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Supporting the Most Vulnerable Among Us 
The former WCDS, ISAWS, and C-IV Consortia, LA County and now the CalSAWS 
Consortium have been supporting the Counties in their delivery of HHS services, through 
multiple systems and contractors over the past two decades. During this journey, 
Federal and State direction has forced the Counties to consolidate these systems and 
their own County ancillary systems to utilize the best system they had available. After 
the final Counties migrate to CalSAWS in October 2023, the Consortium can focus fully 
on modernizing their system to become a “Best in Class” national solutionone that is 
responsive to California’s 58 Counties and addresses policy, usability and technology 
changes that have been pending due to the migration. 

Any vendor who steps into managing ongoing M&E needs to understand this 
fundamental aspect of CalSAWS. CalSAWS was built on the most available system for 
the migration; however, CalSAWS’ has a monolithic architecture that has generated 
years of technical debt with a heavy reliance on outdated COTS products that have 
been surpassed in the market years ago with newer capabilities. This had led to a 
solution that has excessive maintenance and operating costs in order to keep it stable, 
keep it secure and support the evolving business needs of the Counties. Figure 4-1 
below calls out specific concerns the Consortium has going into the next contract.  

Figure 4-1. CalSAWS’ Current State. 

Additionally, California’s size and County-administered model for HHS delivery adds 
stakeholder management complexity. It takes a nuanced approach to manage the 
variety of stakeholders to successfully deliver not only ongoing change, but also 
ongoing stability. Deloitte is immersed in the CalSAWS environment today with 
BenefitsCal and CalWIN ISS. This immersion gives us a unique outside-in perspective that 
allows us to accelerate impact when we begin the CalSAWS M&E contract. We’re ready 
to help the Consortium transform CalSAWS to a higher level of responsiveness while 
retaining the stability required to support California Counties.  
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Delivering With You 
The decision to make a vendor change can be hard when things seem “ok.” It moves 
you from what you know, to what you don’t (or what don’t know as well). But it enables 
you to identify opportunities to improve by bringing in new perspectives and 
experiences. You have been getting reacquainted with Deloitte over the last two and 
a half years when you selected us over both of your incumbent vendors, and other 
vendors, to modernize the way that California Counties, Customers, and Community-
Based Organizations interact through the implementation of BenefitsCal. In a time like 
the pandemic, the implementation of BenefitsCal was a more urgent need to bring 
Counties and Customers together. The Consortium has delivered a world-class public-
facing portal affording the Counties a better way of delivering key services a result of 
that decision.  

You have seen us in action supporting CalWIN Counties when you also chose us over 
your incumbent and other vendors to plan and execute their migration. We brought our 
national experiences to bear which may not always have been what the Consortium, 
the Incumbent and the Counties were accustomed. For example, through interviews 
with former C-IV County staff we understood the challenges they encountered with 
configuring tasks and document routing rules. We initiated an effort to explore how the 
process for configuring CalSAWS could be simplified to support Counties’ County Prep 
activities. It required looking at CalSAWS from a different lens, from the outside inthe 
County lens.  

As the CalWIN ISS migration evolved, it became apparent that the Counties needed an 
opportunity to test their processes, data and configuration prior to production to avoid 
testing in production. Our team introduced process simulation and County-specific 
configuration sessions to give the Counties that opportunity so that they can focus on 
serving Californians and avoid testing in production. CalWIN Counties have noted how 
the configuration sessions made things “click for them” in understanding CalSAWS and 
task management complexities. Although the CalWIN Counties are just starting to 
migrate, the CalWIN counties are better prepared to migrate to CalSAWS with less 
challenges than those that migrated before them. 

Over the last two and a half years, we have been working side by side with you not just 
executing the CalSAWS Project Control Document (PCD) and Operational Working 
Documents (OWDs) but also augmenting the PCD with new OWDs where new 
processes were needed (e.g., the newly formed environment management meeting). 
Together we have worked to take away the gray with honest discussions about where 
more transparency was needed or where process adjustments needed to take place.  

