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Application Readiness 
As of June 4, 2021, 33 out of 43 milestones/tasks are complete. 7 out of 43 are in progress for 
Application Readiness.  

The CalSAWS Application Development team designs, develops, tests, and maintains the 
CalSAWS application based on the CalSAWS Design, Development, and Implementation (DD&I) 
Statement of Requirements (SOR).  

For every major CalSAWS release, a CalSAWS General Design Deliverable is submitted that is 
comprised of a package of design documents. A total of eleven (11) CalSAWS General Design 
Deliverables will be submitted prior to C-IV Migration.  

As part of the application readiness effort, system testing of CalSAWS serves as a major system 
readiness factor in preparation for the C-IV Migration. The CalSAWS System Test Team is 
responsible for validating the changes, based on the CalSAWS Designs that were approved to 
meet the stated system functional and non-functional/technical requirements. The Counties are 
responsible for validating the implementation of the designs through User Acceptance Testing. 

Figure 1 - Application Readiness Milestones/Tasks 
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Upcoming Tasks 
The table below includes a summary of the application readiness tasks planned with the target 
start and target due date. 

Figure 2 - Application Readiness Upcoming Milestones/Tasks 
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Completion of Batch Regression Testing 

Batch Regression Testing was completed on May 21, 2021. All test scripts were executed, and 
any failed scenarios were associated to Defects. The remaining open defects (5 total) were 
identified as a level 3 - Normal/Low priority, whose fixes are being developed and tested. 
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Integration Readiness 
As of June 4, 2021, 0 out of 7 milestones/tasks are complete. 7 out 7 are in progress for Integration 
Readiness.  

The CalSAWS Application Development team designs, develops, tests, and maintains the 
CalSAWS application based on the CalSAWS Design, Development, and Implementation (DD&I) 
Statement of Requirements (SOR).  

Figure 4 - Integration Readiness Milestones/Tasks   

 
Figure 5 - Integration Readiness Upcoming Milestones/Tasks 
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Training Readiness 
As of June 4, 2021, 5 out of 14 milestones/tasks are complete. 4 out 14 are in progress for Training 
Readiness.  

The C-IV to CalSAWS Training Program consists of a collection of Web-based Trainings and 
Supplemental User Guides. The CalSAWS Project team is currently in the Design and Build phase 
of training development. The below table describes the progression of the development of the 
training materials.  

TRAINING READINESS – MILESTONES/TASKS METRICS 
Figure 6 - Training Readiness Milestones/Tasks 

 

Upcoming Tasks  
Figure 7 - Training Readiness Upcoming Milestones/Tasks 
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Conversion Readiness 
As of June 4, 2021, 16 out of 21 milestones/tasks are complete. 3 out 21 are in progress for 
Conversion Readiness.  

The conversion activities focus on the planning, development, and execution of tasks to 
transform and migrate the data residing within the C-IV System into the CalSAWS. Data and 
process readiness, through pre-cutover activities such as data cleansing and mock conversions, 
are critical to a successful migration/cutover.  

 CONVERSION READINESS – MILESTONE/TASKS METRICS 
Figure 8 - Conversion Readiness Milestones/Tasks 

 

Upcoming Tasks 
Figure 9 - Conversion Readiness Upcoming Milestones/Tasks 
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Technical Readiness 
As of June 4, 2021, 37 out of 48 milestones/tasks are complete. 9 out of 48 are in progress for 
Technical Readiness.  

The CalSAWS Technical Team is responsible for the performance and availability of the 
CalSAWS System. Migration to the Amazon Web Services (AWS) Cloud in October 2019 was a 
major technical readiness area for the C-IV Migration, as it led the way to bring all 58 
California Counties onto one system and maintain performance standards. The Technical 
Team will continue to concentrate on scaling up the performance of the System and 
preparing infrastructure for the 39 C-IV Counties to join CalSAWS. Many of the technical 
readiness activities require the coordination and collaboration with the Technical Point of 
Contacts (TPOCs).  

