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1 Introduction
The Child Welfare Digital Services (CWDS) organization oversees the activities of both
the legacy Child Welfare Services/Case Management System (CWS/CMS) and the
Child Welfare Services - California Automated Response and Engagement System
(CWS-CARES). CWDS is a collaboration of state and local government agencies
dedicated to building a new child welfare information system that responds to users'
needs while maintaining the best standards for security and data integrity.
This document describes the Governance Plan for the CWDS blended governance
structure, which includes both CWS-CARES and Child Welfare Services/Case
Management System (CWS/CMS). The purpose of the blended governance structure
is to describe the specific roles and responsibilities of the CWDS participants involved
in executing the project, maintaining the current legacy system, and supporting its
stakeholders, focusing primarily on authority level and decision-making structure.
•

•

The Child Welfare Services/Case Management System (CWS/CMS) is a
statewide application whose primary purpose is to enhance and support the
effectiveness of California’s Child Welfare Services (CWS) program. The
CWS/CMS provides county CWS social work staff with access to child, family
and case specific information so they are able to make sound and timely case
decisions, and to perform effective case management. The CWS/CMS
consolidates the collection and reporting of case information into a central
statewide database.
The Child Welfare Services - California Automated Response and
Engagement System (CWS-CARES) Project is an integrated team consisting
of resources from the Office of Systems Integration (OSI), CA Department of
Social Services (CDSS), County Welfare Directors' Association (CWDA),
county welfare departments, and consultants. The project team works closely
with various State and Federal control agencies and stakeholder organizations.
Not all stakeholders will participate in governance decisions and activities, but
they may be affected by the decisions and activities.

This documents seeks to define the individual governance of each of the CWDS
entities as well as define the foundation for the blended governance of the CWDS
organization as a whole.

1.1 Purpose
To ensure effective governance of the CWDS organization, decision making and
operational oversight need to be executed as close-as-possible to the point where the
action is required. The agile approach supports decision making at the lowest levels of
the organization. This requires empowerment of the individuals by the decision body
and excellent communication horizontally across the service teams and vertically
throughout the governance hierarchy.
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The CWDS Governance Plan is intended to provide a governance structure for both
entities within CWDS as part of blended governance approach. The CWDS
Governance Plan:
•

•
•

Describes the governance processes that are currently in place for the
CWS/CMS system that focuses state and county resources upon the program,
policy, resource, budget, oversight and scheduling issues that support the
viability of a vital statewide system and integrates them into the blended
governance for the organization.
Describes the governance processes and structure that have been developed
to guide project execution and control of the CWS-CARES project.
Describes the blended governance approach for the CWDS organization.

1.2 Blended Governance
The blended CWDS governance structure provides consistent management, cohesive
policies, timely guidance, defined and measured processes, and the combination of
trust and empowerment for decisions to be made at the appropriate level in the
structure. It defines authority and control, establishes operational policies, and
continuously monitors the proper implementation of the structure by the members of
the governing body empowered with the responsibility for project decision making and
successful operations.

1.3 Assumptions and Constraints
Assumptions

Constraints

The CWS-CMS Project Governance Structure
document dated March 2011 was used as a
foundation for this CWDS Governance Plan.

There are no major constraints
associated with this Document.

The committees that previously functioned as
part of the CWS/CMS Governance Structure will
continue to operate in support of CWDS
Governance. Their roles and responsibilities will
also support the CWS-CARES Project
Governance Structure in the future. This
includes the following groups:
o CWS/CMS Oversight Committee (OSC)
o Program Impact Advisory Committee
(PIAC)
o Technical Advisory Committee (TAC)

Version 4.2

Page 5

CWDS Project
October 2018

CWDS Governance Plan

Assumptions

Constraints

The committees that previously functioned as
part of the CWS-NS Governance Structure will
no longer operate in support of CWDS
Governance and have been replaced with the
Governance defined in this Plan. The
Governance Groups that are no longer in
operation are:
CWS-NS Core Team
CWS-NS Steering Committee

1.4 Document Maintenance
The CWDS Governance Plan will be updated as processes and procedures change.
A minor version change does not change the intent of the document and consists of
spelling, grammatical and minor corrections. A major version is when a document’s
content is changed and represents a change in intent, change in process, or
procedures. Please refer to the CWDS Configuration Management Plan for further
detail on version control.
During development of this CWDS Governance Plan, the guidelines and standards
provided through the Project Quality Management Plan will apply; specifically all peer
review requirements must be met.

1.5 Transition to Agile
The general principles of the agile governance approach include:
•
•
•
•
•
•
•
•

Make decisions when they’re needed, at the right level
Don’t slow down delivery
Govern with the right people
Focus on solution delivery rather than on reporting
Only do things if they add value
Trust and verify
Everyone’s on the same team
Communicate often and to all levels

1.6 Agile Values
The values that are communicated to all organizations within CWDS are the
following:
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We are accountable to one another and to the public we serve.
We use collaborative processes to produce quality digital services.
Our teams are empowered to make and implement decisions.
We foster an open environment that promotes and encourages transparency
and trust.
Our culture is based on mutual respect.
Agile is more than our chosen software development methodology; it is the
way we respond to a constantly changing environment.
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2 CWS/CMS
2.1 CWS/CMS Management Structure
The Children and Family Services Division (CFSD) of the California Department of
Social Services (CDSS) sponsors the Child Welfare Services Case Management
System. While the program office has the responsibility to ensure that the automated
Case Management System addresses the department’s business and programmatic
requirements and meets federal and state regulatory and funding requirements, it has
contracted with the Office of Systems Integration (OSI) through an inter-agency
Agreement to deliver services in support of the CWS/CMS. The CWS/CMS Office
assumes these responsibilities.
The CFSD Program management structure is comprised of a Program Sponsor
supported by the Program Support Manager. The CWS/CMS Office management
structure is comprised of the CWS Division Deputy Director supported by a
Maintenance and Operations (M&O) Manager.