We have worked together to create new ways of engagement (e.g., the Collaboration 
Model) that required trust from all parties to try something different. Together we 
created an integrated workplan for the CalWIN counties migration. It came with its 
challenges, but it is the first venture into truly integrating work across contractors and 
the Counties.  
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Managing and Coordinating Scope During Transition-In 
During the transition-in phase, we focus on creating a baseline of the current state and 
perform the following activities. These activities are modeled on our multiple E&E system 
transitions, CalHEERS and also leaning on our current experience with BenefitsCal and 
CalWIN ISS: 

• Set up the DIT along with the Consortium, infrastructure contractor and the other 
CalSAWS contractors to enable close collaboration on future efforts. 

• Analyze existing M&E documentation, identify gaps in documentation and related 
deliverables to update our understanding of current scope management processes 
compared to our current experience with BenefitsCal and CalWIN ISS. 

• Conduct joint review of M&E vendor transition-in scope, incumbent vendor transitions 
out scope, and Consortium responsibilities. Review the activities and responsibilities in 
conjunction with timeline and activities, to determine if there is a gap in scope or 
schedule misalignment that may cause an impact. Jointly escalate any items to the 
DIO along with a proposed resolution.  

• Conduct detailed review of the existing system documentation to improve our 
understanding of the functional and M&E components; identify gaps, if any, that 
need to be addressed. 

• Conduct review of release schedule and environment needs to determine if there 
are also additional environment or technology needs during the transition in period.  

• Conduct knowledge transfer sessions and follow-up Q&A sessions with the incumbent 
contractor and Consortium to understand roles and responsibilities. 

• Clearly document and communicate overall scope, roles, and responsibilities of each 
contractor, which will be used by the DIO for monitoring. 

• Establish Operational Level Agreements (OLAs) to clearly identify integrated vendor 
teams’ roles and responsibilities for CalSAWS operations. OLAs document the services 
provided and scope of tasks of each contractor, timelines for each task, escalation 
procedures, response times of each task, and reporting and auditing requirements. 
Figure 4.1-2 depicts a sample list of OLAs that are relevant for CalSAWS and it depicts 
which contractors are part of those OLAs. 
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Figure 4.1-2. Sample Tasks Requiring OLAs. 

Please refer to Section 4.5 – Transition-In for more details on our transition-in activities. 
Through these activities, we baseline the scope of work for M&E and finalize the roles 
and responsibilities of stakeholders. This baseline helps us manage our future scope of 
work by following the change control process for scope items.  

Managing and Coordinating Scope During M&E Planning 
After establishing a baseline of the current state during the transition-in, including OLAs, 
we take over the CalSAWS M&E operations and start closely managing scope while 
integrating with other Consortium contractors. We perform the following activities to 
plan for various M&E activities: 

• Create a work backlog and refine the stories to be implemented by the M&E team; 
get approval from the stakeholders on the stories before execution. 

• Work with other contractors to identify cross-team dependencies and refine the 
stories requiring joint ownership together.  

• Perform estimations on the level of effort needed for each activity. 

• Develop a timeline for implementation considering the level of effort and the cross-
contractor dependencies.  

• Document the approach into a Work Plan accessible by the contractors and 
stakeholders that will be used as input into the Integrated Work Plan managed by the 
Consortium. 

