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1 Background

The Child Welfare Services Case Management System (CWS/CMS) was originally
implemented in 1996, with continued development through rollout in 1998. Since that
time, the State has been in the maintenance and operations (M&O) phase of the
project, with only minimal new development activity occurring concurrently. The system
supports all 58 California counties, the California Department of Social Services, and
has over 19,000 users identified. Since its implementation, the system has incorporated
all but four (4) of the most significant and critical SACWIS functionality components
required by federal requirements. The system’s current technical architecture is
comprised of technologies and concepts that were common for large mission critical
systems in the mid 1990s.

California Department of Social Services (CDSS) views CWS/CMS as a tool for the
support of the child welfare workforce. The focus of its use is to enable case workers to
spend more time providing services to children and families. Improved quality and
guantity of services will result in improved outcomes for children and families.

On July 21, 2006, Federal and State approvals were given to proceed with the planning
activities for the procurement and implementation of a new CWS application. The
CWS/Web project will implement a web-service based technical architecture for CWS,
meeting County and State business requirements including data management and
reporting solutions consistent with Federal SACWIS requirements.
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2 Introduction
2.1 Purpose

This document is a combined Governance and Communication Plan for the CWS/Web
Project. The purpose of this document is to describe the internal governance
organization, structure and the process used to focus State and county resources on
the program, policy, resource, budget, oversight and scheduling issues that support the
viable procurement of a vital statewide system. Building on that organization, this
document further defines the Communication Management Plan outlining the exchange
of information amongst project stakeholders and project team members.

2.2 Scope

The Governance and Communication Management Plan identifies the procedures used
to govern and communicate internally within the project with specific focus on the formal
processes necessary to ensure the success of the CWS/Web Project.

2.3 Update Triggers

In addition to the mandatory review and update with change in scope, project
sponsorship, or the end of a project phase, the plan will be periodically reviewed and
updated to incorporate lessons learned during each phase of the project. A review and
update will be required to support the Development Phase of the project, which initiates
with the selection and award of the CWS/Web contract to the Systems Integrator.
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3 References

3.1 Best Practices Website

The format of this document adheres to the Office of Systems Integration (OSI) Best
Practices for a Governance Plan and a Communication Plan as found on the OSI Best

Practices website (http://www.bestpractices.osi.ca.gov).

3.2 Project iManage Repository

The CWS/Web Project Team utilizes the CWS/Web Project iManage repository
(NSPDOCYS) for all project-specific documentation associated with governance and
communication management.
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4 Participants Roles and Responsibilities
4.1 Project Organization

The CWS/Web Project is organized into functional areas which will support the project
management, administration and procurement activities associated with each phase.
The functional areas are comprised of team members from federal, state, county,
oversight and vendor teams.

Under the general direction of the California Health and Human Services Agency
(CHHSA), the Office of Systems Integration (OSI) has primary responsibility for
management of the CWS/Web Project.
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The CWS/Web Project Organization consists of a Project Office team and the support
organizations and staff that assist and oversee project activities. The Project Office is
under the direction of the CWS/Web Project Manager and is the team that performs the
primary activities of the project. It includes the CWS/Web Program Support team and
the OSI teams for Procurement Support, CWS/Web Solution, and Administration.

The Project Office performs the work necessary to successfully manage the project,
procure the CWS/Web Systems Integrator and other contractors, and implement the
new CWS/Web system to replace the existing CWS/CMS. The Project Manager reports
to the OSI CWS/CMS Project Director, who is responsible for both the operations of the
existing CWS/CMS as well as the implementation and operations of the new CWS/Web.
The CWS/Web Project Manager works in close collaboration with the CDSS CWS/Web
Program Manager to ensure the business needs of the CWS Program are understood
and achieved by the project.
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Figure 1 depicts the CWS/Web Project Organization to be used for the planning and
procurement phase. The chart depicts the CWS/Web Project Office and its relationship
to other entities that provide direct support to the project. These entities include OSI
management and staff, CDSS management and staff, a legal support services
consultant, and the project oversight consultants managed by the CDSS Office of
Systems Oversight (OSO) and staff and consultants directly assigned to the CWS/Web
Project Office.

(For the most current Project Organization Chart refer to iManage NSPDOCS #183.)
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4.2 Stakeholders

The project stakeholders have varying interests in the implementation of the CWS/Web
Solution. The term “stakeholders” is used broadly to encompass the various federal,
state, county, oversight, and vendor teams. Stakeholders may or may not have any
direct responsibility for project tasks, but their participation and support is essential to
project success. Some of these stakeholders will periodically need to be informed of key
milestones, findings, and decisions that may indirectly impact their relationship to the
project. Other stakeholders require very detailed and frequent communication, as their
organizations or job functions may be directly affected during the Planning Phase.

The first critical step in developing and delivering effective project governance and
communication is identifying, classifying, and understanding the various stakeholders,
their specific role in governance, their information needs, and their ability to influence
and affect outcomes.

The state views the CWS/Web Project as a collaborative effort which requires
involvement of all stakeholders as a critical component of success.

The primary requirement for all stakeholders is to keep the CWS/Web Project informed
of issues and concerns that may impact the project scope, schedule, or cost. The
following identifies the key CWS/Web Project stakeholders. Specific governance and
communication requirements associated with these stakeholders are defined in sections
4 and 5 respectively within this document.