2.1.1 Program Sponsor
The Children and Family Services Division of the California Department of Social
Services sponsor the Child Welfare Services/Case Management System. The Deputy
Director of CFSD acts as the Program Sponsor and is responsible for defining the
business needs and requirements, including legal and legislative requirements that
must be included in a system throughout its life cycle. Approval and funding of the
scope, schedule and budgeting of the CWS/CMS Office activities are established by
the Program Sponsor.
While the CWS Division Deputy Director provides assistance to ensure the CWS/CMS
meets state and federal requirements according to established scope, schedule and
budget, the Program Sponsor retains ownership and responsibility. Material changes
to the CWS/CMS scope, schedule and budget must be reviewed and approved by the
Program Sponsor. The Program Sponsor must also approve the CWS/CMS
application update and change plans in response to the Strategic Plan and evolving
program needs.

2.1.2 CFSD CWS/CMS Program Support Manager
The Program Support Manager acts on behalf of the Program Sponsor to ensure
program requirements are incorporated into and supported by the CWS/CMS. The
Program Support Manager also assists in identification of program-related change
requirements and coordination of CDSS Program content experts for the development,
review and validation of business requirements.
The Program Support Manager analyzes proposed and chaptered legislation for its
impact on CWS/CMS; assessment and evaluation of potential changes in service
requirements; communicate proposed technology changes and the impact on the
program business practices. The Program Support Manager also assists the M&O
Manager in providing technology briefings to the Program Sponsor.

Version 4.2

Page 8

CWDS Governance Plan

CWDS Project
October 2018

2.1.3 CWS Division Deputy Director
The OSI appointed CWS Division Deputy Director is responsible for the day-to-day
management and successful delivery of the CWS Division services in coordination with
CDSS according to the requirements of an Interagency Agreement. Responsibilities
include management of all resources assigned to the CWS Division; state staff,
consultants, and vendors.

2.1.4 CWS/CMS Maintenance and Operations Manager
The CWS/CMS Maintenance and Operations (M&O) Manager supports the CWS
Division Deputy Director by assuming responsibility for the maintenance and operation
of the CWS/CMS system. The M&O Manager also assumes responsibility for
CWS/CMS administration and is the program office’s primary contact for all tactical
fiscal, administrative and technical activities in regard to that system.

2.2 CWS/CMS Governance Structure
The CWS/CMS Governance Structure provides the CWS/CMS Office with direction
and oversight in the areas of resources, budget and schedule. This diagram displays
the essential elements of governance for the CWS/CMS, emphasizing the
relationships amongst state, county and blended structures. Lines and arrows illustrate
affinities and conduits for the exchange of information in support of the CWS/CMS.
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The governance structures described below consist of committees that differ in
important characteristics from each other. They differ in constituency, focus and
authority. Where state committees focus on resources, budget and schedule, the
blended structures focus on program and policy. Where state structures consist of state
executive managers, blended structures consist primarily of county representatives
and are provided leadership by the sponsor. This configuration places the blended
structures astride the division between state and county governance.
The blended CWS/CMS structures promote communication amongst each other in a
system of shared or overlapping membership, shared chairman responsibilities, and
the coordinated participation of CDSS, Oversight Committee and county users in the
broad range of oversight, technical and policy working groups.

2.2.1 CWS/CMS Executive Steering Committee
The CWS/CMS Executive Steering Committee consists of:
•
•
•
•
•
•
•
•
•

Health and Human Services Agency Information Officer (Chair)
Governor’s Special Advisor on Information Technology
Chief Deputy Director, CDSS
Director, Office of Systems Integration (OSI)
CWS/CMS Executive Liaison, California Welfare Directors Association
(CWDA)
Budgets, Department of Finance
California Technology Agency
Procurement Division, Department of General Services
Governor’s Office Representative

The CWS/CMS Executive Steering Committee is responsible for:
•
•
•
•

Oversight of progress on state strategic goals and any strategy modifications
Review executive level CWS/CMS status updates including issues and risks
with statewide impact
Monitoring achievement of major CWS/CMS Office milestones
Directing state resources to accomplish strategic goals

The CWS/CMS Executive Steering Committee meets when necessary.

2.2.2 CDSS Executive Committee
The CDSS Executive Committee consists of:
•
•
•
•
•

Chief Deputy Director, CDSS
Deputy Director, CDSS Legal Division
Chief Deputy, Office of Systems Integration
Deputy Director, Office of Systems Integration, CWS Division
Deputy Director, CDSS Information Systems Division
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Deputy Director, CDSS Children and Family Services Division
Deputy Director, CDSS Administration Division

The CDSS Executive Committee manages CDSS political and fiscal issues, and
provides executive leadership support to the CWS/CMS Office. The Committee
monitors progress of CWS/CMS program objectives and expedites the resolution of
issues and mitigation of risks to the CWS/CMS and to program objectives.
The CDSS Executive Committee meets monthly.