• Upon prioritization of a change, assign resources and create a point-of-contact list 
which is shared across contractors. This helps the stakeholders know whom to contact 
in case there is any cross-team coordination needed.  
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On BenefitsCal today, our team works with the Incumbent vendor across security, 
performance, Tier 3 infrastructure services as well as environment planning. As BenefitsCal 
uses the ForgeRock IAM solution, we worked with the Incumbent to define and integrate 
account management flows into BenefitsCal. We have also worked jointly to address 
potential security violations where Deloitte engaged our fraud practice to review system 
usage associated with incorrectly linked cases. On a daily basis, our team works with the 
Incumbent contractor reviewing system usage to identify potential changes to account 
creation and account maintenance functionality. For system performance, the BenefitsCal 
team has worked hand-in-hand with the Incumbent contractor to refine an end-to-end 
approach and associated volumetrics to test and monitor end to end system 
performance. On a weekly basis our teams meet to review ongoing operations and discuss 
any Tier 3 incidents that are not designated as priority items. For those that are priority, our 
collective teams engage quickly to try to recreate the issue, sharing log files, validating fixes 
and coordinating releases into production. 

Figure 4.1-3 lists our understanding of the shared services during various phases of 
software delivery and depicts that the key staff for the M&E team closely collaborate 
with key staff for Infrastructure through planning, design, development and testing, 
deployment, and operations for CalSAWS. Further, our M&E team collaborates closely 
with external interface partners during development and operations. 

 
Figure 4.1-3. Cross-Team Collaboration to Deliver Shared Services. 











C A L S A W S  M & O  S E R V I C E S  R F P  # 0 1 - 2 0 2 2  
Volume 1B – M&E Business Proposal, Part 1 
 

Deloitte 2023 Understanding and Approach to M&E Services Section 4 Page 4-18 

• Track issues and progress in JIRA, including decisions, blockers, and next steps. Utilize 
OperateEdge, which integrates with JIRA and utilizes pre-trained ML models, to 
produce problem groups across tickets, predict group and root cause for incoming 
tickets, and provide useful group information to support resolution. 

• Use MS Teams for cross-team communication. We also use point-of-contact lists set up 
during planning to facilitate cross-team communication. 

• As issues are fixed and retested, we use Bitbucket for code management and work 
with the Infrastructure team if there are any issues. 

Performance Testing 
Given CalSAWS’ complex architecture and varied interface design, it is not sufficient to 
do performance testing only at the end of the testing cycle, as most contractors do. For 
CalSAWS evolution, we employ an iterative performance testing approach that begins 
simultaneously with development. This helps identify performance issues early on and 
minimize rework needed. We perform the below tasks to achieve this goal: 

• Coordinate with the Infrastructure team to conduct isolated performance testing that 
executes performance tests for new features right after development is completed. 
This helps determine if new features will scale up for expected production loads. 

• Coordinate with the Infrastructure team to conduct integrated and incremental 
performance testing during system integration testing. This enables us to validate the 
performance of new features is not impacted by other system components, or vice-
versa. 

• As performance deficiencies are identified, we collaborate with the Infrastructure 
team to addresses those issues in subsequent sprints which are then retested as part 
of the incremental testing. 

• Coordinate with the Infrastructure team to conduct a complete ‘day-in-a-life’ 
performance testing during hardening to simulate real life and validate performance. 

• Conduct load test, stress test, endurance test, and spike test during hardening to 
validate system performance in varying conditions.  

Security Testing 
Security is not an afterthought, but an integral part of our approach to securing 
CalSAWS and supporting its long-term evolution. We perform the below tasks during 
development and testing to secure CalSAWS: 

• Define types of security tests with intent and goal for each type of test. 

• Establish findings in severity matrix that will be utilized to define the severity of security 
issues identified. 

• Develop the security scanning and testing schedule.  

• Assess the environment needs and tools required. Install identified security test tool to 
perform upcoming test phases. 

• Document automated and manual validation procedures for Consortium approval. 
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Security Monitoring 
Proactive security monitoring of CalSAWS is required to effectively combat risks facing 
the Consortium’s evolving threat landscape, broadening attack surface, and threat 
vectors. We demonstrated successful collaboration with the Consortium and CalSAWS 
Security Teams for BenefitsCal and will bring our lesson learned and accelerators to 
secure and protect CalSAWS data entrusted to the Consortium by Californians.  

