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1 INTRODUCTION
1.1

Purpose

This document describes the Human Resources (HR) Management Plan
(hereinafter referred to as the “plan”) for the Child Welfare Services – New System
(CWS-NS) Project (hereinafter referred to as the “Project”). The purpose of this plan
is to establish guidelines on how the Project will acquire, develop, and manage staff
resources throughout the Project life cycle. This plan defines the staff management
activities necessary to ensure that the Project has sufficient staff possessing the
correct skill sets and experience to perform Project activities and tasks.

1.2

Scope

This plan identifies and describes the processes that will be used to plan and
acquire state and consultant staff, staff training, staff tracking, staff transition, and
the responsibilities of staff using the staff management process.

1.3

Assumptions and Constraints

This plan considers the following assumptions and constraints.
Assumptions
•

The Project will have approval and
funding to acquire the needed
staff.

•

•

Constraints
•

The Project staff will go through a
learning curve during the
transition of project processes and
procedures from SDLC to Agile.

The transition from SDLC to Agile
will be adopted by all staff and will
be well-executed.

•

The project may face budget and
schedule constraints from time-totime.

State and contractor staff is
assumed to be full-time unless
otherwise stated.

•

There may not be enough staff
resources within state service that
possess the desired and required
skill sets for any vacant state
positions.
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Integration with other Child Welfare Digital
Services (CWDS) Plans

This plan will interact with the following other CWDS plans (located on SharePoint at
https://osicagov.sharepoint.com/sites/projects/CWSNS/PMO/Agile%20Procedures%20Policies%20and%20Plans/Forms/AllItems.aspx):
Stakeholder Management Plan: Project staff are also part of stakeholders.
Communication Management Plan: Project staff’s interaction with internal and
external stakeholders will determine the number and nature of the communication
channels.
Change Management Plan: This plan will interact with the change management
plan to handle staffing changes.
Procurement/Contract Management Plan: This plan contains and policies and
procedures for procurement of the contracts.
Risk Management Plan: Risks pertaining to staffing, such as risk due to inadequate
staffing will be tracked via risk management plan.
Quality Management Plan: The quality management plan will provide guidelines on
how to ensure the quality of the HR processes and procedures.

1.5

Document Maintenance

This plan will be reviewed quarterly and updated as needed to reflect any staffing
related changes. Also, this plan will be stored on SharePoint at
https://osicagov.sharepoint.com/sites/projects/CWSNS/PMO/Agile%20Procedures%20Policies%20and%20Plans/Forms/AllItems.aspx.

1.6

Transition to Agile

As a result of the transition from a pure SDLC waterfall approach to an agile
approach, the CWDS project has incorporated the following agile-like principles into
the new changes in this document:
• Staffing estimation will no longer be based on the work breakdown structure
(WBS); the managers including service manager, project manager, product
owner, and contract manager will estimate staffing needs based on various
scrum roles on the project.
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•

The project teams will be self-forming and empowered to make day-to-day
work execution decisions within the agile framework.

2 ROLES AND RESPONSIBILITIES
This section outlines the roles and responsibilities of the Project entities
(organizations, staff and consultants) involved in the staff management process.
Table 2.1 Roles and Responsibilities

Role
Service
Manager

Responsibilities
•
•

Product
Owner

•

Contract
Manager

•
•
•

Procurement
Manager
Project
Director

Project
Manager

•

Assesses the type and number of staff required to complete
the backlog work in his/her domain and requests resumes.
Works with all stakeholders including CDSS, County
Welfare Directors Association (CWDA) and counties to
ensure that the Project has adequate staff resources
including contractors to perform the various Project
activities.
Contributes to the assessment of the type and number of
staff required to complete the backlog work in his/her
domain.
Advises on the acquisition of contractors.
Monitors the completion of contract deliverables.
Leads the procurement activities for the various service
contracts needed by the PMO including Enterprise Quality
Assurance (QA) services and Project Scheduling services.
Coordinates approval of Office of Systems Integration (OSI)
State funding documents.

•

Ensures that the recruitment of staff resources for the
Project including state staff (both CDSS and OSI) and
procurements of contractors (including county consultants)
is executed properly and in accordance with the Project
funding documents.

•

Identifies staffing needs within the Project Management
Office (PMO) Team and leads staff recruitment activities.
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HR Manager

•

Advises on HR policies in regards to staff hiring, training,
termination, etc.

