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Waves of Change

Breakout Session 4

Riding the Wave of Change
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Agenda

Waves of Change

① Overview and Ground Rules

② Introductions

③ Organizational Change Management

A. Information Sharing

B. Panel Discussion

C. Q&A with Audience

④ Training

A. Information Sharing

B. Panel Discussion

C. Q&A with Audience

⑤ Breakout Session Survey
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Ground 

Rules

1. Mute audio/video unless speaking.

2. If you have a question, please raise your 
hand and wait to be acknowledged 
before coming off mute.

3. Wait until all content is presented before 
asking verbal questions.

4. Questions in chat will be monitored and 
most will be addressed during Q&A.

5. Keep speaking and questions to 
2 minutes.
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Introductions
Riding the Wave of Change – Presenters

Helen Cruz
Consortium Change 
Management Lead

Presenter

Abby Darrah
ClearBest QA 

Implementation Manager 

Moderator 

Renee Carter
Deloitte CalWIN ISS

Training Lead

Presenter

Ashley Arnold
Consortium 

Training Manager

Presenter
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Introductions
CalSAWS Panelists

Aracelia Sandoval
Riverside

Martha Esparza 
Kern 

Daisy Villasenor
CalSAWS

Regional Manager
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Organizational 

Change Management

(OCM)
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What is Organizational Change Management?
Organizational Change Management is helping people and organizations effectively 

transition to new ways of working

➢ Change Management is the people side of change

➢ The success of the CalSAWS implementation 

ultimately lies with preparing and supporting 

individuals moving through changes so that they 

successfully adopt the changes

➢ Effective Change Management results in staff being 

able to:

➢ Adopt change more efficiently

➢ Stay engaged in the organization

➢ Understand why the change is happening

➢ Have the time and tools to get on board, feel 

heard, and supported

The Waves of Change

Successful change to CalSAWS 

requires County staff to learn new 

ways of doing things

CalSAWS

County Staff
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Migration to CalSAWS 
How CalSAWS OCM supports counties

OCM provides tools and resources 

to incrementally prepare staff for 

what is changing.

OCM prepares staff for change 

and minimize disruption of key 

processes during transition. 

OCM helps to build awareness 

and create enthusiasm 

among staff for the transition 

to CalSAWS.

OCM assists Counties 

in developing their network of 

change champions who will 

successfully drive adoption among 

teams.
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➢ Communication Roadmaps

• Infographics and Newsletters

• Targeted Topics/Q&A

➢ Readiness Surveys

➢ Change Discussions Guides

➢ Change Networks Champions

Activities and Resources 
OCM’s tools and techniques to prepare YOU for Go-Live
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• Project Timeline

• Project Updates

• Change Impacts
• BenefitsCal

• Immunization Page
• T-6 Survey Results

• Supervisor Authorization

• Resource Databank

Communication Roadmap
▪ Wave 1 Communication Products and Surveys

E-Newsletter

Survey

Infographic

T-6 Survey T-3 Survey

Newsletter #1

T-9 Survey

• Project Schedule 

& Milestones

• Training 
Schedule

• CalSAWS 
Homepage and 

Navigation
• T-12 Survey 

Results

Newsletter #4

• Go-Live 
Readiness

• Reports
• T-3 Survey Results

Newsletter #2

• CalSAWS Project 
Timeline

• CalSAWS Change 

Reason

• CalSAWS Project 

Teams

• T-9 Survey Results
• CalSAWS Imaging 

Infographics

• Reception Log 

and Message 

Center
• eICT

Infographics
Infographics

• NOAs in CalSAWS

• Caseloads

Infographics

• Go-Live 

Lessons 

Learned

Feb 22 Mar 22 April 22 May 22 June 22 July 22 Aug 22 Sept 22
Oct 22
Go-Live!