For CalSAWS to continuously demonstrate compliance with Minimum Acceptable Risk 
Standards for Exchanges (MARS-E) 2.0, and other federal and state security compliance 
requirements, Deloitte will collaborate with the infrastructure contractor to leverage 
Consortium’s enterprise security controls and perform the following activities: 

• Understand dependencies between CalSAWS application and the Consortium’s 
enterprise Identity management solution, ForgeRock. Work closely with ForgeRock 
Team to configure and fine tune authentication authorization rules and policies 
based on the principle of least privileged access (LPA) to prevent unauthorized 
access.  

• To reduce the dependency and be resourceful of the infrastructure contractor 
resources, we bring ForgeRock specific API testing kit to independently assess 
ForgeRock APIs and configurations. This enables Deloitte to identify issues in 
ForgeRock components or services utilized by CalSAWS application, allowing the 
ForgeRock Team to invest their time in optimization and modernization of the 
ForgeRock platform thereby improving the Consortium’s overall security posture and 
user experience.  

• Identify and ingest required CalSAWS security audit logs into the Consortium’s Security 
Information and Event Management (SIEM) solution to allow the infrastructure 
contractor to correlate CalSAWS application and infrastructure logs to conduct 
proactive security threat monitoring activities. Leveraging our BenefitsCal experience 
and lessons learned, Deloitte will be efficient and resourceful in managing SIEM 
solution storage cost by ingesting only the required CalSAWS security audit logs. 

• Support during infrastructure upgrades, configuration changes, and security patching 
for timely identification and remediation of issues impacting CalSAWS application.  

• Collaborate to monitor security SLAs for the system. Proactively identify and triage 
security and system performance issues resulting from changes to CalSAWS enterprise 
security and identity management solutions. 

Production Issue Triage 
Production issues often require close collaboration between the M&E and the 
Infrastructure team for an effective triage. We perform the following activities: 

• Participate in weekly issue triage meetings with the Infrastructure team to identify the 
root causes of production issues and plan for required Infrastructure fixes. 

• Utilize ServiceNow to collaborate with the CalSAWS Service Desk team for timely 
resolution of Infrastructure issues; see Section 4.4 – Service Desk for more details on our 
approach to Service Desk Management. 
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Innovation Support 
Our Innovation Lead is deeply embedded in our operating model to help teams 
achieve improvements. They aim to introduce innovations such as AI/ML-powered 
algorithms for faster issue resolution, Robotic Process Automation (RPA) for automation 
of business tasks, autoscaling of cloud Infrastructure to minimize scaling costs, etc. The 
Innovation Lead works with the Consortium leadership during planning to identify areas 
of improvement and prioritize innovations for implementations. They then provide their 
subject matter expertise during design and development for execution of the identified 
innovations. Finally, post deployment, they collaborate with the operations team to 
measure the success of the innovations and use that as feedback for future planning. 
Please refer to Section 4.4 – Innovation for more details on how our team works with 
other CalSAWS contractors to further innovate CalSAWS. 

4.1.2.6 Coordination with Interface Partners  
CalSAWS integrates with more than 50 interface partners. In a multi-contractor 
environment, it is important for the contractors to collaborate while managing these 
interfaces. Our approach is to work closely with the Infrastructure Contractor to 
coordinate with interface partners in the areas listed in Figure 4.1-9. 

 
Figure 4.1-9. How We Collaborate with Interface Partners. 

API Framework Design 
We work closely with our interface partners and the Infrastructure team to create robust 
API designs that address security, traffic throttling, API discovery and documentation, 
caching, and monitoring and audit trails. 

Environment Coordination 
We conduct periodic meetings with the Infrastructure team and Interface partners to 
identify the environments and interface end points that will be used for the testing 
activities. In addition, we coordinate with the interface partners to validate that the 
code versions and test data are always in sync between CalSAWS and connected 
systems.  
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Technology Architecture Evolution Guidelines  
Our architecture evolution guidelines are continually harvested from modularization 
engagements of equal complexity in the HHS arena. In Figure 4.2-3, we indicate the 
“must have” considerations in a cloud native, serverless context with our cloud alliance 
partner, AWS, retaining responsibility for container platforms, the operating system, 
virtualization, and hardware. This helps create a shared understanding, leading to 
good, equitable technology decisions.  