3 STAFF MANAGEMENT APPROACH
The Project consists of an integrated project team with staff from Office of Systems
Integration (OSI), California Department of Social Services (CDSS), the counties,
and contracted vendors. This team is committed to delivering a high-quality CWSNS solution to the 58 California counties, as well as to the Child and Family Services
Division (CFSD) and Community Care Licensing Division (CCLD) of CDSS.
OSI has management responsibility for the planning and execution of this Project
and utilizes qualified staff and vendors to perform the activities of the Project with
support and guidance from CDSS and the counties.
The staff management process depicted in Figure 3.1 identifies the five repeatable
elements used on the Project and discussed in this plan: Staff Planning, Staff
Acquisition, Staff Training, Staff Tracking, and Staff Transition.
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Figure 3.1 - Staff Management Process
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Staff Planning

3.1.1 Staffing Estimates
Staffing estimates are developed based on the historical information and experience
from prior OSI and other state projects of comparable size and complexity. These
staffing estimates will be derived from a detailed analysis of project activities to be
performed and the necessary skill sets for performing those activities. The service
manager and project manager associated with a particular group will identify project
roles in his/her area along with the type and number of staff needed for those roles.
The staffing estimates will be reviewed during the execution of project activities and
at major project milestones to determine if staffing levels are adequate for
subsequent activities. Activity time studies will be conducted to understand
approximately how long it will take to complete a particular type of activities. The
information obtained from these time studies will help in estimating staffing needs on
on-going basis throughout the project life cycle. If additional staff are needed, they
will be requested through the Federal and State budgetary processes.
Grouping of similar skill sets, duties and workload will be used to quantify the
number of needed staff. Consideration will also be given to the staffing requirements
that are needed for the subsequent project phases. Following this analysis,
management will review the staffing estimates for any needed revisions. As the
Project progresses, management will review the staffing needs and plan for the
acquisition of additional staff as necessary.
Below are the three categories of project staffing:
•

OSI state staff

•

CDSS state staff

•

Contractor services

3.1.1.1 OSI State Staff
This category will include the state staff directly hired by the OSI through the CalHR
recruitment process.
The major responsibilities of the OSI state staff will include participation in Project
activities, oversee and participate in the design, development, and implementation of
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the CWS-NS Solution, and work with other contractors who will be acquired to
provide support and other services for the Project.
3.1.1.2 CDSS State Staff
CDSS is the sponsor of the Project with the overall responsibility for success and will
be a major user of the system for purposes of child welfare services program
management.
CDSS staff are part of the Project Team and will participate in the development and
review of procurement documents, business requirements and other project
deliverables and documents. CDSS staff will be responsible for ensuring that the
CWS-NS Solution meets Child Welfare Services (CWS) and Children’s Residential
Licensing program (CRL) and business process needs, increases the efficiency and
effectiveness of workers and supports successful program outcomes. CDSS staff
will also actively participate in the development and validation of the CWS-NS
Solution on behalf of CDSS and the counties.
CDSS will also provide Independent Verification and Validation (IV&V), Independent
Project Oversight Consultant (IPOC), Organizational Change Management (OCM),
and county consultant contractors for the Project.
3.1.1.3 Contractor Services Staff
Contractor services will be used by the Project to augment state staff and to fill
resource and skill gaps. These areas include project management of large systems,
modern system architectures, Request for Proposal (RFP)/ Request for Offer (RFO)
system development, county subject matter experts (SME’s), Federal Advanced
Planning Document (APD) development, Quality Assurance, Integration, Agile
coaching and legal support. In addition, outside consulting services will be required
to perform IPOC and IV&V services. Contractor services will be acquired by the
Project during various phases based on current project needs.
The Project has included or plans to include the following contractor services:
•

Enterprise QA services

•

Scheduler services

•

IPOC services

•

IV&V services
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Technical Editing services

•

CWDA consultant services

•

Legal support services

•

Technical consulting support services

•

OCM consulting services

•

Cost estimation services

•

Implementation/training services
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3.1.2 Skills Requirements Analysis
Management will analyze the staff skill sets required for the Project and will use the
analysis in developing the staffing estimates for the Project. The knowledge areas
for which required skill sets will be analyzed include the following:
•

Project management approaches, methodologies, and the development of
project management processes, including control agency documents and
processes.

•

Contract management, oversight and administration processes.

•

Procurement processes and the development of procurement documents.