4.2.1 Regulatory and Control Agencies

Regulatory and control agencies are responsible for approving project approval
documents and budgets. The following are the regulatory and control agencies
identified for the CWS/Web Project:

e Administration for Children and Families (ACF) — ACF is responsible for
federal programs that promote the economic and social well being of families,
children, individuals, and communities. ACF provides national leadership and
direction to 1) plan, manage and coordinate the nationwide administration of
comprehensive and supportive programs for vulnerable children and families
and 2) oversee and finance a broad range of programs for children and
families. The role of ACF in relation to this project is to review and approve
funding requests, to ensure that federal funding is spent appropriately, and
that there is a reasonable potential that a state’s expenditure of federal funds
will result in the attainment of federal objectives. ACF is engaged in full
project oversight and provides guidance to the State on its overall plan for
meeting federal requirements. The ACF must approve some project
documents (e.g., PAPD, IAPD, System Integrator RFP, and the final contract)
as well as all contracts over $100,000.
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Office of the State Chief Information Officer (OCIO) — Manages the State
Information Management Manual. The OCIO has statutory authority over IT
strategic vision and planning, enterprise architecture, policy, and project
approval and oversight. The OCIO also approves Special Project Reports
(SPR).

Department of Finance (DOF) — DOF is responsible for approving the
annual funding for the project and will approve the Supplementary Premise
Information (SPI), Budget Change Concept documents (BCC), and Special
Project Reports (SPR) and updates.

Department of General Services (DGS), Procurement Division — DGS is
responsible for conducting major information technology procurements for the
State of California, including CWS/Web Project. DGS reviews and approves
project documents pertaining to the procurement of a CWS/Web Project
Systems Integrator. DGS is the single point of contact for questions from
bidders and potential bidders. DGS will assist in the facilitation of contract
negotiations and will be a signatory of the final CWS/Web Project contract
and any subsequent amendments. DGS will be the point of contact for all
CWS/Web Project procurement vendor inquiries, including those vendors who
respond to a CWS/Web Project Market Survey (if executed). In addition,
DGS reviews and approves other project procurements and the Information
Technology Procurement Plan (ITPP).

California Health and Human Services Agency (CHHSA) — CHHSA
administers State and Federal programs for health care, social services,
public assistance, job training, and rehabilitation. The CHHSA Secretary is
appointed by the Governor and serves as a member of the Governor’s
Cabinet. The Secretary and the CHHSA help the Administration carry out its
objectives and policies regarding aforementioned State and federal programs.
CHHSA is the umbrella agency that oversees the work of 14 Boards and
Departments, which administer and/or provide direct services to the public.
These Departments include the California Department of Social Services
(CDSS) and OSI. CHHSA performs program policy oversight while providing
direction to the State agencies on various programmatic and fiscal issues.
CHHSA provides guidance on Child Welfare Services (CWS) programs and
on the CWS/Web Project.

4.2.2 Project Sponsor

The CDSS Children and Family Services Division (CFSD) is the sponsor for the
CWS/Web Project and is ultimately responsible for the success of the CWS/Web
Project. The Deputy Director of CFSD, as the Project Sponsor, participates in the
procurement activities ensuring that CWS/CMS-related program policies are addressed,
that the CWS/Web Project meets state and federal requirements and is completed
according to scope, schedule, and budget. The Project Sponsor maintains a leading
and very active role in all aspects of system development including promoting and
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marketing the use of CWS/Web Solution. CDSS performs the lead role in any
communications with the public and media as well as the review of proposed and
pending legislation.

CDSS with CWS/Web Project jointly participates in the deliverable acceptance process.
The CWS/Web Project Manager and CDSS management communicate on project
status, issues, and risks. CDSS is the point of contact for federal and state agencies
and the State Legislature regarding CWS/CMS program policy issues.

4.2.3 OSI

In addition to the primary responsibility for overall project management (see section 4.1)
OSI key staff positions provide the following organizational roles. A detail listing of all
project staff roles and responsibilities can be found in iManage NSPDOCS #2255.

e CWS/CMS Project Director - The CWS/CMS Project Director is responsible for
the successful delivery of the project office services to meet programmatic
requirements defined by the Project Sponsor. The CWS/CMS Project Director,
an OSI employee and under general direction from the OSI Director within the
CHHSA, plans and directs activities of the CWS/CMS Project and the CWS/Web
Project. The CWS/CMS Project Director has overall responsibility for the
CWS/CMS M&O Organization and the CWS/Web Project. The CWS/CMS
Project Director provides overall direction to the CWS/Web Project Manager to
ensure cohesive strategies, coordination of bridging activities, change
management, and staff utilization. Responsibilities include oversight of
development and management of all project processes both for new
development and for sustaining maintenance, as well as management of all
resources assigned to the project: State staff and vendors. The CWS/CMS
Project Director is also responsible for maintaining a close working relationship
with the Project Sponsor to understand business needs and for identifying and
proposing automation solutions to address those needs.

e CWS/Web Project Manager - The CWS/Web Project Manager, an employee of
OSI, under general direction from the CWS/CMS Project Director, plans and
directs the CWS/Web Project and manages an effective multi-disciplinary project
team. The CWS/Web Project Manager is dedicated full-time and responsible for
project management of the planning, procurement, development,
implementation, and ongoing maintenance and operation of the CWS/Web. The
CWS/Web Project Manager is responsible for communicating with CDSS and
Counties. The CWS/Web Project Manager develops and maintains a
collaborative relationship with CDSS and Counties to ensure appropriate
programmatic input is obtained and utilized. The CWS/Web Project Manager
monitors project activities; develops, reviews, and revises approval documents
for funding; identifies and resolves issues; and mitigates and manages risk.

