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CWDS Project Decision Making Framework

1. Introduction
The CWDS Decision Making Framework (hereinafter referred to as DMF) provides the
Child Welfare Services – California Automated Response Engagement System (CWSCARES) Project team members with a standard and structured approach for making
project-related decisions.
Due to the size, scope, and complexity associated with implementing CWS-CARES, a
high volume of decisions need to be made for the Project. It is important to have a
framework that defines the optimal level for making specific types of decisions,
empowers Project team members at the lower levels of the Project organization to be
decision-makers, and prevents decisions from being escalated unnecessarily to higher
levels of the Project organization.

1.1 Purpose
The purpose of the DMF is to define the decision-making processes for Project team
members and provide them with guidance for making, escalating and recording
decisions. These processes elaborate on the appropriate level for making a decision to
be followed by all Project team members.
This DMF document describes roles and responsibilities for Project team members to
ensure that decisions at all levels of decision making are properly made and
documented. All Project team members need to understand who makes decisions, and
what, when, and how decisions are made and communicated to keep the Project on
track.
The DMF defines the process for making and documenting Project decisions not
documented or tracked through other formal management processes (e.g., Change
Management process). The DMF decision-making process is intended to be used by
all project staff.

1.2 Components of Decision Making
Every decision-making process produces a final choice. This section describes three
basic components of decision-making used to establish the DMF:
•
•
•

Characteristics of decisions to be documented
Levels of decision-making
Decision-making processes
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1.3 Characteristics of Decisions to be Documented
Decisions are to be documented if they possess any one of the following characteristics:
•
•
•
•
•
•

Provide clear direction to Project staff
Is supported by an analysis
Has a potential impact to the Project scope, cost, quality or schedule
Has an impact on Project deliverable(s)
Has an impact on CWS-CARES maintenance and operations
Has an impact to more than one team

1.4 Levels of Decision Making
The DMF addresses decision-making in the context of five levels of review and approval
(Reference Figure 1):
• Level 1 – Team members (Project and Partner staff)
• Level 2 – Leadership (Product Owners, Service Managers, State Managers)
• Level 3 – Senior Leadership (Administration Director, Product Director,
Operations Director)
• Level 4 – Executive Leadership Team (comprised of executives representing
OSI, CWDA, CDSS)
• Level 5 – Board of Directors (comprised of directorates representing CDSS,
OSI, CWDA and CDT)
Project team members are to reference the specific Project team organization charts for
the explicit titles and positions used by each team that correspond to the levels shown in
“Levels of Decision Making” figure below.
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Figure 1:

To further define the Levels of Decision Making, CWDS Roles and Responsibilities and
delineated on the following page.
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Level 1 – Team Members
Project and Partner Staff
Project Team Members
•
•
•
•
•

Commit to the work they can accomplish in a sprint/iteration or time box.
Participate in consensus in estimating story points, as appropriate.
Subject Matter Expert (SME): Helps to ensure business goals, objectives and policies are met; may help define
user stories; develops and reviews artifacts. Provides expert guidance and support for business decisions.
Architect or Technical Lead: Responsible for end-to-end cross functional system design and communication;
leads design reviews and provides feedback; facilitates the technical decision.
User Research: Gathers insights from stakeholders to understand user needs; Communicates business
priorities and value to the service delivery manager; participate in design.

Scrum Masters
•
•
•
•
•
•
•

Assists in unblocking issues so that the team can deliver their service.
Enables the work that the team is doing, and does not impose how the team does its work.
Coaches service manager, development team and project stakeholders.
Uses agile methods to keep focus on delivery, hold the team and others accountable.
Facilitates all Scrum Ceremonies with their respective scrum teams.
Protects the team from distractions.
Ensures project approved process is followed by scrum team.

Development Team Members:
•
•
•
•
•
•

Creates a product or service.
Analyzes, designs, develops and tests product or service.
o Any changes necessary based on results must be decided at a higher level.
Delivers potentially shippable increments (PSIs) of product at the end of each sprint.
Develops technical documentation.
Develops unit and system test scenarios.
Maintains the status and the remaining efforts for items which will allow accurate reporting in Jira.