•

Knowledge of child welfare services including, but not limited to, the following:
o Emergency Response services
o Family Maintenance services
o Family Reunification services
o Permanency Placement services
o Adoptions

•

Knowledge of children’s residential licensing including, but not limited to, the
following:
o Application process
o Complaint process

•

Knowledge of information technology including:
Page 11 of 24

Human Resource Management Plan

CWDS
November 2016

o Large server applications
o Databases and business intelligence
o Web services
o Service Oriented Architecture (SOA)
o Security
o Desktops
o Integration
o Engineering
•

Knowledge of system development and implementation approaches and
methodologies including:
o System requirements definition
o System design and specifications
o Software development
o System and acceptance testing
o Data conversion
o Hardware and software installation
o Training documentation and processes

•

Knowledge of system service and support functions including:
o Service Oversight:
▪

Asset Management Function

▪

Communications Function

▪

Customer Relationship Management Function

▪

Governance Function

▪

Work Request Receipt Function

▪

Oversight-Internal Operations Function

▪

Performance Measures Function

▪

Policy Function

▪

Proposal Development Function

▪

Information Technology (IT) Resource Management Function
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▪

Service Level Management Function

▪

Solution Architecture Function
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o Service Maintenance:
▪

Application Maintenance & Support Function

▪

Directory Repository Management Function

▪

Control Agency Compliance Function

▪

Customer Report Creation Support Function

▪

Forms Management Function

▪

Information Management Function

▪

Interface Management Function

▪

Project Management Function

▪

Quality Assurance Function

▪

Requirements Management Function

▪

Technical Writing Function

▪

Testing Function

▪

Workflow & Business Rules Management Function

o Service Delivery:
▪

Availability Management Function

▪

Capacity Management Function

▪

Change Management Function

▪

Configuration Management Function

▪

Customer Training Function

▪

Facilities Management Function

▪

Incident Management Function

▪

Network (Connectivity) Function

▪

Operations Function

▪

Personal Device Support Function

▪

Problem Management Function

▪

Release Management Function
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▪

Security Function

▪

Servers (Hosting) & Storage Function

▪

Service Continuity Management Function

▪

Service Desk Function

▪

Training (Internal) Function
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3.1.3 Project Organization
The Project organization will be an integrated project team with staff from OSI,
CDSS, the counties, and contracted vendors and consultants. The Deputy Director
of the CFSD is the Project Sponsor and is responsible for defining the business
needs and requirements, including legal and legislative (program) requirements that
must be included in the CWS-NS Solution. The Project Sponsor establishes the
approval and funding of the scope, schedule, and budget for the Project. The Project
Sponsor will maintain a leading and active role in all aspects of system planning,
development, and implementation including promoting and marketing the system.
OSI will have the management responsibility for the planning and execution of the
Project on behalf of the Project Sponsor.
The Project is under the direction of the CWS-NS Project Director who is responsible
for managing the project, procuring multiple Digital Services contractors and
implementing the CWS-NS Solution that will replace the existing Child Welfare
Services/Case Management System (CWS/CMS) and Licensing Information System
(LIS) and Field Automation System (FAS) for Community Care Licensing - Children’s
Residential program (CCL-CR). The CWS-NS Project Director will work in close
collaboration with the CDSS Program Manager to ensure that the business needs of
the CWS Program are understood and achieved by the Project.

3.2

Staffing Acquisition

The CWS-NS Advance Planning Documents (APDs) and Special Project Reports
(SPR) will detail the staffing requirements for the Project.

3.2.1 State Staff Acquisition
State staff will be acquired using the state hiring process which includes developing
duty statements and minimum qualifications. The Project will work with their
respective Human Resource (HR) Offices to advertise the position, schedule the
interviews and select the staff.
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Interviews and selection are handled by the HR manager in association with the
respective service manager to whom the position will report. The CWS-NS Project
Director has final selection authority for all OSI Project positions. The CDSS Project
Program Manager has final selection authority for CDSS Project positions.
The Project will recruit staff in accordance with the Project approval documents.

3.2.2 Contractor Acquisition
All contracted staff will be acquired through the use of appropriate state procurement
vehicles such as a Request for Proposal (RFP) or a Request for Offer (RFO). The
process for acquiring contractors is directed by the Department of General Services
(DGS) or California Department of Technology (CDT) as well as the Acquisition
Offices of OSI and CDSS. The contract manager of the respective organizations and
the appropriate HR managers will be responsible for developing the Statement of
Work (SOW) and determining the minimum qualifications.

