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PROJECT OFFICE ACTIVITIES
In Scope of the Phase I Project:  

· Information gathering and analysis of prospective Probation Department user base and infrastructure needs.

· Identification and outreach to Probation Department personnel.   

· Connectivity needs of new user base.  

· Training needs of the new user base.  

Out of Scope of the Phase I Project:

· Full utilization of CWS/CMS for all IV-E caseload management.
· Business Objects (Remains a separate on-going activity)  

TRAINING APPROACH

Initiation 

· Identify manageable group of counties (at least 12) with which to initiate roll out methodologies. 

· Obtain county contact information for Probation Departments.

· Establish links to Probation department professional organizations.
· Obtain a clear statement of scope for Probation Access (Phase I) from CDSS.  

Strategies
· In general, the Project Office will implement counties in order of the size of their caseloads.  Exceptions will be adopted where the presumption is that valuable lessons for the overall project can be obtained by working with a particular county.  The objective of this is to maximize the collection of data in the shortest possible time.  
· Begin implementation with at least 12 California counties in order to identify issues and leverage effective processes Statewide.

Phase I Counties:

Sacramento           Yolo                  Napa 

And the following additional counties (generally in priority of caseload size):

Los Angeles           Madera             San Bernardino                                      Alameda                 Fresno              Shasta

Riverside                Kings                San Diego                                              San Joaquin           Tulare

Phase II includes the remaining counties, generally in priority of caseload size.  
· The Project Office will use existing new user curriculum to train Probation Department staff.  

· A phased approach is planned to train Probation Department workers, beginning with a four-day package covering only seven areas of the application.

· Referral

· Introduction

· Client Services

· Non-CWD case creation

· Contacts

· Health and Education Notebook

· Placement

· Migrating SOC 158 data to main application

· Based on the results of county Probation Department and CWD planning efforts, the CWS/CMS Project Office will deploy training resources to address identified county Probation Department needs:

· Train county IT staff on State infrastructure support procedures.

· Train county purchasing staff on procedures for obtaining federal financial participation in Electronic Data Processing purchases.

· Train county system administrators on the Resource Management functionality.
· Train county system administrators on Server Based Computing (SBC) administration.  

· Schedule and provide training to county data input staff.  

IMPORTANT NOTE:  Experience so far has established that some counties disperse business functions in a way that would not require all trainees to receive all of the training modules (4 days).  For example, a county may not wish for staff who do not generate referrals to be trained to use the referral functionality in the application. The Project Office wants to work with each county to identify with some precision which workers require which training.  
IMPORTANT NOTE:  Full utilization by Probation Departments will be gradually phased in over the next few years.  Some implementation is dependent on system changes to the CWS/CMS in future code releases.  The Project Office assumes that CDSS will plan the future phases in which California counties will achieve full utilization of CWS/CMS as the database of record for programs relating to IV-E children both in and out of placement.              

Process Planning
The CWS/CMS Project Office assumes that decisions about the allocation of training resources cannot be made until each county has completed an internal assessment of business processes, and are able to define the workers that will support data input regarding IV-E children in placement and services to that population into the CWS/CMS.  
· Based on decisions by counties, the OSI will assign training resources for training.     

· Upon request, the Project Office will assist county Probation Departments with methodologies to identify:

· Personnel to be trained

· Points of contact between user groups
· Key issues for county Probation Department consideration.

· Size of IV-E caseloads, and growth rates
· Worksites of data entry staff.  

· Staff charged with county infrastructure.

· Staff charged with EDP purchasing.

· Reporting needs from the CWS/CMS database.  

Future System Changes
Current Probation Department practice prevents its use of court and case plan functionality within the CWS/CMS.  A full system change development life cycle will be required to make functionality changes.  It may be possible to put some Probation Department forms into the system on a shorter timeline.  

Connectivity 

Based on the results of county CWD, Probation Department and CWD planning efforts, the CWS/CMS Project Office will match technical resources to identified county Probation Department needs:

· Implement appropriate workstation solution. 

· Train designated county staff on procedures for doing infrastructure moves, adds and changes (MACs).

· Implement technical help desk support for dedicated counties. 
· Update the SBC Administration Application to distinguish probation cases.    

Management Reporting 

Based on the results of county CWD, Probation Department and CWD planning efforts, the CWS/CMS Project Office will match report resources to identified county Probation Department needs:

· Leverage existing report formatting for new users.

· Upon request, include counties in the current program of Business Objects training.  

ROLES AND RESPONSIBILITIES
The Customer Relations Team will act as “readiness managers” for the counties in Phase I of the Probation Access project.  The Team will work with county departments to determine which Project Office services are required in each county, and then to link counties to those resources.    
The Training Team will respond to identified needs by providing New User training for the CWS/CMS application, Resource Management training, SBC administration training, class registration training and Business Objects training for those counties wishing to produce ad hoc reports.  
The Operations Team at CWS/CMS will respond to identified needs by providing an assessment of network access issues, an assessment of hardware readiness, technical assistance with identified access issues, as well as processing county requests for Moves, Adds and Changes (MACs) to the infrastructure.
The APD Team will respond to to identified needs by providing: 

Technical assistance with the APD process

Technical assistance with the preparation of individual APDs.  

Training on the APD tools and processes
The APD team is also preparing some standardized language that is intended to be helpful to the counties facing comparable EDP needs for comparable reasons.  
The Probation Access Core Group acts as steering committee of the Probation Access Project for OSI and will manage most Project Office activities on a day-to-day basis.
CDSS, as sponsor of the Probation Access Project, will set the project parameters based on State policy and regulatory requirements.  The CDSS assures that funding and resources are available to support the project and sets priorities as conflicts arise in these areas.  CDSS also provides ongoing dissemination of project-related FAQs, clarification of county questions and will assess utilization after implementation.              
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