2.2.3 CWS/CMS-CDSS Management Committee
The CWS/CMS – CDSS Management Committee consists of:
•
•
•

CDSS Management
CWS/CMS Office Management
CWS/CMS Executive Liaison, CWDA

The CWS/CMS – CDSS Management Committee authorizes and approves the
following:
•
•
•

Implementation of CWS/CMS initiatives
Deployment of resources
Budget allocations

The CWS/CMS – CDSS Management Committee meets monthly.

2.2.4 CWS/CMS Oversight Committee (OSC)
The CWS/CMS Oversight Committee consists of the following voting members:
•
•
•

•
•
•
•

A county representative selected by the County Welfare Directors’ Association
(CWDA)
The California Department of Social Services (CDSS) Children and Family
Services Division (CFSD) Assistant Deputy Director
CWDA Children’s Committee Representation:
o Bay Area
o Mountain Valley
o Northern
o Southern
o Central Valley
o Los Angeles County
o 20-Small Counties
Chief Probation Officers of California (CPOC) agency Chief
CWDA Executive Liaison, CWS/CMS
CDSS Program Manager CWS/CMS
Office of Systems Integration (OSI) M&O Manager, CWS/CMS

Non-voting members are:
•

University of California at Berkeley (UCB) Representative
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Program Impact Advisory Committee (PIAC) Co-Chairs
Technical Advisory Committee (TAC) Co-Chairs
CWS/CMS Office Staff
CDSS Program Staff

The CWS/CMS Oversight Committee provides strategic direction for the CWS/CMS,
based on the input of members of the Committee and the advice of both the Program
Impact Advisory Committee and the Technical Advisory Committee. The Committee’s
purpose and processes are fully described in its Charter. In general, the committee:
•
•
•
•
•
•
•
•
•
•

Develops and updates the CWS/CMS Strategic Plan and Annual Plan.
The CWS/CMS Oversight Committee provides policy direction for the
development and implementation of CWS/CMS so that the system supports
the achievement of statutory Child Welfare Service (CWS) program goals.
The CWS/CMS Oversight Committee is responsible for strategic policy
decisions related to the system and its operation, including the annual
application maintenance budget.
Monitors the system and evaluates the consistency of the system with
program goals communicated via the CWS Strategic Plan.
Monitors CWS/CMS progress toward policy and program objectives;
Sets priorities for the CWS/CMS change control process.
Sponsors the Technical Advisory Committee.
Sponsors the Program Advisory Committee.
Communicates CWS/CMS strategic business direction to CWS/CMS
customers, and other OSC participants.
Defines communication processes for PIAC and TAC and for their
interaction with Regional Committees.

The CWS/CMS Oversight Committee meets monthly except for the months of July,
October and December. Please refer to the CWS/CMS Oversight Committee Charter
for more information.

2.2.5 CWS/CMS Program Impact Advisory Committee (PIAC)
The CWS/CMS Program Impact Advisory Committee is an advisory body to the OSC
with a primary purpose to aid in the analysis and prioritization of proposed changes to
the automated case management system by providing statewide perspective and
guidance where program, policy and practice issues arise.
The committee
membership consists of the following members:
•

County Representatives:
o Each of the five (5) CWDA regions shall be represented – whether by a
Children’s Committee representative, or by a User Group representative.
o Los Angeles County Representative
o 20 Small County Representative
o Chief Probation Officers of California (CPOC) Representative
o CWDA Executive Liaison, CWS/CMS
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CDSS Representatives:
o Chiefs, Operations, Program and Policy Bureaus
o Chief, CDSS CWS/CMS Support Bureau
o Data Analysis Bureau
Other members include:
o CWS/CMS Program Manager
o Other CWS/CMS Office staff
o Technical Advisory Committee (TAC) representative

Subject Matter Experts (SMEs) are to be included as appropriate.
The committee’s purpose and processes are fully described in its Charter. In general,
the committee will:
•
•

•

•
•
•
•
•
•
•
•
•

Advise and consult, from a customer perspective, with OSC on systems
issues related to program, policy and practice issues.
Assist with the early identification of policy and practice issues as they relate
to system change, and refer said issues to CDSS and the CWDA Children’s
Committee for clarification. Advise on outstanding policy and practice issues
when appropriate.
Advise on systems related program, policy and practice issues including
those resulting from System Change Requests (SCR), release content,
forms, and CWS/CMS development. This includes the prioritization of SCRs
to make recommendations to the Oversight Committee for releases.
Facilitate communication amongst OSC and Regional User Groups on
system issues impacting program, policy and practice.
Serve as a working group on systems-related policy and program issues
including those related to System Change Requests (SCR), training support,
application maintenance, release content and forms.
Recommend changes for inclusion in system change releases by initiating
and promoting SCRs, based on committee findings and consensus.
Provide subject-matter experts for the entire release process and for
CWS/CMS development.
Coordinate with Release Sponsors appointed by the Children’s Operations
Committee to act as point of contact for policy issues for each major release.
Monitor system design changes in releases.
Provide guidance on policy and practice for data entry to improve data
consistency and quality. This includes, but is not limited to data entry
workarounds identified pending releases.
Review the solutions identified in All County Letters (ACL) and All County
Information Notices (ACIN) drafted to address automation issues. Provide
feedback prior to finalization of ACL and/or ACIN.
Conduct annual review of legislation and all mandates, including federal and
state, to identify potential impact on the CWS/CMS application
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The CWS/CMS Program Impact Advisory Committee will meet bi-monthly and at the
request of the CWS/CMS Oversight Committee. Meetings are co-chaired by the CFSD
Assistant Deputy Director and a county representative selected by CWDA.
Please refer to the Program Impact Advisory Committee Charter for more information.