3.2.3 County Consultant Acquisition
County consultants are county staff who will be contracted to provide subject matter
expertise to the Project. Recruitment and selection of county consultants will be a
joint effort between CWDA and OSI or CDSS. Based on analysis of current
coverage of design areas and subject matter expertise, a gap analysis will be
performed to determine program areas in which the Project requires additional
county expertise. The Project will document these needs in a SOW for consultant
recruitment. Based on county management recommendations, the joint CDSS,
CWDA and OSI team will review the nomination forms and interviews the nominees.
Once the selection is completed, the joint team will work with the county to develop a
contract for the services of each consultant. Once the state has approved the
contract, it will be submitted to the County’s Board of Supervisors for approval. Once
approved by the county the contract will be approved by the State and the consultant
will become a full time member of the Project team.
The goals for recruitment and selection of county consultants will include, but are not
limited to:
•

Program subject matter expertise and experience

•

Representation from all geographic regions of the State

•

Representation from the range of county child welfare caseload size and
organizational structure
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Representation from multiple county operational and management levels

Staff Training

3.3.1 Project Orientation
New state, county, or contractor staff joining the Project, will be provided with an
orientation that discusses various Project related topics including:
•

Background of the Project

•

Current status of the Project

•

Specific job duties and expectations

•

Introduction to the staff and consultants

•

Overview of the facility and infrastructure

•

Overview of the Project processes (including time reporting, attendance, and
status meetings)

•

Review of confidentiality and Conflict of Interest requirements

•

Review of Statement of Economic Interests (Form 700) requirements

•

Review of OSI security policy and procedures

The appropriate manager will then review with state staff their current job skills and
discuss mandatory or desired training. Typical types of training which may be
required or of use to staff include:
•

Agile methodology

•

Project management methodology

•

Domain/business training (e.g., child welfare services)

•

Introduction to OSI Best Practices and Project plans

•

Detailed review of Project plans and processes relevant to the position and
activities of the staff member.

3.3.2 On-going Training for Staff
Project management and project staff will develop plans for training, which are
documented in the staff’s Individual Development Plan (IDP) or training plan. Staff
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will be responsible for requesting training and maintaining records of training
attended.
The managers will assess the training needs of their staff and will make sure that
they comply with the mandatory training required by State and the OSI.

3.3.3 Cross-training of backup resources
CWS-CARES project shall follow the process described below to ensure backup
resources are assigned and receive cross-training in order to perform mission-critical
tasks/functions. The project needs to have trained backup resources who can
ensure that critical tasks will continue to be executed even if one or more primary
staff persons performing those tasks are unavailable because they:
•
•
•
•

No longer work for the organization
Are on vacation
Are out sick
Are unavailable due to any business reason
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Cross-Training of Backup Resources Process Flow Diagram

1. Identify Functions/Tasks: In this step all mission critical functions / tasks
performed by staff (including vendor staff) will be identified. These are the tasks
for which the backup resources will be cross-trained.
Based on the current organization chart, a list of roles that will be responsible for
the identification of mission-critical functions / tasks within their respective areas
of responsibility is included in the table below.
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The following roles will work with their direct reports to identify functions / tasks
for which backup resources need to be cross-trained.
Role

Responsible for identification of
mission-critical tasks within these units

Project Administration Director

Project Management Office, Facilities /
Business Services, IT Services,
Procurement / Contracts

Product Development Director

Development teams, IT Services, Technical
Operations

Digital Services Director

Intake Business, DesignOps, CALS, Court
Processing, Case Management, Eligibility,
Program Policy

2. Identify Resources: The roles listed in Step 1 will work with their direct reports
to identify which resources will be cross-trained as backup resources for the
mission-critical tasks identified.
3. Schedule Cross-training: In this step, the Managers of respective backup
resources will schedule cross-training for them. This cross-training will be
conducted by staff that is currently responsible for performing the mission-critical
tasks identified in Step 1. Depending on the complexity of the task, the Manager
of backup resource(s) will work with the staff member(s) doing the cross-training
to do the following:
• Determine the duration of cross-training (30/60/90 days)
• Determine if supplemental training (class/course) may be necessary
• Determine how the cross-training will be conducted. Methods may
include (1) review of procedural documentation, (2) job shadowing,
and (3) actually performing the role under the guidance of the
incumbent
• Monitor the progress of cross-training and resolve any associated
issues
Page 19 of 24