e CWS/Web Administrative Deputy Project Manager — The CWS/Web
Administrative Deputy Project Manager is responsible for all procurement
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management activities, either directly or by overseeing the work of others,
including the development and maintenance of the IT Procurement Plan (based
on DGS requirements). The Administrative Deputy Project Manager consults with
Legal counsel regarding procurement issues and contract terms. The CWS/Web
Administrative Deputy Project Manager works with the OSI Procurement Center
and DGS, as appropriate, to determine the current laws, regulations and process
requirements based on the contract vehicle. The CWS/Web Administrative
Deputy Project Manager collaborates with the CWS/Web Project Manager to
establish the budget and scope for the solicitation and the high-level evaluation
criteria. The CWS/Web Administrative Deputy Project Manager briefs all
procurement participants on the project’s specific approach to the solicitation, the
purpose and goals of the solicitation, the specific products and services being
sought, and the criteria that will be used to evaluate and accept the products and
services. The CWS/Web Administrative Deputy Project Manager is also
responsible for managing the CWS/Web Project financial activities, human
resource management activities, project management support activities, and
other administrative activities.

e CWS/Web Technical Solution Deputy Project Manager — The CWS/Web
Technical Solution Deputy Project Manager plans and directs the activities of the
CWS/Web Solution Team. The CWS/Web Technical Solution Deputy Project
Manager is responsible for the definition and management of the solution scope
and the business requirements to be met by the CWS/Web Solution. The
CWS/Web Technical Solution Deputy Project Manager works closely with the
CDSS CWS/Web Program Manager and team to ensure the CWS Program
needs are defined and reflected in the project products, particularly the
CWS/Web system and related services. The CWS/Web Technical Solution
Deputy Project Manager assists in the procurement of the CWS/Web Systems
Integrator and is responsible to oversee the subsequent activities and products of
the CWS/Web Systems Integrator to ensure business needs are met.

e Solution Engineer - The Solution Engineer works with the CWS/Web Project
Manager, CWS/Web Technical Solution Deputy Project Manager and OSI
contract staff on an ongoing basis to ensure that all technical aspects of the
prime vendor contract are being properly executed. The CWS/Web Solution
Engineer participates in the development of technical architectural standards at
the project, department, and state level, requiring a detailed and broad
understanding of State business requirements and best business practices
related to service oriented architecture. The CWS/Web Solution Engineer
provides leadership over a team of experts who represent their respective
business or technical areas and translates the most complex and extensive
business requirements into detailed use cases, system, and technical
requirements. The Solution Engineer maintains a comprehensive understanding
of business, operating systems, database design, and network design in order to
effectively design and architect the system.

e CWS/Web Procurement Support Team - The CWS/Web Procurement Support
Team works with the Deputy Project Manager to develop the solicitation
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document for the System Integrator contract and to conduct all related IT
acquisitions associated with the CWS/Web Project. In addition, the Procurement
Support Team administers all contracts for the project to ensure compliance with
appropriate regulations and policies, researches contract issues and monitors the
contractor’s performance against the requirements of the contract.

4.2.4 CDSS Organization

CDSS coordinates communications with the public and media as well as the review of
proposed and pending legislation. In addition to the role CDSS plays as Project Sponsor
(see Section 4.2.2), there are other branches and Bureaus at CDSS that have a direct
or indirect stake in the CWS/Web Project. CDSS also provides access to county staff for
the CWS/Web Project. The roles described below are performed under the general
direction and supervision of the CDSS Project Sponsor.

e CDSS CWS/Web Project Program Manager - The CDSS CWS/Web Program
Manager reports to the Project Sponsor and is part of the CWS/Web Project
Management team. The CDSS CWS/Web Program Manager works with county
management representatives and the Project Director for CWS/Web IT project-
related activities and plans, directs, and oversees the day-to-day activities of
CDSS staff assigned to the CWS/Web Project. The CDSS CWS/Web Program
Manager is responsible for ensuring that program-related policy, contract, or
funding decisions are made and communicated. The CDSS CWS/Web Program
Manager develops and maintains collaborative relationships with the OSI
CWS/Web Project team, CDSS program Divisions, counties, and other
governmental agencies as needed to ensure that the sponsorship and
programmatic input is obtained and utilized in the development of each phase of
the project. The CDSS CWS/Web Program Manager monitors project activities,
participates in the development, review, and revision of documents for approval
and funding; identifies and resolves program issues; and assists in the mitigation
and management of project risks. The CDSS CWS/Web Program Manager
coordinates CDSS tasks, and participates in the CWS/Web Project Governance
Groups as defined in Section 5.1 of this document.