Figure 4.2-3. Guiding Principles for CalSAWSCN Architecture Evolution Roadmap. 

The Design Guidelines in Figure 4.2-4 represent how we implement the Guiding 
Principles during the architecture and design to deliver CalSAWSCN. 

Figure 4.2-4. Design Guidelines for CalSAWSCN Architecture Evolution Roadmap. 

Case Study – Evolving CalHEERS 
We recently refined these guiding principles in California, where CalHEERS successfully 
moved away from operationally rigid and expensive legacy technology to a nimble, 
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Figure 4.2-6. An Automated Microservices Blueprint Accelerating Modularization. 

The insights from the automated source code analysis and the feature modules from 
the Reference Architecture (Figure 4.2-5) provide microservice candidates and 
application programming interfaces (APIs) used to finalize the CalSAWSCN architecture.  

Evolution Workstream and Sequence Recommendation 
The Approach to Application / Architecture Evolution deliverable outlines the 
sequencing and activities for each phase of the database and application changes to 
achieve the target state architecture. Our current, high-level recommendations for the 
sequence of application and database changes are expressed in Figure 4.2-7 on the 
next page. Deloitte works with the Consortium to confirm or change these 
recommendations during construction of the Approach to Application / Architecture 
Evolution deliverable. 

Each phase of the application / architecture evolution includes the evaluation of which 
COTS should be replaced in coordination with the refactoring of the monolithic Java 
application. This coordination minimizes risk and accelerates adoption of an overall 
cloud native architecture that is independent of the technology stack. Additionally, 
Batch Modernization takes place incrementally throughout the phases to minimize risk 
while providing immediate benefit and improvement. The user interface changes flow 
along with the service phases after the workflow is completed. This allows CalSAWS 
users to have improved UX module by module. 
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Figure 4.2-9. Incremental Migration Plan. 

After the high-level assessment, a series of phases and activities are executed as 
outlined in Figure 4.2-10. This is done for each database in each Wave. It begins with a 
deep-dive assessment to confirm the Wave plan and activities and continues until the 
cutover phase.  

 
Figure 4.2-10. Migration Approach Built on Deloitte’s DMF Framework. 

Deloitte’s database migration approach results in a stable and elastically scalable 
CalSAWSCN databases. Once the databases have been migrated to a highly available 
serverless database engine, the Consortium has a baseline database to support rapid 
modularization and decoupling activities that result in a refactored, cloud native, 
stable, and scalable CalSAWSCN. 
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Figure 4.2-11 illustrates the application of the evaluation criteria above to for select 
CalSAWS modules.  

 
Figure 4.2-11. Possible Serverless Destinations for CalSAWS Modules. 

Based on our experience with CalSAWS and other E&E systems, and guided by 
Deloitte’s DSDP Reference Architecture, we recommend modularizing the monolith into 
microservices in the sequence and phases outlined in Figure 4.2-12. During the transition 
period this order would be reviewed and finalized with the Consortium as part of the 
Approach to Application and Architecture Evolution deliverable. During planning, the 
timelines and sizing would be clarified to define which work will be completed in what 
timeframe based on the fixed capacity defined for the evolution activities. 
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Figure 4.2-13. Proposed Plan for Task Management Redesign. 
 

Following the task management redesign, we integrate task management changes 
with the CalSAWSCN modularization development plan. 

Optimizing with Artificial Intelligence (AI) and Automation 
Keeping workers engaged and focused on high-value customer facing activities is the 
top priority of HHS agencies nationwide. Deloitte effectively uses AI and machine 
learning (ML) assisted technology to create efficiencies and worker capacity and 
reduce errors that impede progress toward business outcomes. Figure 4.2-14 illustrates 
the spectrum of support available through AI/ML. 
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Figure 4.2-18. How We Enable Co-Existence During Evolution with the Strangler Fig. 