Human Resource Management Plan

CWDS
November 2016

4. Deploy Backup Resources: At the end of scheduled cross-training, Managers
will deploy backup resources as and when they are needed to perform the tasks
they were cross-trained on. Such deployment may occur to fill in for a staff
person(s) who is out on vacation, is sick, has left the organization, or is
unavailable for any business reason.
5. Assess Progress: At regular intervals (at least once every six months), the roles
listed in Step 1 will work with their Managers who are utilizing backup resources
to assess the effectiveness of cross-training. This assessment shall include:
a. Review of Step 1 to determine if there are additional tasks/functions for
which resources need to be cross-trained
b. Review of Step 2 to assess if any changes need to be made regarding
which resources need to be cross-trained as backup resources

3.4

Staff Tracking

Day-to-day management of the Project staff will be the responsibility of the service
managers of the team they will be working with. Performance evaluations,
performance issues/recognitions, promotions/demotions, and disciplinary actions will
be the responsibility of the state staff’s respective organizational chain of command.
County consultants and other contractors will report to their respective functional
managers or designees. Human resource management processes and procedures
are detailed in the Statewide Administrative Manual (SAM).

3.5

Staff Transition

Staff required for the Project will change as the Project needs change over time,
contractor resources leave with state staff transitioning into their areas of
responsibility, some roles become obsolete, or some staff leave the Project for other
reasons.

3.5.1 Transition to Other Projects/Organizations
In the event state staff transition to another project, the staff’s HR manager in
coordination with the service manager will ensure that there is adequate coverage
for the departing staff’s responsibilities. Each organization’s HR is responsible for
coordinating the completion and transfer of personnel records to the new
project/organization.
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The staff’s HR manager in coordination with will be responsible for ensuring any
pending work is transferred to a remaining staff member to ensure timely transition
and completion of the work. If appropriate, the receiving staff may be provided
additional training to support the new responsibilities.

3.5.2 Replacement of Staff
As Project state staff positions are vacated they may have to be replaced through
the state hiring process. Staff may also be replaced by redirecting resources from
within or outside of OSI or CDSS, or their workload may be absorbed by other staff.
The need for the replacement hiring will be assessed jointly by the service manager
and the project director with optional inputs from the Executive Leadership Team
(ELT).
Contractor staff and county consultant vacancies will be replaced in accordance with
the provisions described in their executed contracts. If the contract language allows
for replacement staff, resumes for proposed replacements must be submitted for
State approval. Otherwise the contract may need to be terminated and contractor
services and county consultant services be re-procured.
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3.5.3 Transition at Project Completion
The M&O activities are part of the overall CWDS solution. Most project staff will join
the CWDS M&O team once the system is fully deployed and is in production. Project
staff not associated with the ongoing M&O activities will be re-assigned to other
projects or positions within their respective organizations per normal processes.

4 TOOLS
The following tools will be used in connection with this plan:

Tool
Microsoft Office
(Word, Excel,
PowerPoint,
Visio)
Microsoft
SharePoint

Purpose
•

For reporting and presentations

•

For tracking staff hiring status

For storing this plan and related staffing documents

5 APPENDIX A: ACRONYMS
Acronym

Definition

APD

Advance Planning Document

CCL-CR

Community Care Licensing – Children’s Residential

CCLD

Community Care Licensing Division

CDSS

California Department of Social Services

CFSD

Children and Family Services Division

CRL

Children’s Residential Licensing

CWDA

County Welfare Directors Association

CWS

Child Welfare Services
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Acronym

Definition

CWS/CMS

Child Welfare Services/Case Management System

CWS-NS

Child Welfare Services New System Project

DGS

Department of General Services

ELT

Executive Leadership Team

FSR

Feasibility Study Report

IDP

Individual Development Plan

IPOC

Independent Project Oversight Consultant

ISD

Information Services Division

IV&V

Independent Verification and Validation

M&O

Maintenance and Operations

OCM

Organization Change Management

OSI

Office of Systems Integration

PAPD

Planning Advance Planning Document

PMO

Project Management Office

QA

Quality Assurance

RFO

Request for Offer

RFP

Request for Proposal

SAM

Statewide Administrative Manual

SOA

Service-Oriented Architecture

SOW

Statement of Work

SME

Subject Matter Expert
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Acronym

Definition

SPR

Special Project Report

WBS

Work Breakdown Structure
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