e CDSS CWS/Web Project Social Services Consultants - The CDSS Social
Services Consultants work with the CDSS CWS/Web Program Manager as
Program Specialists to ensure that the CWS/Web meets state, federal, and
county program processes to support achievement of program outcomes and
business needs that improve worker efficiency and effectiveness. The Social
Services Consultants’ responsibilities include reviewing state and federal
regulations and keeping abreast of changes as they occur and reviewing required
document sections related to program descriptions, needs, or outcomes related
to the CWS/Web Solution. The Social Services Consultants perform analyses
and provide recommendations to the CWS/Web Project Manager on problems
and issues as they arise and issue regular feedback to state and county program
staff on decisions and issue resolution. The Social Services Consultants
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participate in all county input sessions and in the creation and review of training
material created for end users. The Social Services Consultants are responsible
for developing a working knowledge of and relationships with units within the
Children and Family Services Division (CFSD) to ensure that relevant CDSS
staffs are involved in critical decision-making with regard to planning for the
CWS/Web. Other responsibilities include obtaining and coordinating input from
program experts as issues arise in planning, ensuring that contradictory or
competitive needs are brought to resolution, and participating in the development
of County Letters or Information Notices which relate to CWS/Web usage.

e County Consultants — Program management-level and user/technical-level
County Consultants are required on a full-time basis to ensure the CWS/Web
Solution is effective, economical, and efficient within the county and State child
welfare and adoptions settings; is consistent with program policies and business
practices; and supports the achievement of program outcomes and meets the
need of end users. The County Consultants report to the CWS/CMS CWS/Web
Program Manager. The County Consultants work closely with the CDSS
CWS/Web Staff Services Manager, CWS/Web Social Services Consultants and
CDSS CWS/Web Program Manager in ensuring the CWS/Web meets federal and
State requirements and county program and business needs. The County
Consultants provide input on system gaps and needs within the planned
functional changes and analysis and recommendations to the Program
Specialists and CDSS CWS/Web Program Manager on programmatic problems
or issues as they arise. The County Consultants attend county regional or CWDA
meetings to seek input or provide feedback on decisions and resolutions to
issues, participate in ongoing CDSS communication to counties during planning
of the CWS/Web, assist in the development of County Letters, Informational
Notices, and training materials and review and provide suggested changes to
required document sections related to program descriptions, needs, or outcomes
developed in relationship to the CWS/Web.

e County Program Staff — The County Program Staff are County subject matter
experts (SME) who directly support the development of the CWS/Web business
functionality and/or technical components. These SMEs are selected from
multiple counties and from existing CWS/CMS user groups. The County Program
Staff are targeted to tasks that make the most of their familiarity with county
business processes. The County Program Staff primary responsibilities include
assisting in development, validation, and prioritization of business requirements
and system design. The activities and tasks performed by the CDSS County
Program Staff are coordinated by OSI, CWDA, and CDSS.

e CDSS CWS/Web Project Business Analyst - The Business Analyst works with
the CDSS Program Manager on an ongoing basis as a Business Analyst to
ensure that all aspects of the project scope, schedule, and budget are consistent
with sponsor expectations. The Business Analyst assists in the development and
provides on-going monitoring of CDSS contracts for the CWS/Web. The
CWS/Web Project Business Analyst participates in change management
decisions, reviews detailed budget documents and assists in the development
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and review of all documents (i.e., RFP, APD) required in the planning phase. The
CWS/Web Project Business Analyst coordinates ongoing CWS/Web
correspondence with the ACF.

e CDSS CWS/Web Staff Services Manager | (2 positions) — The Staff Services
Manager | (SSM 1) position directly supervises the CDSS Social Services
Consultants (Program Specialists), and CDSS Associate Government Program
Analyst positions. An additional CDSS SSM | position will be responsible for
supervision of the county contract consultants when the number of county
consultants increases from five to 12 in State Fiscal Year 2009-10. The Staff
Services Managers are supervised by the CDSS CWS/Web Program Manager.
Staff Services Managers are responsible for routine personnel tasks and provide
CDSS program, fiscal, contract, service delivery knowledge and experience to the
CWS/Web Project.

e CDSS Office of Systems Oversight (OSO) — The CDSS Office of Systems
Oversight (OSO) primary responsibilities are to meet the intent of ACF and the
California Office of the Chief Information Officer (OCIO) Information Technology
(IT) Project Oversight Framework by performing contract management and
oversight of external CWS/Web Project Oversight Consultant (POC) and
Verification and Validation (V&V) vendors. OSO monitors vendor performance to
ensure project success. OSO assists in identifying and resolving project risks,
facilitating briefings with senior management, and brings cross cutting project
iIssues to the forefront for discussion. OSO performs its function separate from
the OSI. OSO is responsible for comparing vendor results with source
organizations, working with source organizations to resolve conflicts, and
reporting findings directly to the Project Sponsor. OSO ensures external POC and
V&V vendors adhere to practices, processes and procedures consistent with
industry standards and accepted best practices such as the Project Management
Institute’s (PMI) Project Management Body of Knowledge (PMBOK) and the
Institute of Electrical and Electronics (IEEE) Standards.

e CDSS Information Security Officer (CDSS ISO) - The CDSS ISO is
responsible for establishing and managing policies and procedures to ensure the
continued integrity and protection of CWS/Web data and security of all
information technology assets (hardware, software and data). The CDSS ISO
collaborates on projects and initiatives with officials at the state and local level.
The CDSS ISO assists the ISD Deputy Director in the oversight of CDSS IT
projects (e.g., CWS/CMS, CWS/Web, Statewide Automated Welfare System
(SAWS), and the Electronic Benefits Transfer (EBT) System). The ISO
communicates security standards to the CWS/Web Project and reviews project
documents for adherence to these standards.

e CDSS Legal Counsel - CDSS Legal Counsel provides legal advice, opinions,
and support to the CWS/Web. CDSS Legal Counsel advises the Program
Sponsor, CWS/Web Project Manager, and CWS/Web Program Manager
regarding statutory, regulatory, and program requirements impacting the Project.
CDSS Legal Counsel assists and supports development of procurement
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documents, contracts, and communications. CDSS Legal Counsel advises the
Project Sponsor, Project Manager, and Operations Manager regarding the
application of contract terms and conditions and the vendor's compliance.