Business functions are refactored as a new service with a well-defined API. In the legacy 
application, the old logic is replaced by a wrapper directing requests to the new 
service. Figures 4.2-19 and 4.2-20 below provide a before and after view of using the 
strangler fig pattern for Application Registration (AR), Data Collection (DC) and 
Eligibility Determination (ED) capabilities.  

 
Figure 4.2-19. Example: AR Prior To Strangler Fig. 

Figure 4.2-20 below shows how we balance Application Registration services already 
modernized with Data Collection and Eligibility Determination still running as legacy 
applications while staying synchronized and integrated. 

 
Figure 4.2-20. Example: Co-Existing AR Microservices and Legacy Applications. 
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Figure 4.2-23. The CALMS Model for Adopting and Utilizing a DevOps Approach. 

The following principles and actions define Deloitte’s approach to DevOps: 

• Understand the value of technology to deliver and manage operations. The CalSAWS 
development team creates a culture of automation and drives every SDLC phase 
with a DevOps mindset.  

• Identify repeatable tasks and automate tasks to improve operations flow and quality, 
decreasing the potential for mistakes. 

• Reduce time wasters with Lean thinking and make measurable, incremental 
improvements using value stream maps, Minimum Viable Products (MVP), and proofs-
of-concept.  

• Shift security left by integrating security into architecture and design to improve risk-
based identification and repair gaps and vulnerabilities. 

• Define measurements to make progress visible in the DevOps transformation journey. 
Show the value of changes with key performance indices to impact the future. 

• Share and collaborate across teams and stakeholders to build trust and a shared-
responsibility model, team agility, and to proactively achieve business objectives. 

Figure 4.2-24 outlines key activities we perform to deliver DevOps that transforms 
CalSAWS. 
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Figure 4.2-25. Code and IaC Pipelines.
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estimation of changes, multiple stakeholder approval points, and overuse of “add-on” 
SCRs As Figure 4.3-3 shows, over time, this creates challenges to planning, budget, 
resource allocation, availability, and ultimately user trust in the system. 

 
Figure 4.3-3. Current CalSAWS Traditional SDLC Flow. 

Our team’s approach to Hybrid Agile streamlines the processes and brings flexibility, 
improved responsiveness to end-user demands, and stabilizes the estimated cost and 
time for each SCR. Figure 4.3-4 represents the time and cost over the phases, which 
closely aligns with the estimate and actual to the SCR process when following the 
Hybrid Agile methodology. 

 
Figure 4.3-4. Time and Cost Benefits from Hybrid Agile. 

Our Hybrid Agile methodology balances the structure and predictability of a traditional 
Waterfall approach with the flexibility and responsiveness of a pure Agile approach. This 
allows us to simultaneously structure activities in a predictable manner, optimize 
resources, and remain flexible in case of changes due to shifting business priorities.  

Hybrid-Agile and Alignment with CalSAWS SCR Process  
Our EVD’s Hybrid Agile SDLC methodology’s activities are defined further below. Each 
of these phases and activities are designed to define and refine the requirements for 
the SCRs, which address the Consortium’s and Counties’ business objectives. Those 
requirements are brought to life, validated, and maintained through highly iterative 
Configure, Test, and Deploy activities. This approach aligns the current SCR process and 
brings innovation to the process (see Tables 4.3-2 through 4.3-5, below). 























C A L S A W S  M & O  S E R V I C E S  R F P  # 0 1 - 2 0 2 2  
Volume 1B – M&E Business Proposal, Part 1 
 

Deloitte 2023 Understanding and Approach to M&E Services Section 4 Page 4-73 

 
Figure 4.3-8. Overview of Deloitte Approach for DevSecOps. 