TECHNICAL READINESS – MILESTONES/TASKS METRICS 
Figure 10 - Technical Readiness Milestones/Tasks 
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Implementation Readiness 
As of June 4, 2021, 4 out of 7 milestones/tasks are complete. 2 out 7 are in progress for 
Implementation Readiness.  

Implementation Support is a coordinated effort of the County Implementation Points of 
Contact (IPOCs) and Project Targeted On-Site Support (TOSS) teams.  The IPOCs serve an 
essential role as the conduits of communication and facilitators of readiness activities from 
their respective counties to the Project TOSS teams.  

The Readiness activities for C-IV user groups will focus on preparing Counties to transition from 
using the C-IV System to using CalSAWS. The activities are structured to confirm readiness 
throughout the Implementation process, enabling the Consortium to determine if key milestones 
are met and progress to the Readiness Plan is staying on track. 

Twice-Monthly IPOC Engagement 

In preparation for C-IV Migration, the Project has scaled up the frequency of their monthly 
meetings with the IPOCs. The Implementation Team meets on a twice-monthly basis with all 39 
County IPOCs. In addition, each IPOC meets on a regular basis with their Project TOSS team to 
coordinate and monitor milestones and tasks on their individual County Readiness checklist.  
As the Migration date nears, these meetings will increase to more frequent reoccurrences. 

Figure 13 - Implementation Readiness Milestones/Tasks 

 

Upcoming Tasks 
Figure 14 – Implementation Readiness Upcoming Milestones/Tasks 
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The Chart below shows the number of Sandbox logins per C-IV County since October 19, 2021.  

Figure 16 Number of Sandbox Logins per C-IV County Since October 19, 2020 
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Integration Readiness 
Below is the status of the integration readiness of the BenefitsCal system. 12 tasks are tracked to 
support the Integration Readiness of the BenefitsCal system. As of 06/04/21, all Integration 
Readiness Tasks are on time and on target. 

Figure 18 - Integration Readiness 

Upcoming Tasks 
There are no integration readiness tasks planned for the next reporting period. The table below 
includes a summary of the integration readiness tasks planned with the due date, actual 
percent complete, and planned percent complete. 

Table 23 – Integration Readiness Upcoming Tasks 
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Technical Readiness 
Below is the status of the technical readiness of the BenefitsCal system. 10 tasks are tracked to 
support the Technical Readiness of the BenefitsCal system. As of 06/04/21, all Technical 
Readiness Tasks are on time and on target. 

Figure 19 - Technical Readiness 

Upcoming Tasks 
There are no technical readiness tasks planned for the next reporting period. The table below 
includes a summary of the technical readiness tasks planned for the future reporting period with 
the due date, actual percent complete, and planned percent complete. 

Table 24 – Technical Readiness Upcoming Tasks 
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Training Readiness  
Below is the status of the Training Readiness of the BenefitsCal system. 4 tasks are tracked to 
support the Training Readiness of the BenefitsCal system. As of 06/04/21, all Training Readiness 
Tasks are on time and on target.  

Figure 21 - Training Readiness 

Upcoming Tasks 
The table below includes a summary of the integration readiness tasks planned with the due 
date, actual percent complete, and planned percent complete. 

Table 26 – Training Readiness Upcoming Tasks 
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Implementation Readiness 
Below is the status of the Implementation Readiness of the BenefitsCal system. 31 tasks are 
tracked to support the Implementation Readiness of the BenefitsCal system. As of 06/04/21, all 
Implementation Readiness Tasks are on time and on target. 

Figure 23 - Implementation Readiness 

Upcoming Tasks 
There are no implementation readiness tasks planned for the next reporting period. The table 
below includes a summary of the implementation readiness tasks planned for the future 
reporting period with the due date, actual percent complete, and planned percent complete. 

Table 28 – Implementation Readiness Upcoming Tasks 
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Fulfillment Platform Software Readiness 
The Fulfillment Platform is a Software as a Service (SaaS) integrated set of automation tools 
that assists with the workflow in the Print Centers.  The Fulfillment Platform provides 
preprocessing and workflow management for all three Print Centers. 

The objective of this readiness activity is to identify configuration parameters for the Fulfillment 
Platform and execute on loading of the configurations. This workstream also has the objective 
of identifying Fulfillment Platform users and adding those users. 