4.2.5 County Welfare Directors Association (CWDA)

CWDA meets regularly to discuss program policy and child welfare services automation.
The CWS/CMS Project Director and CWS/Web Project Manager in collaboration with
CDSS work with the CWDA Liaison to provide critical project continuity. The CWDA
Liaison coordinates and assists a variety of teams in conducting project tasks and when
needed identifies and engages appropriate County policy and program experts to assist
the CWS/Web Project. The CWDA Liaison ensures ongoing communications with
CWDA leadership and counties regarding system direction in order to articulate the
counties’ role and perspective as the primary user and that county resources necessary
for project success are identified. The CWDA Liaison duties include coordinating with
the CWS/CMS Oversight Committee to ensure consistent direction, priority setting, and
communication between CWDA, the counties, the project sponsor, and the CWS/Web
integrated team, monitoring and assessing county-based application performance
metrics and service level agreements and working with counties to ensure that counties
understand and provide the necessary local resources to ensure project success.

4.2.6 OSI-Managed Vendors

e Technical Assistance Consulting Vendor —The Technical Consultants
responsibilities include developing an architecture strategy for the CWS/Web that
fits within the State’s overall architecture strategy and ensuring system
adherence to technical requirements for design, development, testing, system
performance, and operability. The Technical Consultants also review and
recommend acceptance of deliverables associated with the technical aspects of
the project (design, development, testing, system performance, and operability)
and participate in quality control activities during planning to ensure technical
deliverables comply with established standards.

e Project Management Support Services Vendor - The PMSS vendor works
with the core CWS/Web Project Team to ensure successful planning, execution
and management of the CWS/Web Project. The PMSS vendor assists the
CWS/Web Project Manager with the highest-level executive interactions
including risk and issue mitigation; development, tracking and monitoring the
work plan tasks and schedule; establishing and implementing project
management standards and processes; acting in a lead role in the support of the
development of financial, management and technical portions of project
deliverables.

NSPDOCS #253v8 Page 15



CWS/Web Project Governance and Communication Management Plan
Office of Systems Integration February 2009

5 Project Governance

This section defines the governance structure including groups, membership, roles, and
responsibilities in support of the CWS/Web Project. The objective of CWS/Web Project
governance is to promote communication among stakeholders through a system of
shared or overlapping membership, shared chairmanship responsibilities, and
coordinated participation of stakeholders in a broad range of oversight, technical and
policy working groups. The governance structure communication processes are
supplemental to the communication processes defined later in this document.

The CWS/Web Project Governance Structure is designed to optimize resources and
results by empowering each level within the structure to achieve results by following the
project drivers established for the project and to use these drivers to determine priority
order for decisions on CWS/Web Functionality.

PROJECT DRIVERS

e Program Business Requirements
e SACWIS Compliance
e Technical Requirements/Solutions

The CWS/Web project is using a modified and streamlined approach to governance,
where all members of the team provide expertise, skills, and experiences. Consultants,
county consultants, county representatives, Oversight Organizations, CDSS Staff,
CWDA Staff, and OSI staff all participate in the development of the requirements for the
CWS/Web Request for Proposal (RFP). As a result of this effort, the governance
structure provides each team member the opportunity to escalate or communicate
issues, concerns, or recommendations to a representative from his or her organization
to ensure the best solution is achieved.

The Guiding Principles are the next level of priority for the groups within the governance
structure to reference when making decisions regarding project scope and functionality
decisions.

GUIDING PRINCIPLES

e Practice will drive system, system will not drive Practice

Policy will drive the system, system will not drive Policy

System will support flexibility in service delivery approach

Automation - just because we can, doesn’t mean we should

Information how you need it, when you need it, and where you need it

System changes will be made timely
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e Support comprehensive service delivery through access to and exchange of
information across systems

5.1 Governance Groups

The governance structure shown in Figure 2 depicts the internal project governance
groups and their interrelationships. The chart shows that the integrated CWS/Web
Project Team performs the work of the project. Certain decisions needed by the team
are escalated to the Project Management Decision Group (PMDG) for resolution and
direction. Approximately 95% of those escalated decisions are made by the PMDG. The
remaining 5% of the decisions are those decisions that require escalation to the next
higher level of governance, the Project Control Board (PCB). If the decisions cannot be
made by the PCB, the decision is escalated to CDSS Executive Management for
resolution or direction.