Level 2 – Leadership
Managers
Service Managers
•
•
•
•
•
•
•
•

Voice of the customer (outward facing).
With the Product Owner, develops and delivers an effective, user-focused digital service that meets the
CWDS Digital Service Standard.
With the service team, establishes and communicates the product vision, as part of the overall CWDS service,
using information from users and other services.
Supports the CWDS Service Teams to deliver a joined-up CWDS Service.
Accountable for the quality and usage of their service.
Leads change management amongst everyone involved in delivering the service.
Provides input into the release.
Uses agile methods to keep focus on delivery and quickly respond to changing requirements by
communicating changes to the Product Owner.
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Product Owners
•
•
•
•
•
•

Provides guidance and support to ensure business and technical goals are met.
Works directly with the development team to help prioritize stories and features.
Works with the Service Manager to develop and deliver an effective, user-focused digital service that meets
the CWDS Digital Service Standard.
Develops and refines user stories (as appropriate).
Uses agile methods to keep focus on delivery and quickly responds to changing requirements by keeping the
backlog current.
Acts as Service Manager Proxy.

State Managers (Hiring Manager)
•
•
•
•
•

Sets clear expectations for each employee, clearly communicates the vision of the project, and sets priorities
based on organizational business needs.
Provides regular guidance and feedback to direct staff both orally and in writing (e.g.: one-on-one meetings,
timely probation reports, and annual Individual Development Plans).
In consultation with Human Resources, addresses any performance issues through the formal and informal
progressive discipline process.
Holds development and non-development teams accountable.
Works with vendors to ensure contract resources are meeting expectations and initiates changes when there
is an identified problem.

Level 3 – Senior Leadership
Project Directors
Administration Director | Product Director | Operations Director
•
•
•
•
•

•

Provides Division-Level guidance and decision-making to all teams under their sphere of influence.
Translates direction from ELT into concrete direction for all subordinate managers under their sphere of
influence.
Advocates and negotiates for the needs of all teams under their sphere of influence.
Based on input and data from subordinate managers, determines top Division-level priorities to ensure the
project remains on track to meet those commitments.
Makes decisions with regard to risk and issue mitigation strategies that impact scope, budget and cost
escalated, as appropriate, from Project Leadership (e.g., Product Owners, Service Managers and State
Manager).
Escalates issues, risks and decision-making needs, as appropriate.

Level 4 – Executive Leadership Team
ELT
OSI | CWDA | CDSS
•
•
•
•
•
•

Communicates with the Board of Directors.
Responsible for the delivery of the overall CWS-CARES service.
Sets standards and guidance for project teams.
Enables an agile, iterative environment for project teams.
Empowers service teams to make decisions.
Makes decisions with regard to risk and issue mitigation strategies that impact scope, budget and cost
escalated from the Project and Product Directors.

Level 5 – Board of Directors
•
•

Sponsors the CWDS project.
Makes final decisions regarding project scope and cost.
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•

Assists with mitigation strategies of Executive Level Risks and Issues.

The following DMF matrix (Reference Figure 2) provides guidance regarding what level is
responsible for making decisions pertaining to various Project related subjects and areas.
This matrix supersedes any formal management processes that the Project is using.
Figure 2:

2. Decision Making Processes
The DMF does not redefine, replace, or revise existing or eventual management
processes where parameters associated with decision-making formally exist. These
management processes already include documentation standards and procedures.
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Existing management processes where decisions may be captured and tracked include,
but are not limited to, the following:
•
•
•
•
•
•
•
•
•
•

Change Management
Configuration Management
Risk and Issue Management
Schedule Management
Quality Management, Test Management
Communication Management
Deliverable Management
Procurement Management, Contract Management, Cost Management
Release Management
Governance

The intent of DMF is to capture decisions not captured or tracked in other management
processes so that it can expand the control and management capabilities of Project
leaders. The DMF is not intended to create duplicative or redundant process for Project
team members.
Each Project team member / Manager / Leader – in accordance with the Level of
decision making he/she belongs to – will use the DMF form to do the following:
•

Request that a Project decision be made or

•

Record a Project decision that has been made

The DMF “form” (Reference Figure 3) may be found in the left navigation bar on the main
CWDS SharePoint site, illustrated below.
Figure 3:

Clicking the DMF link opens a list of CWS-CARES Project decisions as follows:
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Clicking on “new item” (pointed by red arrow in the picture above) opens the DMF form as
follows:
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2.1 DMF form Instructions
The following table provides instructions on how to complete the fields of the DMF form:
FIELD
Decision ID #
Status

