacity 
needs before you begin



Lessons Learned – WebFiles

• Train your staff
• Re-train your staff
• Train them again

–WebFiles is user friendly 
however learning how to 
query and search for 
documents takes practice



Next Steps
• Mobile Work pilot
• CFS services cases
• Closing Closed Files/Retention 

warehouse
• Interfaces between Webfiles

– One E App
– BCW
– E- ICT



Contact Information

• Brenda Baumgartner 
• baumgb@acgov.org
• Don R. Edwards
• Don.edwards@acgov.org

mailto:baumgb@acgov.org�


Thank You

WebFiles
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