(The current version of the governance chart is maintained in iManage as NSPDOCS
#957.)
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Project Control Board (PCB)

CDSS Deputy Director, Children and Family Services Division: Greg Rose
CDSS Deputy Director, Administration Division: Eric Fuijii

CDSS Deputy Director, Information Systems Division: Karen Ruiz
CDSS Deputy Director, Legal Division: Larry Bolton

CDSS Deputy Director, Community Care License Division: Jo Frederick
OSI Director: Paul Benedetto, Acting

County Welfare Director, Butte County: Cathi Grams

County Welfare Director, Stanislaus County: Christine Applegate
County Welfare Director, Tehama County: Charlene Reid

County Welfare Director, San Bernardino County: Linda Haugan

Chief Deputy, LA County Children and Family Services: Susan Kerr
CWDA Representative: Penni Clarke

95% of all escalated decisions
made by PMDG

Project Management Decision Group (PMDG)
OSC Co-Chairs:
CDSS Deputy Director, Children and Family Services Division: Greg Rose
Deptartment of Children’s Services Director, San Bernardino: DeAnna
Avey-Motekeit
PIAC Co-Chairs:
Legislative Program Coordinator, San Bernardino County: Kathy Watkins
CDSS Chief, Operations and Evaluation Branch: Glenn Freitas
TAC Co-Chairs:
OSI CWS/CMS M&O Manager: Melody Hayes
Interim Director, Admin and Info Systems, Alameda County: Don Edwards
County Representatives (4):
Robyn Krause, Glenn County, Joi Russel, Los Angeles County, Susan
Artega, Madera County, Valerie Early, Contra Costa County,
CWDA Representative: Penni Clarke
CWS/CMS Project Director: John Lane
CWS/Web Project Manager: Debbie Campora
CWS/Web Program Manager: Tom Burke

100% of work performed

CWS/Web Project Team
County Welfare Staff CWDA Staff
OSI Staff CDSS Staff
DTS Staff DGS Staff
CWS/Web Team

Figure 2 — CWS/Web Project Internal Governance Structure

NSPDOCS #253v8 Page 18



CWS/Web Project Governance and Communication Management Plan
Office of Systems Integration February 2009

5.1.1 Project Control Board (PCB)

The PCB meets as needed to provide direction and resolve issues or conflict with a
view toward the overall project to ensure the CWS/Web Project remains within agreed-
upon scope and objectives. The PCB is the highest escalation point within the project
governance structure and provides both tactical and strategic direction to the project
based upon project drivers and guiding principles. The PCB receives updates on project
status and major project milestones at meetings as defined in the Communication
Section of this plan.

Unresolved items, policy clarification, or system functionality changes at the Project
Management Decision Group will be escalated to the PCB for a decision. Any issues
which cannot be resolved at the PCB level will be escalated to CDSS Executive
Management.

PCB Membership

OSI Director

CDSS Deputy Director, Children and Family Services Division

CDSS Deputy Director, Administration Division

CDSS Deputy Director, Information Systems Division

CDSS Deputy Director, Legal Services Division

CDSS Deputy Director, Community Care Licensing Division

Four County Welfare Directors

Chief Deputy, Los Angeles (LA) County Children and Family Services
CWDA Representative

5.1.2 Project Management Decision Group (PMDG)

The PMDG provides direction for the development and implementation of CWS/Web to
ensure the system supports the project drivers and the guiding principles that have
been established for the CWS/Web Project. PMDG meetings are scheduled bi-weekly
and are cancelled if there are no agenda items. The PMDG makes decisions on project
issues and documents or other items relating to the proposed solution including the
requirements and strategies as requested by the project.

The PMDG operates under the guidelines of unanimous agreement for decision making
as it relates to scope, schedule, and budget issues as well as document or strategy
approval. The project anticipates the PMDG will resolve approximately ninety-five per
cent (95%) of the issues and problems escalated from the project team. Any
issues/conflicts that are not resolved with a unanimous agreement will be escalated to
the Project Control Board.
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The PMDG Members are allowed a proxy, provided the proxy is given full decision-
making authority on any and all items discussed or reviewed by the PMDG.

PMDG Membership

CWS/CMS Oversight Committee (OSC) Co-Chairs

CWS/CMS Program Impact Advisory Committee (PIAC) Co-Chairs
CWS/CMS Technical Advisory Committee (TAC) Co-Chairs
CWS/CMS Project Director

CWS/Web Project Manager

CWS/Web Program Manager

CWDA Representative

5.1.3 CWS/Web Project Team

The primary purpose of the Project Team is to provide statewide perspective where
program, technical, or policy issues/concerns arise out of proposed CWS/Web changes.
The majority of the work for the development of requirements and for the development
and implementation of the CWS/Web are performed by this team.

The Project Team actively participates in the definition, development, and resolution of
issues related to program and policy impacts from a customer perspective as well as
identifying and referring policy issues to CDSS to develop clarification in concert with
the CWDA Children’s Committee. In support of the CWS/Web Project, the Project Team
recommends system changes and provides an assessment of the impact, as needed.

OSI performs all project management activities associated with the CWS/Web Project.
This includes creating and facilitating approval of the Project Charter, project
management plans, and status reports. In addition, CWS/Web Project staff creates and
submits for approval all key project strategies such as procurement approach and
proposal scoring.

CDSS leads communications with the public and media as well as the review of
proposed and pending legislation.

Both organizations participate in making decisions regarding scope and requirements
and scope / schedule / cost tradeoffs.

5.2 Issue Resolution Process

The CWS/Web Project Manager is responsible for overseeing and managing issues
identified by the project or its stakeholders. An issue is defined as a statement of
concern or need that (1) is known ahead of time or is in the project work plan, but
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whose resolution is in question or lacking agreement among stakeholders; (2) is highly
visible or involves external stakeholders such as requests from control agencies; (3) has
critical deadlines or timeframes which cannot be missed; (4) results in an important
decision or resolution whose rationale and activities must be captured for historical
purposes; or (5) is an item that may impede project progress. An issue is a situation
which has occurred or will definitely occur, as opposed to a risk which is a potential
event. The CWS/Web Issue and Action Item Management Plan, iManage NSPDOCS
#665, describes the processes for identifying, tracking, and managing issues.