Title/Description
Problem Statement

Initiation Date

Date Decision
Required

DESCRIPTION OF CONTENT
To be determined by the Project Management Office
Choose a drop down:
New Request – request for a decision
In Review – decision is pending review
Accepted – decision made and being logged
Archive – past decision being logged
Rejected – a previous decision is being rejected for reconsideration and new decision
Enter a concise title for the decision that is being requested.
Write the description to clearly articulate the nature of the decision to be made.
Enter a clear concise description of what is being asked for decision. Use the
following example format when developing your statement: As a result of <problem
trying to solve>, a decision is requested to <summary of recommended alternative>.
Enter the date the decision-making process for this item is scheduled to begin. This
date is not the same as Created Date; however, there are instances in which a
decision created today may not be needed until a later release and will likely be
initiated at a later date.
Enter the date that the final decision is required (so as not to impact the dependent
activity or phase listed in the Description field). Discussions are to start prior to the
date as far in advance as needed to meet the due date.
Enter a brief narrative regarding the background or origin of the decision at hand. This
includes how the State currently does business (that is, current process/business
practice), and the Project requirements (that is, global, specific, etc.). Also, provide
the following information:

Background

•
•

A short description for the background data (that is, history) describing the
current process. If the detail is too great, attach it as a supplemental
document and reference it as an attachment in the text body.
Cover why the decision is needed and the potential consequences and/or
impact if the decision is not made.
•
•
•

Recommendation

Who is Impacted

Decision Makers
Contingency

Indicate if there are no requirements.
Any new requirement(s) is to be identified as being new.
Indicate if federal, State or county laws/rules/guidelines apply
after the requirement(s).
Provide a recommendation of what the decision should be and why. Include
alternatives, pros, cons, and why the recommendation is the best decision.
Enter the Project team who initiated, will act on, or is impacted by the decision. Include
internal and external groups as applicable. Indicate whether Change Management is
required.
Enter the level the decision needs to be made at and the recommended owner.
If applicable, enter the workaround or temporary actions that will be required or
recommended if the decision is not made in a timely manner.
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FIELD

DESCRIPTION OF CONTENT

Related Decisions ID

If applicable, select one or more decisions (by number), and/ or risk or issue (by
number) that the decision is related to or dependent on.
Use the Comments field to indicate why and how decisions are related to or dependent
on one another.

Comments

List any other useful information for consideration that is not on the DMF form.

Once a request that a Project decision be made or a Project decision that has already
been made is recorded using the DMF form in SharePoint, an Analyst designated by
the Project Management Office (PMO) for managing the DMF is notified.
Decisions already made, the PMO Analyst will perform the following tasks:
•

Ensure that the decision was made at the appropriate level

•

Coordinate with the Communications Analyst to ensure that the decision is
properly communicated. The various methods that the project will use to
communicate decisions are described under Section 2.2 “Project Decision
Communication Methods”

•

Coordinate with the owner(s) of processes impacted by the decision and
monitor the implementation of the decision

Requests for a Project Decision to be made, the PMO Analyst will perform the
following tasks:
•

Ensure that the logged request in SharePoint is clear and accurate

•

Communicate and coordinate meetings with the appropriate decision-maker(s)
regarding the decision request from request to final decision

•

Update the status of the request in SharePoint as it moves through the process
through final decision (rejection, approve or further clarification needed).

•

Notify requestor of final decision

•

Upon final decision, analyze for further action (OCM, process changes,
communications, etc.)

•

Coordinate with the Communications Analyst to ensure that the Final Decision is
communicated through all appropriate methods

•

Coordinate with the owner(s) of processes impacted by the decision and
monitor the implementation of the decision

2.2 Project Decision Communication Methods
The Project Decisions will be communicated using one or a combination of the
following methods:
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•

Weekly Decision Report to CWDS All-Staff sent by the Project Communications
team

•

Weekly Action Item Report (with respect to Decisions that have been accepted
but not yet implemented)

•

CWDS Internal Email blasts

•

E-mail to CWDS All-staff

•

Brightsign Digital displays

•

Slack Channels: Depending on the decision and its impact any one or a
combination of the following channels will be used
o General Discussion
o Service Managers
o Customer Relations
o DesignOps
o Product Owners

•

CWDS SharePoint Home Page featured link

•

Standing Agenda item for all Project Meetings to discuss Project Decisions

2.3 Decision Implementation and Escalation
The PMO is responsible for monitoring the implementation of Action Items stemming
from Project Decisions. The Action Items that have not been completed will be
escalated as follows:
•

Items overdue by two weeks will be escalated to the Manager of the Action Item
owner

•

Items overdue by one month will be escalated to Project Administration Director
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