2.2.6 CWS/CMS Technical Advisory Committee (TAC)
The primary purpose of the Technical Advisory Committee (TAC) is to provide
statewide user perspective on CWS/CMS technical issues identified at the state or
county level. OSC further charters the TAC to be a communication channel between
the Oversight Committee and the CWS/CMS Regional User Groups, and is expected
to add necessary statewide perspective and context to issues and processes
stemming from both. The committee consists of voting members as follows:
•
•
•
•
•
•
•
•

2 representatives from each Regional Users Group; preferably one to be a
manager or supervisor.
1 representative from Los Angeles County
1 representative for the 20 small counties
1 county probation representative
CWDA Representative
CWS/CMS Maintenance and Operations Manager
CDSS technical representative
Prime Vendor and State Data Center representatives

The committee’s purpose and processes are fully described in its Charter. In general,
the committee:
•
•
•
•
•
•
•

Advises and consults with OSC on technical issues from a customer
perspective.
Facilitates communication amongst OSC and Regional User Groups on
issues of technical direction as well as tactical and strategic technical
solutions.
Serves as a working group to assist planning, design and implementation of
CWS/CMS technical solutions.
Works with CWS/CMS Office staff to develop proposed technical policy.
Provides a liaison to the Program Impact Advisory Committee (PIAC) to
advise and consult on technical issues from a user perspective.
Recommends changes for inclusion in system change releases by initiating
and promoting SCRs, based on committee findings and consensus.
Provides a working group of subject matter experts to provide a technical
perspective for the entire release process, any CWS/CMS initiatives, and for
CWS/CMS development.

The CWS/CMS Technical Advisory Committee meets monthly and at the request of
the CWS/CMS Oversight Committee. The TAC is jointly chaired by:
•

A county representative selected by CWDA, and
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CWS/CMS Maintenance and Operations Manager

2.2.7 CWS/CMS Regional User’s Group
There are five CWS Regional User Groups that encompass all 58 of California’s
counties. These are:
•
•
•
•
•

Bay Area Regional Committee
Northern Regional Committee
Mountain Valley Regional Committee
Central Valley Regional Committee
Southern Regional Committee

The Regional User Group meetings are attended by all classifications of users from
clerical to child welfare administrators. The meetings generally include the county
Single Points of Contact (SPOC) who are often the communication link between the
counties and the CWS/CMS Office. The groups regularly invite status and
informational updates from the CWS/CMS Office and the primary vendor.
The purpose of the meetings is to gain information about CWS/CMS to make it as
effective and useful a tool as possible in the individual counties. Updates about the
status of the CWS/CMS Office projects as well as technical and system-related policy
issues related to CWS/CMS operations and CDSS program are expected. The regional
meetings communicate their technical and program impact recommendations to OSC
for their consideration.
The Regional User Groups meet monthly.

2.3 CWS/CMS Communication
All members of the CWS/CMS Oversight Committee, Technical Advisory Committee,
Program Impact Advisory Committee, and the Regional Users Groups have
responsibility for effective communication consistent with the CWS/CMS Strategic Plan
Strategy 9: “Improve communication with users, keeping them involved, informed, and
prepared”. This communication is supplemental to formal communication from CDSS
and the CWS/CMS Office staff.

2.3.1 CWS/CMS Oversight Committee
The CWS/CMS Oversight Committee will regularly seek input from the TAC, PIAC, and
Regional Users Groups and communicate policy direction set by the committee.
•

•

Regional representatives to Oversight Committee will regularly communicate
with the Regional Users Group to convey system direction set by OSC and to
learn of issues that require OSC attention.
County representatives will serve as liaisons with the CWDA Children’s
Operations Committee and the CWDA Children’s Committee by regularly
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updating these committees on key system direction and issues while seeking
input on county needs.
The PIAC co-chair, serving on the OSC, will act as a liaison with the PIAC. The
co-chair will regularly communicate system direction to the PIAC and obtain
input on programmatic issues for consideration by OSC.
The TAC co-chair, serving on the OSC, will act as a liaison with the TAC. The
co-chair will regularly communicate system direction to the TAC and obtain input
on technical issues for consideration by OSC.
The 20 small county representative will act as liaison with the CWDA 20 Small
Committee, communicate key system direction to them, and solicit input on
CWS/CMS issues.
The Los Angeles County representative will act as a liaison with Los Angeles
County management, program, and technical staff, communicating key system
direction and soliciting input.
The County Welfare Director representative, supported by the CWDA Executive
Liaison CWS/CMS, will act as liaison with the CWDA Information Technology
Committee, CWDA Executive Committee, and CWDA Board of Directors.
The CDSS Deputy Director for Children and Family Services Division will take
responsibility for communication with the CDSS management and program
staff.