CWS/Web Project staff may enlist the assistance of stakeholders in the resolution of an
issue to ensure the resolution represents the best interests of the project, program, and
the stakeholders. CWS/Web Project staff will document issues and their resolution
using the integrated tool (Management Tracking System Il). In the event a resolution
cannot be agreed upon by the stakeholders, the issue may be escalated via the
following Escalation Process.

5.3 Escalation Process

The Escalation Process is used when the project team cannot reach a workable solution
for scope, or during the project someone requests that the agreed-upon project scope
be changed to add a new feature or functionality and the team cannot find a solution
everyone agrees upon. The Escalation Process is used to raise a problem, issue, or
action to a higher level of management for resolution. Figure 3 depicts the escalation
process for the CWS/Web Project. Important project issues will be handled as noted
when they arise. The resolutions will be reviewed and evaluated against the “Project
Drivers” and the “Guiding Principles”.

The CWS/Web Project Manager and/or Program Manager will notify the PMDG meeting
facilitator of an escalated item to be placed on the agenda of the next meeting (or
request one be scheduled if needed sooner). The agenda and any supporting material
for the escalated item will be distributed via email to the PMDG members at least three
days prior to the meeting. Should the PMDG be unable to agree on a resolution of the
item, the item is escalated to the PCB. The CWS/Web Program Manager will schedule
the PCB meeting and forward the materials from the PMDG to the PCB members along
with any additional information. The PCB will provide the final resolution that will then be
communicated back to the project staff at the next team meeting.
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Issues
Risk Assessment
Change Requests %
Schedule Variance 8

Funding Variance

Ll

CWS/Web
Project Control Board

Project Management Decision

CWS/Web Project Team

High Impact or
Project Direction or
Issue Resolution

Low/Medium Medium/High Project
Project Impact Impact

Impact Analysis
Documentation

Escalation is facilitated by the CWS/Web Project Manager

Figure 3 — CWS/Web Project Escalation Process
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6 Project Communication
The following factors are critical to the success of project communication.

e Confidentiality — Due to the sensitive nature of vendor procurement activity,
all communication must be at the direction and approval of the CWS/Web
Project Manager. Appropriate levels of confidentiality must be adhered to in
all written and verbal communications.

e Awareness — Communication about the project must occur. If stakeholders
are not informed of the CWS/Web Project mandates, objectives, constraints,
and outcomes they will not be prepared for the changes; nor will they
understand or support the changes they observe and experience.

e Content — Communication must be relevant, meaningful, and at an
appropriate level of detail for the target audience. The message should
convey realistic expectations by dealing openly with the impact of change.
Communication strategies should also be based on stakeholders’ needs and
feedback.

e Timeliness — Information must be shared in a timely manner to allow
stakeholders opportunities to process project-related information and to react.

e Communication Flow — To curb misinformation and rumors, official project
communication will flow through formal communication channels as described
in this plan.

e Format and Media — All communication must be developed and delivered in a
format that is efficient, understandable, and easily accessible. As much as
possible, existing familiar communication vehicles should be used.

e Bi-directional — Communication from stakeholders is as important as
communication to stakeholders.

6.1 Communication Management Roles and Responsibilities

While the CWS/Web Project Manager is ultimately responsible for the communication
management activities, the CDSS Program Manager has an equally involved role in
ensuring successful delivery of project communications.

6.1.1 CWS/Web Project Manager

The CWS/Web Project Manager oversees the execution of the CWS/Web Project
Governance and Communication Management Plan and ensures appropriate
management of project communications. The Project Manager serves as the single
point of contact for the distribution of project-related communication deliverables. The
Project Manager is responsible for:
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e Ensuring the Governance and Communication Management Plan is accurate
and up-to-date;

e Recording, monitoring, and tracking project communication deliverables;
e Defining, developing, and/or coordinating communication methods;

e Assisting CWS/Web Project staff in locating project information, processes
and meeting information as needed;

e Providing communication standards and formats;
e Ensuring all project communication is current;

e Monitoring communication to ensure the appropriate stakeholders have
relevant and timely information; and,

e Coordinating the distribution of communication (i.e., reports, minutes, etc.) as
needed.

6.1.2 CDSS CWS/Web Program Manager

The CDSS CWS/Web Program Manager is responsible for ensuring that the content of
communications accurately reflects the CDSS voice. The CDSS CWS/Web Program
Manager is responsible for ensuring that program-related issues and decisions are
communicated to CDSS and counties. The CDSS CWS/Web Program Manager will
develop and maintain collaborative relationships with the OSI CWS/Web Project team,
CDSS program Divisions, counties, and other governmental agencies as needed to
ensure that the sponsorship and programmatic input is obtained and utilized in the
development of each phase of the project.

CDSS performs the lead role in any communications with the public and media.

6.2 Audiences

Identifying and understanding the information needs of project participants and
stakeholders is critical to delivering effective messages. Some need comprehensive
project updates often and others, indirectly affected by the project, need less frequent
and higher level information. A key to project success is appropriate messages,
disseminated in consistent manner, to the right individual or groups in a timely manner.

The CWS/Web Project stakeholders are divided into two categories for the purposes of
communication management: internal project participants, and external project
stakeholders. Project participants are individuals who are either dedicated project staff
or individuals who provide executive level sponsorship and support. External
Stakeholders are individuals or groups that contribute to the project when needed, and
are impacted by the results of the project.
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6.2.1 Project Participant Group

Table 1 depicts the participant groups for CWS/Web Project communications.