The following activity to accomplish Fulfillment Platform readiness is underway: 

• Configuration Meetings — Conduct a series of design and review meetings with the 
CalSAWS Application Maintenance Vendor to discuss print job configurations to be loaded 
into the Fulfillment Platform as rules for creating the job work orders.   

Upcoming Tasks 
The upcoming major steps to accomplish Fulfillment Platform readiness include: 

• Configuration Load — Load the validated configurations into the Fulfillment Platform. 

• Demonstrate the Print Services Portal — Provide a demonstration of the Portal within the 
Fulfillment Platform. 

• User Identification — Identify Consortium and County Portal users, and gather the 
information required for creating user IDs. 

• User Load — Load the identified user IDs into the Fulfillment Platform. 

All steps in this activity will be repeated for each phase (Los Angeles County, C-IV Counties, 
CalWIN Counties). 

After execution of this readiness activity, the configurations for the predefined print jobs will be 
loaded into the Fulfillment Platform, and user IDs for the particular phase will be available.  
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Integration Readiness 
The objective of this readiness activity is to complete the design and development of the 
interface connectivity and print file parameters with the CalSAWS Application Maintenance 
Vendor.  

During each phase, beginning with the Los Angeles County Implementation, the interface and 
file formats needed to receive input for print and mail services are established and/or verified 
with the CalSAWS Application Maintenance Vendor.  

The following steps in this readiness activity are underway: 

• Existing Documentation Review — Obtain existing documentation regarding the print files 
created by CalSAWS for review. 

• Design Meetings — Conduct a series of design and review meetings with the CalSAWS 
Application Maintenance Vendor to discuss and create the design for file transfer and print 
jobs. 

 

Upcoming Tasks 

The upcoming steps to accomplish Integration readiness include: 

• Sample File Review — Obtain print files that contain samples of correspondence for unit 
testing and to finalize envelope specifications. 

• Test Plan Review — Verify the plan for system and performance testing with the Consortium 
and CalSAWS Application Maintenance Vendor and obtain agreement on the tasks and 
timing for each organization. 

• Job Scheduling Calendar — Create the initial job scheduling calendar for Phases I and II. 
This step will be repeated for Phase III separately as the Phase III cutover approaches. 
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Print Centers Readiness 

The print centers readiness activities are intended to enhance two of the Primary/Backup Print 
Centers that are in operation today and establish a new third Print Center.  

The amount of change required for our existing Print Centers is minimal.  The following steps in 
this readiness activity related to the existing print centers are underway: 

• Establish Network Connectivity — While network connectivity to C-IV and CalWIN exists 
today, the ability to transfer files from the CalSAWS Amazon Web Services (AWS) instance 
to the Gainwell AWS instance will be established using secure file transfer protocol (SFTP). 
Gainwell maintains File Transfer as a Service, which will be used to receive the CalSAWS 
print files, in the Gainwell AWS instance. 

• Extend the Fulfillment Platform — Access to the Fulfillment Platform will be provided to the 
Rancho Print Center. The Fulfillment Platform, operated from the Microsoft Azure cloud, is in 
full use in the Sacramento Print Center today. This step includes providing employee access 
and training on use of the tools.  

• Perform Equipment Replacement — The Rancho Print Center will be replacing a small 
number of lower-speed printers with higher-speed models. The planned number of printer 
replacements is three, which will be reevaluated during the requirements verification. 

The following steps in this readiness activity related to the new print center are complete: 

• Building Identification — Identification of the specific building that meets the requirements 
in the target area.  

• Lease — Execution of the lease for the chosen location. 

• Site Survey and Building Modifications — Completion of building modifications, such as 
additional electrical to support the printers and inserters. This step includes obtaining 
permits and the associated inspections, if applicable. 

• Network Connectivity — Establishment of network connectivity to Gainwell’s File Transfer as 
a Service to obtain print files for processing and to the Microsoft Azure environment to 
access the Fulfillment Platform. 

The following steps in this readiness activity related to the new print center are underway: 

• Equipment Purchase/Setup — Purchase and setup of the printers, inserters, furniture, and 
workstations/tablets needed to perform print operations. 