2.3.2 CWS/CMS Program Impact Advisory Committee
Members of the CWS/CMS Program Impact Advisory Committee will seek input from
the CWS/CMS Regional Users Groups and CWDA Regional Children’s Committees.

2.3.3 CWS/CMS Technical Advisory Committee
Members of the CWS/CMS Technical Advisory Committee will seek input from the
CWS/CMS Regional Users Groups and from counties whose technical staff are not
directly represented on the TAC.

2.3.4 CWS/CMS Regional User Groups
CWS/CMS Regional Users Groups chairs will establish a link with their corresponding
CWDA Regional Children’s Committee. They will share system highlights, solicit input
on needed system change, and seek endorsement of specific system change
requests.
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2.4 CMS/CMS Escalation
The CWS/CMS escalation process will be used to ensure critical issues are raised
soon enough to prevent undesirable impacts to the CWS/CMS, the sponsor, or to
stakeholders; and to ensure the appropriate parties are informed and involved in critical
decision-making. The CWS/CMS Office, sponsor and stakeholders shall always strive
to make decisions and address issues at the lowest possible level, using established
processes.
The escalation process is invoked when a manager in one of the governance structures
determines that an issue requires escalation for resolution. The disputed issue must
be reported to the CWS/CMS M&O Manager. The M&O Manager will meet in person
or electronically with the CDSS CWS/CMS Support Branch Bureau Chief and the
CWDA Executive Liaison, CWS/CMS, in order to resolve the issue.
In the event the CWS/CMS M&O Manager, CDSS CWS/CMS Support Branch Bureau
Chief and the CWDA Executive Liaison are unable to resolve the issue, they will
identify the appropriate escalation path and determine the urgency of the issue.
The following are appropriate to escalate to the Oversight Committee.
•

Program Issues

•

Policy Issues

•

Release Issues

The following are appropriate to escalate to the CWS/CMS – CDSS Management
Committee:
•

Resource Issues

•

Budget Issues

•

Schedule Issues

•

Control Agency Issues

If resolution can be delayed until the next scheduled Oversight Committee meeting
without negative impact to the CWS/CMS or to state and county programs, and the
associated schedule or budget, the OSC will be asked to address the issue. If timing
is critical, the OSC co-chairs will coordinate with committee members to resolve the
issue on an emergency basis.
Issues with anticipated negative impacts to CWS/CMS resource management,
budgets or schedules will be referred to the following meeting of the CWS/CMS –
CDSS Management Committee. If resolution cannot be delayed, the CWS/CMS M&O
Manager, CDSS CWS/CMS Support Branch Bureau Chief and the CWDA Executive
Liaison will ask the committee to convene on an emergency basis.
Whether the issue is presented to the Oversight Committee or to the CWS/CMS-CDSS
Management Committee that body will:
•

Review escalated issues and solution alternatives

Version 4.2

Page 17

CWDS Governance Plan

•
•
•

CWDS Project
October 2018

Approve or deny recommended resolutions
Commit appropriate resources to support the resolution
Provide expedited response and direction on issues, which may impact the scope
or schedule of CWS/CMS activities.

Examples of Types of Escalation include:
•
•

•
•

Escalation will occur if at any time the necessary activities either are not being
completed or appear that they will not be completed timely, resulting in a risk to
agreed-upon target dates.
Escalation will occur if at any time it appears either requirements are not being met
or cannot be met or those requirements may be contrary to state or county
expectations with regard to quality of the system and its subsequent impact on state
programs.
Escalation will occur if at any time an issue is raised for which a decision is needed
in order to continue progress on the completion of the activities at issue.
Escalation will occur if the escalating governance structures are not able to reach
concurrence on an issue where concurrence is needed to proceed.

Examples of the types of issues that might be escalated include the following:
•
•
•
•
•
•
•
•
•
•
•

Requirements
Technical System/Automation
Schedule
Adverse Program Impacts
Implementation/Testing
Go/No-Go recommendations
Workarounds
Stakeholder Disagreements
Governance
Legal
Funding
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3 CWDS Organization
3.1 CWDS Management Structure
3.1.1 CWDS Board of Directors
The Board of Directors provides the highest level of leadership for the Project and is
comprised of the following members:
•

•

•
•

CDSS Directorate
o Director
o Chief Deputy Directors
OSI Directorate
o Director
o Chief Deputy Director
CWDA Directorate
o Executive Director
California Department of Technology
o Director

The responsibilities of the Board of Directors includes:
•
•
•
•
•
•
•

Set the vision and goals of the overall Child Welfare System
Delegate full decision making authority to the Executive Leadership Team (ELT)
within the scope of approved project approval documents
Support and enable an agile, iterative environment
Enable a multidisciplinary team environment
Support the project team to break down silos
Secure budget and investment approval
Secure service-specific approvals

3.1.2 Executive Leadership Team (ELT)
The CWDS Executive Leadership Team is an executive level committee comprised of
the following three decision making members:
•
•
•

User Representative
Digital Service Director
Technical Delivery and Project Management Director

The Executive Leadership Team's Primary Focus is on:
•
•
•

Policy
Strategy
Budget
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Politics