Nov 22

Newsletter #3

Infographics

• Money 
Management

• Imaging #2

Infographics

• eApplications

• Imaging #1

Infographics

• Application Registration

• EDBC

Targeted Topic/ 

Q&A

Q&A

• Foster Care

Q&A

• Eligibility Overview

Q&A

• Employment Services 
Overview

Q&A

• Resource Databank

Targeted Topic

• GA/GR

Note: Content and timing are subject to change.
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• Supervisor 

Authorization

• Resource Databank

• Project Timeline
• Training Schedule

• Change Reason

• Project Teams

• T-9 Survey Results 

• Eligibility Overview

Communication Roadmap
Wave 2 Communication Products and Surveys 

T-9 Survey

Newsletter #4

• Go-Live 

Readiness

• Reports
• T-3 Survey Results

Infographics

• Reception Log 
and Message 

Center

• eICT

Infographics

• NOAs in 

CalSAWS

• Caseloads

Infographics

• Go-Live 
Lessons 

Learned

Infographics

Newsletter #2

T-6 Survey

Infographics

• Money 
Management

• Imaging #2
Infographics

Newsletter #1

• Project Schedule 
& Milestones

• CalSAWS 

Homepage and 

Navigation

• T-12 Survey Results

• Application 
Registration

• EDBC

Newsletter #3

• Project Timeline
• Project Updates

• Immunization 
Page

• BenefitsCal

• Change Impacts

• T-6 Survey Results

T-3 Survey

Mar 22 April 22 May 22 June 22 July 22 Aug 22 Sept 22 Oct 22 Nov 22 Dec 22 Jan 23
Feb 23
Go-Live!

Mar 23

Infographics

• eApplications
• Imaging #1

E-Newsletter

Survey

Infographic

Targeted Topic/ 

Q&A

Q&A

• Foster Care

Q&A

Q&A

• Employment Services 

Overview

Q&A

• Resource Databank

Targeted Topic

• GA/GR
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Change Readiness Surveys Wave 1
Readiness Measure: Positive Perception

Wave 2
Readiness Measure: Understand

Wave 3

Readiness Measure: Aware

T-12 T-11 T-10 T-9 T-8 T-7 T-6 T-5 T-4 T-3 T-2 T-1 Go-Live!

T-12 Survey

• CIT to Counties

• T-12 Survey Open 

(2 Weeks)

• T-12 Survey Results

T-9 Survey

• CIT to Counties

• T-9 Survey Open 

(2 Weeks)

• T-9 Survey Results

T-6 Survey

• CIT to Counties

• T-6 Survey Open 

(2 Weeks)

• T-6 Survey Results

T-3 Survey

• CIT to Counties

• T-3 Survey Open 

(2 Weeks)

• T-3 Survey Results

Change Readiness Roadmap

Aware
Individuals have 

heard that the 

project exists and 

are aware of basic 

scope of the 

project

Understand
Individuals have an 

appreciation for the 

impacts and 

benefits the project 

will have on their 

functional areas

Positive 

Perception/ 

Acceptance
Individuals are 

receptive to 

working with and 

implementing 

project changes 

and uncertainty

Adoption/ Buy-

In
Individuals are 

actively involved in 

and contribute to 

adoption activities

Internalize/ Own
100% Engaged; 

Individuals 

acknowledge the 

project and 

adoption belongs 

to them and create 

innovative ways to 

use and improve it
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Change Discussion Guides
An overview

What is a Change Discussion Guide?

A Change Discussion Guide (CDG) describes 
process changes that affect the way staff 
perform their job after they begin using 
CalSAWS.  

What happens after Counties receive 

their Change Discussion Guide?

County managers and supervisors conduct change 
discussions with their units to help staff understand 
new and changing processes for their job roles. 

Change Network Champions (CNCs) can leverage 
the CDGs to help them hold conversations with their 
peers about the transition to CalSAWS and what 
they need to do to prepare. 

These guides can also be leveraged during training 
to facilitate discussions.

What will CDGs be used for?

Before training, staff should understand 
how their role and tasks will change. 

Supervisors will help staff understand 
which parts of the process change affect 
them and any differences their office will 
experience. 

CDGs are not training. Training will teach 
you how to use CalSAWS to do your job. 
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What Does a Change Champion Do?