• Component Testing — Verification that equipment is operating within expected levels. 

Upcoming Tasks 
The upcoming steps to accomplish print center readiness include: 

• Connectivity Testing — Verification that print jobs can be received and access to the 
Fulfillment Platform is established. 

PRINT CENTERS READINESS 
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Supplies Readiness 
Supplies readiness relates to obtaining the correct envelopes, paper and inserts for production 
printing as needed for each phase. 

This readiness activity includes verifying the volume and content of the planned print with the 
CalSAWS Application Maintenance Vendor and verifying supply items.  Determination of the 
supplies listed below are currently underway. 

• Envelope design — Determine specifications by obtaining sample envelopes and print files 
of each correspondence type 

• Fonts — Gather information on any new fonts if applicable 

• Paper type — Obtain information on paper type(s) in use  

• Preprinted inserts — Automate the process if possible, or obtain inventory 

• Postage permits — Validate permit indicia needed 

Upcoming Tasks 
The upcoming steps to accomplish this readiness activity include: 

• Postage — Coordinate with the Counties to obtain postage deposits 

• Postage transition-in — Determine the process to obtain residual postage funds for 
Counties not served by Gainwell today 

• Inventory transition — Determine the process to obtain residual useable inventory for 
Counties not served by Gainwell today 

After execution of the work in activity, the envelope, paper and insert specifications are 
finalized for ordering and postage deposits are obtained from the counties in the particular 
phase. 
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Training Readiness 
Training readiness relates to providing training on the Central Print portal to counties in each 
particular implementation phase.  The portal is available for counties to obtain status on 
printing and postage balances. 

This readiness activity includes developing the training course and delivering the training 
related to county portal usage.  The following readiness activity is underway: 

• Training Course — Develop training webinar course for county designated portal users 

Upcoming Tasks 
The upcoming step to accomplish this readiness activity includes: 

• Training Delivery — Conduct training webinars related to portal access and usage 
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Implementation Readiness 
This readiness activity results in creation of the CalSAWS printing solution’s operational 
processes.  

The following readiness activities are complete: 

• Knowledge Transfer for C-IV and CalWIN Counties Print — Because Gainwell is the current 
Print Services provider for the C-IV and CalWIN Counties, knowledge transfer sessions to 
understand these current print processes are complete.  

The following readiness activities are underway: 

• Knowledge Transfer for Los Angeles County Print — For Phase I (Los Angeles County), 
knowledge transfer sessions are conducted with the LRS Print Vendor to understand the 
current process and any unique aspects of the output. 

• Operations Procedures — This activity results in creation and documentation of Print Center 
procedures including: 

– File Receipt, including identifying and determining processes for interaction with the 
CalSAWS Application Maintenance Vendor when files are not received, etc. 

– Print, including transition of the electronic print file to physical documents and 
associated tracking and quality control 

– Insertion, including movement of the physical document through the process of folding 
and insertion and associated quality control 

– USPS delivery, including preparation of mail pieces to USPS standards for entering the 
mail stream  

– Inventory, including inventory tracking and order point parameters  

– Scheduling management, including coordination with the CalSAWS Application 
Maintenance Vendor to determine the planned print jobs for upcoming months 

– Reporting, including provision of reporting information to the Consortium and Counties 

– Incident management, including processes for handling incidents that compromise the 
output capacity at any of the three Print Centers 

– Service request management, including processes for handling County or Consortium 
concerns 

Upcoming Tasks 
The following readiness activities are upcoming: 

• Communication Touchpoints — Identify the communication touchpoints; for example, 
delayed print, damaged mail, postage replenishment, etc.  

IMPLEMENTATION READINESS 
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• CalSAWS County Support Model — Review the existing CalSAWS County Support model, 
including the role of Customer Engagement and the Regional Manager. 

• Customer Support Procedures — Document the process for customer support, including 
County Portal access and training procedures. 

• Create Cutover Activity List - Create a Cutover Activity List that lists the significant tasks to 
be completed in the days leading up to the cutover window, during the cutover window, 
and immediately following cutover  

 