The Responsibilities of the Executive Leadership Team include:
•
•
•
•
•
•
•

Identification of a single service manager
Communication with the Board of Directors
Delivery of the overall CWS-CARES service
Set standards and guidance for service teams
Enable an agile, iterative environment for service teams
Empower service teams to make decisions
Mitigate or Manage risks related to scope, budget and cost escalated from the
Service Directors

The types of issues and risks that are escalated to the Executive Leadership Team are
those related to changes in:
•
•
•
•

Scope
Schedule
Cost
Vision

3.1.3 CWDS Service Delivery Organization
The CWDS Service Delivery Organization is comprised of various Service Teams. The
Service Teams are grouped by function into categories. Collectively, the service teams
make up the Service Delivery Organization.
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CDSS Directorate, OSI Directorate, CWDA Directorate
Board of Directors

Responsible for:
- Setting the vision and goals of CWS-CARES
- Supporting and enabling and agile iterative environment
- Securing funding and resources

User Representation, Technical Delivery and Project
Management
Internal and
External
Stakeholders

Executive
Leadership Team

Responsible for:
- Delivering overall service
- Setting standards and guidance for teams
- Enabling an agile, iterative environment
- Empowering service teams to make decisions and drive outcomes

Digital Service Teams and Support Service Teams
Service Delivery
Organization

Responsible for:
- Creating a vision for the service
- Delivering services that meet the standard
- Continually improving performance
- Communicating progress with internal and external stakeholders

Decision making and problem solving are pushed down to the lowest levels of the
organization. However, issues that significantly impact scope, schedule, or cost must
be escalated to the Executive Leadership Team.
3.1.3.1 Service Delivery Team Structure
The service categories and their respective teams are:
Service Category

Description

Digital Services

Responsible for the
development of new
software modules.

Project Services

Responsible for project
management,
administrative, fiscal,
reporting, implementation.
communication and
program policy functions.
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Teams
• Intake
• User Research and Design
• Certification Approval and
Licensing Services
• Case Management
• Court Processing
• Eligibility
• Financial Management
• Administration
•
•
•
•

Project Management Office
Facility, Administration and
Business Services
Implementation and
Training
Program Policy
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Service Category

Description

Teams
• Contracts and Procurement
• Budget, Fiscal & Reporting
• Checks and Balances
Oversight
• Communication
• CWDS Customer Relations
• Stakeholder Feedback

Operations

Responsible for the
ongoing operations of
CWS/CMS, the new
system platform and
integration and the new
system dev/ops.

•
•
•
•
•
•
•
•
•
•
•
•
•
•

DevOps Engineering
Information Security
Platform Integration
Web Management
Data Management
Change Configuration
Release
CWDS Infrastructure Team
Interfaces
Legacy Design,
Development & Testing
Release Management
Technology Platform Team
1
Technology Platform Team
2
Technology Platform Team
3
Technology Platform Team
4

3.1.3.2 Service Teams
Functioning as independent teams under the leadership of their Service Manager or
Product Owner, each Service Team is self-organized to be compliant with the values
and methodology of the Agile Manifesto and the CWDS Digital Service Playbook.
The service team roles include:
•
•
•
•
•
•

Service Manager
Product Owner
Scrum Master
Performance Analyst
Core Service Team Members
Development team

Service team responsibilities include:
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Single owner or directly responsible individual
Create the vision for the service
Deliver a service that meets the standard
Continually measure, assess and improve performance
Communicate performance to internal and external stakeholders
Work in an agile, iterative way delivering usable software regularly and
frequently
Analyze user needs and turn them into user stories
Support operations and maintenance

Service Manager:
The Service Manager provides overall guidance and direction to a specific Service
Team. The service manager is the voice of the customer and is outward facing,
working with the Product Owner to develop and deliver and effective, user-focused
digital service that meets the CWDS Digital Service Standard. The service manager
is accountable for the quality and usage of their service and provides input into the
release.
The primary focus of a Service Manager is on:
•
•
•

Service Team Vision
Development and Prioritization of the Product Roadmap
Communication and engagement of internal and external stakeholders

Service Manager Roles and Responsibilities include:
•
•
•
•
•
•
•
•
•
•
•

Develop and deliver an effective, user-focused digital service that meets the
California Digital Service Standard
Establish and communicate the Service Vision, as part of the overall CWDS
service, using information from users and other services.
Support Service Teams to deliver a joined-up CWDS Project Service
Be accountable for the quality and usage of their service
Lead change management amongst everyone involved in delivering the
service
Provides input into the release
Use agile methods to keep focus on delivery, hold the team and others
accountable
Quickly respond to changing requirements
Assist in removing roadblocks/impediments (if possible) or escalate to
executive management.
Work with internal and external stakeholders to determine readiness.
Translate user research into user stories

Service Managers, in conjunction with their Service Teams identify:
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Key Service Team Decisions
Impediments
Team Dependencies
Risks and Issues

Service Team matters that do not impact schedule, scope and/or cost may be
resolved at the team level or be brought through the Risk Management process, but
do not require escalation to the Executive Leadership Team if they can be resolved
at the Service Team level.
Team risks and issues that significantly impact scope, schedule and/or cost must be
brought through the Risk Management process and require escalation to the
Executive Leadership Team.
Product Owner:
The Product Owner manages the day-t-day activities of the team and is inward
facing, working directly with the development team to help prioritize stories and
features. Working with the service manager, the product Owner develops and
delivers and effective, user-focused digital service that meets the CWDS Digital
Service Standard.
The primary focus of a Product Owner is on:
•
•
•

