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Plenary Session 1

Data in Harmony:
How Analytics is Helping Us 

Hear the Whole Story
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Plenary Session 1: Presenter Ensemble

Innovation Nation

Sandeep Aji
CalSAWS Chief Technology Officer

Lead Singer

Feat: Ariana Michel
San Bernardino County

Trumpet

Feat: Jie Chen
San Francisco County

Double Bass
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Applications

Unified

Analytics
 Platform

From disconnected signals 
to a single, trusted story

How Analytics are Helping 

Us Hear the Whole Story
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Customer Facing 

Channels
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Background 

Challenge

County Perspective

Vision, Capability, Conceptual Future State (Video)

County Panel Discussion

Next Steps

Key Takeaways and Close



52026 CalSAWS Conference and JPA Member Representatives Meeting

Background
Laying the Groundwork for the Analytics Platform
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Laying the Groundwork for the Analytics Platform
Several targeted actions taken last year starting Feb 2025 to ensure implementation is set up for success. 

Jan ‘26Jul ‘25Feb ‘25

Analytics 

Workgroup 

started to identify 

analytics 

requirements

Apr ‘25 Oct ‘25
We are 

here

JPA Approved project 

at Feb 2026 meeting

Mar ‘26

Direct County Engagement 

with 56 counties to present 

Analytics Platform and 

understand pain points

Analytics Vision presented 

at 2025 JPA conference

Analytics Priority 

defined at JPA

Analytics 

Modernization 

Project Kickoff

First Designs 

approved

Operational 

analytics 

completed

Mar ‘27

Unified 

Analytics 

completed

Nov ‘27

Customer 

360 

Available

Mar ‘28

Intake module 

Design Complete 

Approved by 

Workgroup Broad county 

engagement reveals 

strong support and 
excitement for the 
new Analytics 

Platform
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Challenge
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B
BenefitsCal
Applications, renewals, 

account activity

C
Contact Center
Calls, statuses, support 

interactions

L
Lobby
Walk-ins, staff touchpoints, 

service support

I
Imaging
Documents, verification, 

case evidence

What happens 

today

• Teams reconcile 

separate reports 

manually

• Definitions and counts 

do not always line up

• Time is spent stitching 

together context 

before analysis begins

Operational impacts

• Slower decision-making and 

delayed response to trends

• Harder to understand the 

customer journey across channels

• Limited ability to see workload, 

fiscal effects, and outcomes 

together

• More effort spent validating data 

instead of using it

The Challenge: Fragmented Data Across Systems
Each system captures a valid signal, but no signal tells the whole story
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San Francisco: 
What It Takes 
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What It Takes Today To Piece The Data Together
San Francisco: to align staffing with demand, the county had to manually connect contact center, lobby, and workforce data 

across multiple systems

TODAY

The Business Need

Understand whether staffing 

and scheduling matched 

actual demand

Right-size coverage across 

contact and service centers 

during operational change

Increase productive task 

time while meeting 

performance targets

Who benefits: Managers • Frontline Staff • Beneficiaries

County takeaway: “The positive impact we make on our clients and staff depends on our ability to quickly and clearly see information 

through the lenses that matter most.”

Development of a staff scheduling model that is more 

responsive to dynamic business conditions:

Fluctuating workforce size and language need

Shifting client channel preferences

Navigating system changes 

(e.g., major transition from CalWIN to CalSAWS)
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TODAY

The Business Need

Understand whether staffing 

and scheduling matched 

actual demand

Right-size coverage across 

contact and service centers 

during operational change

Increase productive task 

time while meeting 

performance targets

What It Takes Today To Piece The Data Together
San Francisco: to align staffing with demand, the county had to manually connect contact center, lobby, and workforce data 

across multiple systems

IMPACT

Manual Effort Required

Pull data from multiple systems 

and reports

Clean, reformat, validate, and 

re-upload data before analysis

Stitch together missing worker, 

staffing, and service-center 

context

Who benefits: Managers • Frontline Staff • Beneficiaries

County takeaway: “The positive impact we make on our clients and staff depends on our ability to quickly and clearly see information 

through the lenses that matter most.”

Contact Center 
(AWS)

Lobby
(CalSAWS)

Workforce
(Calabrio)

Challenges 

to first resolve
Different Data 

Formats

Empty Rows, blank fields, 

unnecessary information

Dates and times 

(seconds, minutes, hours)

Additional calculations 

to align data

Variable

Contexts

Metric Definitions:

Handled vs. completed

Abandoned vs. no 

response

Service Center Differences:

Programs represented 

(3 vs 7 programs between 

two buildings)

Business processes 

(visit purpose vs. prefix-

driven model)

Matching, Stitching, 

& Adding Missing Info

Add worker emails, 

CalSAWS worker IDs, 

internal agency worker IDs

Adding fields such as day 

of the week to assist with 

analysis

Analysis Can Begin

Data Sources
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What It Takes Today To Piece The Data Together
San Francisco: to align staffing with demand, the county had to manually connect contact center, lobby, and workforce data 

across multiple systems

TODAY

The Business Need

• Understand whether staffing 

and scheduling matched 

actual demand

• Right-size coverage across 

contact and service centers 

during operational change

• Increase productive task time 

while meeting performance 

targets

IMPACT

Manual Effort Required

• Pull data from multiple systems 

and reports

• Clean, reformat, validate, and 

re-upload data before analysis

• Stitch together missing worker, 

staffing, and service-center 

context

FUTURE

What Unified Data 

Would Improve
• Faster extraction, validation, 

and analysis

• Faster evaluation of 

scheduling strategies and 

results

• Less time assembling data 

and more time improving 

service and staffing

Who benefits: Managers • Frontline Staff • Beneficiaries

County takeaway: “The positive impact we make on our clients and staff depends on our ability to quickly and clearly see information 

through the lenses that matter most.”
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Fiscal

Existing integrated foundation + new channel data = more complete insight

Unified Analytics Platform

Already integrated today

Applications Cases Operations Fiscal

Expanded with Customer-related channel data

BenefitsCal Web 

Portal

Contact Center 

Data

Lobby 

Interactions

Imaging / 

Documents

Why the unified platform matters

For business users and county leaders
One trusted view across programs and channels. 