Generate enthusiasm and promote the

change from within their County

Assist with User Readiness and Adoption of 

new processes, tools, and behaviors

Support staff awareness, learning, and 

change commitment

Help navigate fellow County staff through 

the change journey

Ensure CalSAWS communications reach 

County staff

Change Network Champions are individuals trusted by the County staff at various levels who help 
prepare their colleagues for the upcoming change.
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Panel Discussion
Hear from our experts on important questions, gain insights 
from their perspectives, and learn from their experience 
with prior efforts.

Waves of Change

Riding the Wave of Change
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Riding the Wave of Change
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Training
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CalSAWS Training
A Learning Journey

Where you jump on 

your board, and the 

Learning Journey 

Begins (with role-based 

functional Web-based 

Training

The CalSAWS 
LMS

Instructor-Led training 

scheduled before General 

Training so that key County 

staff can support in 

implementation activities 

Early Training & 
Train the Trainer

Role-based, hands-on 

system practice and 

County business process 

are woven into 

instructor-led training

The CalSAWS 
Classroom

Another opportunity 

for hands-on 

practice the week 

before Go-live

Practice 
Labs

Ongoing sessions 

to reinforce 

learning

Webinars & 
“Open Office” 

Sessions

Cowabunga! 

I caught the 
big one!
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The Learning Management System
How the Curriculum is Organized

▪ LMS Login & Training Completion Reports

▪ All Materials available to all LMS users

▪ Customized Training Assignments
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Early Training Schedule
An Example Early Training Schedule

Monday

General Eligibility

Tuesday

CalFresh & Medi-

Cal Multi-program 

Day 1

Wednesday

CalFresh & Medi-

Cal Multi-program 

Day 2

Thursday

Imaging

Friday

Eligibility Supervisor

Monday

Clerical Support

Clerical Supervisor

Tuesday

CalFresh & 

CalWORKS Multi-

program Day 1

Wednesday

CalFresh & 

CalWORKS Multi-

program Day 2

Thursday

General Assistance

General Relief

Friday

Employment 

Services

W
e

e
k
 1

W
e

e
k

2
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Training Timeline
Early Training, TTT, and General Training – Wave 1 and 2 Counties

June 22 July 22 Aug 22 Sept 22 Oct 22 Nov 22 Dec 22 Jan 23 Feb 23

WBT Early Training 

& Train the Trainer

Wave 1 Web-based 

Training for Early Trainees 

& Trainers began June 

13 (5 Weeks)

Instructor Led 

Classroom Training

Wave 1 ILT Training for 

Early Training & Train the 

Trainer (4 Weeks)

WBT Training 

for All Staff

Wave 1 Web-based 
Training for End Users 

begins (10 Weeks)

Instructor Led 

Classroom Training

Wave 1 ILT Training for 

all staff begins Sept 6

(8 – 9 Week window)

County-Specific 

Tailoring

Develop Wave 2 county-

specific business process 

content into draft courses

WBT Early Training & 

Train the Trainer

Wave 2 Web-based 

Training for Early Trainees & 

Trainers begins Oct 10 (8 

Weeks)

WBT Training 
for All Staff

Wave 2 Web-based Training 

for End Users begins (13 

Weeks)

Instructor Led 

Classroom Training

Wave 2 ILT Training for 

Early Training & Train the 

Trainer (3 Weeks)

Instructor Led 

Classroom Training

Wave 2 ILT Training for all 

staff begins Jan 3

(8 – 9 Week window)

Wave 1

Wave 2

Wave 1 

Go-Live

Wave 2 

Go-Live

County 

Walkthroughs

Conduct live detailed 

reviews of the county-

specific content to refine 

and finalize courses

Wave 1 

Go-Live

Wave 2 
Go-Live
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Panel Discussion
Hear from our experts on important questions, gain insights 
from their perspectives, and learn from their experience 
with prior efforts.

Waves of Change

Riding the Wave of Change
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Riding the Wave of Change
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Riding the Wave of Change
Morning Breakout Session Survey

Mentimeter Code: 2377 9686

Menti Survey

https://www.menti.com/zumfz3hvpt
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Riding the Wave of Change
Afternoon Breakout Session Survey

Mentimeter Code:  7394 1466

Menti Survey

https://www.menti.com/em518ef2ng