Program Increment and the Release
Cross Team Dependencies
Service Development/ Progress

Product Owner Roles and Responsibilities include:
•
•
•
•
•
•
•
•
•

•

Help resolve impediments that are preventing the team from accomplishing
the product vision
Support Service Teams to deliver a joined-up CWDS Project Service
Be accountable for the quality and usage of their service
Lead change management amongst everyone involved in delivering the
service
Manages the release
Identify which backlog items make sense to group together across DS teams.
Quickly respond to changing requirements
Accept or reject stories, validating that acceptance criteria has been met
Set priorities, develop user stories and make/log decisions about features and
technical implementation details based on user, policy, technical and business
requirements
Translate user research into user stories

Scrum Master:
Scrum Master Roles and Responsibilities include:

Version 4.2

Page 24

CWDS Governance Plan
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

CWDS Project
October 2018

Manage the process
Identify and unblock impediments so that the team can deliver their service
Enable the work that the team is doing, not impose how the team does its
work
Coaches Service Manager, development team and project stakeholders
Facilitates interactions
Deliver projects and products using the appropriate agile project management
methodology
Work with Service Manager to define the Product Roadmap and translate user
research into user stories
Facilitate team communications and events, including daily scrum, sprint
planning, sprint review and sprint retrospectives
Drives process, but does not drive business change. Enforces the process.
Monitors team scrum analytics and reports on progress
Monitor team progress for the work that needs to be done against the capacity
and capability of the team
Coaches the team, protects the team and protects the scrum process
Own the scrum backlog tool setup and maintenance
Partner with Service Manager for backlog development, refinement, release
planning and roadmap development
Work with Project Scheduler to ensure work being tracked in the Agile
Platform tool is represented and updated at the milestone level in MS Project.
Take newly identified cross team dependencies to the weekly Scrum Master
Forum
Facilitates the Sprint Planning session and Conducts Release Planning
Facilitates the Sprint Review session and conducts the Sprint Retrospective
Removes impediments and acts as liaison with other departments.

Scrum Masters (on digital teams) are sometimes referred to as Project Managers (on
non-digital teams). The roles are similar but sometimes differ based upon their team's
purpose and responsibilities.
Service Teams may identify any of the following to their Scrum Master:
•
•
•
•
•

Key User Story Questions/Decisions
Impediments
Team Dependencies
Risks and Issues
Anything that interferes with getting the user stories completed

The Scrum Master facilitates cross team discussion, and present cross team
dependencies at the weekly Scrum Forum where they are tracked with other teams.
Items of discussion include:
•

Risks and issues identified to or by a Scrum Master that could impact scope,
schedule, and/or cost require escalation to the Service Manager for
discussion. If they cannot be resolved at the Service Team level, the risk or
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issue must be escalated through the Risks and Issues process and to the
Executive Leadership Team.
Risks and issues that do not increase scope, schedule, and/or cost may be
resolved at the team level or presented through the Risk Management
process, but do not require escalation to the Executive Leadership Team.

Scrum Masters attend the weekly Scrum Master Forum. Both Scrum Masters and
Service Managers attend the Risk and Issues Meeting each week.
Core Service Team Members:
Core Team Roles and Responsibilities include:
•
•
•
•
•

Provide guidance and support to ensure business and technical goals are met
Dedicated resource to the team
Commits to the work they can accomplish in an iteration or time box
Participates in consensus on estimating story points
Subject Matter Experts: Ensures business goals, objectives and policies are
met; ensures appropriate user testing is conducted; defines user stories;
develops and reviews artifacts.

•

Attend the daily Scrum Meeting, the weekly service team meetings, the Sprint
Planning, Sprint Review, and Sprint Retrospective sessions
Communicate availability during Sprint Planning
Conduct user acceptance testing with the Service Manager
Develop, revise and review artifacts in an agile manner
Provide expert guidance and support for business and technical decisions
Participate in backlog refinement with the team
Execute and update user stories, define tasks for stories, and escalate issues
as needed to Scrum master and Product Owner
Clarify overlapping team assignments with management and evaluate the
amount of time that can be committed to each team
Communicate availability to the Service manager during Sprint Planning
Core Team is held responsible for a release, individuals are held accountable
to their commitments

•
•
•
•
•
•
•
•
•

3.1.4 CWDS Agency Support
3.1.4.1 CA Health and Human Services Agency
The California Health & Human Services Agency oversees departments and offices
that provide a wide range of services in the areas of health care, mental health,
public health, alcohol and drug treatment, income assistance, social services and
assistance to people with disabilities.
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3.1.4.2 CA Department of Social Services
The mission of the California Department of Social Services is to serve, aid, and
protect needy and vulnerable children and adults in ways that strengthen and
preserve families, encourage personal responsibility, and foster independence. The
California Department of Social Services is the Sponsor of the CWS-CARES.

3.2 CWDS Governance Structure
The diagram below displays the essential elements of governance for the CWSCARES Project, emphasizing the relationships amongst the CWDS Organization and
its blended state, county and tribal stakeholder groups. Lines and arrows illustrate
affinities and conduits for the exchange of information in support of the CWS-CARES.
The current Governance Structure leverages some of the existing legacy CWS/CMS
Governance structure already in place.
The governance structure for the CWS-CARES Project is established with the
following blended entities:
•
•
•

CWDS Board of Directors
CWDS Executive Leadership Team
CWDS Service Delivery Organization

Assignment to any one of the three levels brings the responsibility of preparation and
communication to each decision making member.