Faster answers, fewer reconciliations, and clearer 

understanding of customers, workload, and service 

demand.

For analysts and power users
Cross-channel and cross-program analysis in one 

place. Connect journeys, documents, workload, 

outcomes, and fiscal impact, and surface patterns 

siloed reporting hides.Un
it
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Trusted, connected analytics layer
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When BenefitsCal, Lobby, Contact Center, and Imaging data are added to the 

existing Applications, Cases, Operations, and Fiscal foundation, 

Counties can answer new cross-channel questions 

they could not reliably answer before.

Customer Journey and Access

See how people move across online, phone, 

in-person, and document touchpoints, where 

they start, where they stall, and where staff 

intervention helps complete service.

Service Demand and Workload

Connect channel demand to case activity and 

document flow to understand why call spikes 

happen, which visits are avoidable, and where 

workload shifts across offices and teams.

Verification and Processing 
Bottlenecks
Relate document submission, imaging 

turnaround, pending reasons, and eligibility 

timing to find where verification slows 

approvals, renewals, or case actions.

Outcomes, Equity, and Fiscal 
Impact

Compare channel journeys and service 

patterns with approvals, churn, renewals, 

program participation, and fiscal effects to see 

which operating changes improve outcomes.
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San Bernardino: 
Reports to Insights
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San Bernardino County
Background and Metrics

County

Geography
20,105 square miles

Population  
2,216,685

Department

Transitional Assistance 

Department (TAD)
(as of May 1, 2026)

Call Center

Task based model and 

Call Center started 

August 2011 
(15 years this year)

Public-Facing Offices
19

Call Center sites
3

Program Type Case Count

CalWORKs only: 2,914

CalFresh only: 155,895

CalWORKs and CalFresh 

combo:
24,582

Medi-Cal: 418,283

20K 
Miles

2.2M 
Residents

865,720 
Individuals 

served

21
Offices/Sites
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San Bernadino — County Perspective: What We Cannot See When Channel Data Is Fragmented
BenefitsCal, Contact Center, and Lobby each show part of customer demand — but not the full operational picture

Who benefits:  Leadership • Managers • Beneficiaries

County takeaway: “Reliable, timely data helps us make better staffing and service decisions across channels.”

Fragmented 
Demand Signals

What Connected Insight 
Would Improve

Operational 
Impact

Demand in one channel may affect 

another

No single view across BenefitsCal, 

Contact Center, and Lobby

Limited visibility to forecast demand by 

program or service area

Staffing and scheduling decisions are 

harder to optimize

Supervisors lack timely, complete 

visibility into demand and performance

Service adjustments are harder to 

make proactively

Better forecasting of customer 

demand

Better real-time visibility into workload, 

staff capacity, and performance

Better service delivery, callback 

options, and staff availability

TODAY FUTURE
IMPACT
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Video:
Customer 360 

From Reports to Insights
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Applications
Which households start 

online but then need staff 

help before a case is 

resolved?

Service 

Interactions
Which customers make 

repeat calls or lobby visits 

after key application or 

document events?

Program 

Participation
How do channel journeys 

relate to enrollment, 

renewals, churn, or multi-

program participation?

Documents and 

Verification
Where do document 

or verification bottlenecks 

correlate with pending, 

denied, or delayed 

outcomes?

Channel Management
How do I assign my resources 

based on channel journeys ?

Customer 360 Vision
Customer 360 connects application, service, document, and participation signals to reveal insights 
counties could not see before

Lo
ok

in
g 

Ah
ea

d

Customer

360
Counties Get the

Whole Person View 
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Panel Discussion

212026 CalSAWS Conference and JPA Member Representatives Meeting
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Special Guests

Feat: Ariana Michel
San Bernardino County

Trumpet

Feat: Jie Chen
San Francisco County

Double Bass



232026 CalSAWS Conference and JPA Member Representatives Meeting

K
e

y
 T

a
k

e
a

w
a

y
s

Unified analytics helps counties move from fragmented 
signals to clearer action

Customer-related data today is spread across web 

portal, contact center, lobby, and imaging systems.

A unified analytics platform brings those fragments 

together into a more trusted, usable decision 

environment.

Integrated data supports faster insight into 

beneficiaries' trends, eligibility trends, workload, fiscal 

impact, and program outcomes.

Customer 360 is the next step toward understanding 

the full customer and household story across channels 

and services.

Data in 
Harmony

Hear the whole story.

Act with more 

confidence.
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We’d love to Jam with You!
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Any questions about 
Data in Harmony?
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Thank You 
for Attending!
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Set Break
Back at 11:00 AM for 
Breakout Sessions 
1 and 2
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