Group

Project Sponsor

Table 1: Project Participant Group

Participants

CDSS Deputy Director, CFSD

Role

Provides overall vision for the
project and acceptance of the
final product.

CDSS/OSI CDSS Chief Deputy Director | The Executive Briefing
Execut_lve Briefing CDSS Deputy Director, CFSD Commlttee meets monthly for
Committee _ a high level review of

CDSS Deputy Director, CWS/Web Project activities.

Information Systems Division

CDSS Deputy Director,

Administration Division

CDSS Deputy Director, Legal

Services Division

CDSS Deputy Director,

Community Care Licensing

Division

OSI Director

CWS/Web Project Manager

CDSS CWS/Web Program

Manager
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Group

Project Control
Board

Participants

OSI Director
CDSS Deputy Director, CFSD

CDSS Deputy Director,
Administration Division

CDSS Deputy Director,
Information Systems Division

CDSS Deputy Director,
Community Care Licensing
Division

CDSS Deputy Director, Legal
Services Division

County Welfare Directors (4)

Chief Deputy, LA County
Children and Family Services

CWDA Representative

Role

Meets as needed to provide
direction and resolve
issues/conflict with a view
toward the overall project. The
Project Control Board is the
highest escalation point within
the project governance
structure and provides both
tactical and strategic direction
to the project based upon
project drivers and guiding
principles. Any issues which
cannot be resolved at the PCB
level are escalated to CDSS
Executive Management.

Project
Management
Decision Group

CWS/CMS OSC Co-Chairs
CWS/CMS PIAC Co-Chairs
CWS/CMS TAC Co-Chairs
CWS/CMS Project Director
CWS/Web Project Manager
CWS/Web Program Manager
CWDA Representative

The Project Management
Decision Group meets bi-
weekly or as needed. The
committee provides direction
and conflict resolution for the
CWS/Web based on the
project drivers and guiding
principles.
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Group

CWS/Web Project
Managers Group

Participants

CWS/CMS Project Director
CWS/Web Project Manager

Administrative Deputy Project
Manager

Technical Solution Deputy
Project Manager

CWS/Web Program Manager

Project Management Support
Services (PMSS) Project
Manager

POC Consultant (as needed)
V&YV Consultant (as needed)

Role

The CWS/Web Project
Managers Group meets to
review progress and discuss
priorities, issues, changes and
risks.

CWS/Web Project
Team Staff

CWS/CMS Project Director
CWS/Web Project Manager

CDSS CWS/Web Program
Manager

Administrative Deputy Project
Manager

Technical Solution Deputy
Project Manager

CWS/Web Project Staff
CDSS Program Staff

County Consultants
CWS/Web Procurement Staff
CDSS 0OSO staff

PMSS Staff

DGS Representative

POC Consultant (as needed)
V&YV Consultant (as needed)
Other Contractor Staff

CWS/Web Project All Staff
includes all members of the
CWS/Web Project staff. The
group discusses overall
project status and celebrates
successes.
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Group

CWS/CMS
Oversight
Committee (OSC)

Participants

Deputy Director, CDSS
Children and Family Services
Division (co-chair)

Department of Children’s
Services Director - San
Bernardino County (co-chair)

County and State Program
Staff, CWDA

Role

A CWS/CMS Committee that
determines program and
technical system needs.

CWS/CMS
Program Impact
Advisory
Committee (PIAC)

CDSS Operations &
Evaluation Branch (co-chair)

Legislative Program
Coordinator, San Bernardino
County (co-chair)

County and State Program
Staff, CWDA

Discusses program needs and
system impacts on program
operations. Determines
priorities for CWS/CMS
systems changes.

CWS/CMS
Technical
Advisory
Committee (TAC)

CWS/CMS M&O Manager
(co-chair)

Director, Admin & Info
Systems, Alameda County
(co-chair)

County and State Technical
Staff, DTS, CWDA,
CWS/CMS Vendor (IBM)

Discusses information for
technical project issues.
Provides technical
consultation to the CWS/CMS
OSC.

CWDA IT
Committee

County and State Technical
and Program Staff

Advisory committee to CWDA.

6.2.2 Project Stakeholders

The table below depicts the project stakeholders identified for CWS/Web Project
communications. In many cases, during the Planning Phase of the CWS/Web Project,
the project participants will receive communication via the project participants group and
the external communication tools identified in the plan in Section 6.0. It is expected that
as the project progresses into the development and implementation phases, the project
stakeholders will receive more direct communication.
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Group

Administration for
Children and
Families (ACF)

Table 2: Project Stakeholders
Participants

Assigned federal
representative(s)

Role

Provides informal
guidance and provides
approval of project budget
documents and
procurements.

County Child
Welfare Agencies

County management and staff
responsible for the day-to-day
administration of Child Welfare
Services to California’s children
and families.

Provide subject matter
expertise for defining
program requirements and
ongoing testing and
support for project
applications.

Department of
Technology
Services (DTS)

Data center representative(s)

Provide subject matter
expertise for architecture
and server configurations
and support.

CDSS Information
Security Office

Information Security Officer

Provide expertise and
support on security related
technical and program
specification.

OSI Information

Information Security Officer

Provide expertise and

Security Office support on security related
technical and program
specificatio