Version 4.2

Page 27

CWDS Governance Plan

CWDS Project
October 2018

3.3 CWDS Communication
3.3.1 Communication Channels
The communication of various groups within the CWDS Organization is both
horizontal and vertical. Key groups meet on a regular basis as well as communicate
informally on a regular daily basis.
CWDS Board of Directors
•

Meets bi-monthly.

CWDS Executive Leadership Team
•
•

Meet formally as a group biweekly in Executive Leadership Team meetings,
with additional meetings as needed.
Executive Leadership Team members communicate regularly on a daily basis
with Service Managers, Product Owners and service teams.

CWDS Service Delivery Organization
Service Managers and Product Owners
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Service Managers and Product Owners communicate regularly on a daily
basis with their service teams and with each other

Service Teams
Service Managers, Product Owners, Scrum Masters and their service teams meet on
a daily basis as well as at set times throughout the iterative process. The scheduled
communications may include:
•
•
•
•
•
•

Daily Check Ins
Sprint Planning
Sprint Backlog Refinement
Service Team meetings
Sprint Review
Sprint Retrospective

3.3.2 All Team Communications
Communication among various teams includes:
•
•
•
•
•

Product Owners meet with other service team managers in weekly Product
Owner meetings
Scrum Masters report and track team dependencies in the weekly Scrum of
Scrums
Scrum Masters network with other scrum masters in the weekly Community Of
Excellence.
Performance Analysts meet as a group monthly in the Performance Analyst
Forum
Frequent horizontal team communication is encouraged. Service Teams can
set up regular ongoing communications with other Service Teams or have as
needed discussions depending up the how closely their work is aligned, and
based on need

All Team Communications include:
•
•

All CWDS teams attend weekly project wide meeting.
Communication blasts are sent out to all staff on a regular schedule (and as
needed) to help communicate information to the entire team.
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3.4 CWDS Governance Forums
3.4.1 Governance Forum

CWDS Governance Forums
Executive
Leadership Team
(ELT)

Policy,
Politics,
Strategy and
Budget

Facilitated by:
Tony Fortenberry

Escalation
(Risks and
Issues,
Impediments,
Resources)

Stakeholder
Engagement

Service
Team
Meetings

(internal and
external)

Performance
Analyst
Forum

Service Managers

Scrum of
Scrums

Escalation
Vision
(Backlog Update
@ feature level)

(Risks and
Issues,
Impediments,
Resources)

New Concept
Overviews

Pulse & Status
(velocity,
roadmap, dash
boards)

Product Owner
Meetings

Product Owners
Facilitated by:
Steve Trimble

Escalation
(Key Decisions,
risks and issues,
impediments,
dependencies)

Vision
(Release
Planning, PI
Planning)

New Concept
Overviews

Pulse & Status

All Staff
Facilitated by:
Communication Team

(accomplishments,
plans,
impediments,
training)

3.4.2 Escalation
The escalation process will be used to ensure critical issues are raised soon enough
to prevent undesirable impacts to the CWDS organizational and its stakeholders, and
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to ensure the appropriate parties are informed and involved in critical decisionmaking. The CWS-CARES Project, ELT and stakeholders shall always strive to make
decisions and address issues at the lowest possible level, using established
processes.
The escalation process is invoked when a member in one of the Stakeholder
governance structures determines that an issue requires escalation for resolution. In
the event an individual is unable to resolve the issue, they will identify the appropriate
escalation path and determine the urgency of the issue.
CWDS Project Decision Making Framework (DMF) provides detailed information with
respect to the various Level of Decision Making for the CWS-CARES Project. The
following DMF matrix provides guidance regarding what level is responsible for
making decisions pertaining to various Project related areas:

Different types of escalation include:
•

Escalation will occur if at any time the necessary activities either are not being
completed or appear that they will not be completed timely, resulting in a risk
to agreed-upon target dates.
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•

Escalation will occur if at any time it appears either requirements are not being
met or cannot be met or those requirements may be contrary to state or
county expectations with regard to quality of the system and its subsequent
impact on state programs.

•

Escalation will occur if at any time an issue is raised for which a decision is
needed in order to continue progress on the completion of the activities at
issue.

•

Escalation will occur if the escalating governance structures are not able to
reach concurrence on an issue where concurrence is needed to proceed.

3.4.3 Decision Making
One of the general agile principles with governance is to: “Make decisions when they
are needed, at the right level”. To that objective, CWDS has adopted a method of
decentralized decision making where authority is distributed throughout a larger
group. It also connotes a higher authority given to lower level functionaries – in
CWDS terms, this is the service teams and their service managers.
Service Managers, Product Owners and ELT have delegated daily operations of the
service teams and decision-making responsibilities to the lower levels of the
organization. Service Teams are empowered by having more autonomy for making
decisions that impact their service delivery.
DMF provides CWS-CARES Project team members with a standard and structured
approach for making project-related decisions.
A decision log is located on the home page of the CWDS SharePoint site and
managed by the Project Management Office.
https://osicagov.sharepoint.com/sites/projects/CWSNS/Lists/Decision%20Log/AllItems.aspx
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