Security Controls in Our CI/CD and Testing Processes 
Producing high-quality, secure code and executables is a critical success for managing 
CalSAWS. To accomplish this goal, security tools are integrated within the CI/CD 
pipeline with continuous security checks executed early in the development cycle at 
various levels of the system architecture. The primary goal is to proactive identification 
of security. Our development methodology provides flexibility in gathering requirements 
to enable developers to accelerate tasks and activities without compromising 
application security. 

As highlighted in Figure 4.3-9 on the next page, Deloitte’s objective is to enhance code 
quality and application security by designing and implementing appropriate security 
controls. We propose to integrate controls as specific security phase gates. Gates 
include such things as secure code reviews, software composition analysis, and 
application security testing. These are added in a continuous and automated manner 
throughout the development lifecycle within the CI/CD pipeline as shown in Figure 4.3-
9. In Table 4.3-9, we detail each of the security controls shown in Figure 4.3-9.  



C A L S A W S  M & O  S E R V I C E S  R F P  # 0 1 - 2 0 2 2  
Volume 1B – M&E Business Proposal, Part 1 
 

Deloitte 2023 Understanding and Approach to M&E Services Section 4 Page 4-74 

 

Figure 4.3-9. Security Activities Integrated within CI/CD Pipeline. 
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4.4.2.1 Explore and Identify Innovations 
Deloitte is constantly seeking, identifying, and assessing new use cases and innovations to 
bring forward to our clients and our work. We start with a broad range of ideas, collected 
through scouting activities and user research. We begin to narrow down ideas, in 
collaboration with key stakeholders and Consortium staff, leveraging our evaluation and 
analysis methodologies. As innovation solutions are selected to be developed into proofs 
of concept and piloted, their performance is monitored to identify which solutions should 
be scaled to meet CalSAWS technology and County business process needs. Throughout 
this process, illustrated in Figure 4.4-6, we establish feedback loops to rapidly iterate and 
enhance innovation solutions. 

 
Figure 4.4-6. Our Innovation Process Starts Broad and Narrows Based on Value. 

Continuous Tech Scouting and Sensing 
The Consortium understands that the emergence of new technologies will likely impact the 
mission of County staff and the Customers they serve; it is important to stay ahead of the 
curve. But it can be difficult to have a clearly defined vision for new technology usage. We 
help the Consortium prioritize which emerging technologies and trends warrant the use of 
often limited funding and resources. Deloitte is a leader in identifying trends within 
technology and innovation. We have created Innovation and Technology Centers and our 
HHS Nerve Center that utilize our cumulative expertise to push the limits of our ideas, drive 
insights, and identify. It enables us to bring a wide range of perspectives, knowledge, and 
insight focused on specific industries and issues. It enables to identify opportunities and 
cases for the adoption of immerging technologies. 

Forward-thinking governments need to understand the technological forces that surround 
them to anticipate and look for ways to harness them for the benefit of Customers. Working 
with Deloitte brings national HHS experience spanning 40+ years and our transformation 
capabilities to help you manage technology (e.g., cloud, robotic process automation) on 
the scale that is the State of California. This wealth of knowledge drastically improves the 
technology and trend discovery process through leveraging other states accelerators at 
the micro and macro level (operations, policy, and technology). This enables our clients to 
take advantage of new emerging trends and the opportunities to pilot more rapidly.  
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Figure 4.4-10. Ginnie Mae Innovation Program.  
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A portion of the Innovation Team should 
be considered dedicated staff to focus 
on innovation activity execution, 
reporting, and stakeholder/leadership 
engagement. To provide value back to 
the Consortium, the Innovation Team: 

• Connects innovation efforts to 
organizational-level goals and 
objectives. 

• Facilitates stakeholder and technology 
connections across projects and 
systems because it is not tied to one 
division or function. 

• Provides innovation expertise and 
culture building for the agency. 

• Develops an approach focused on integrating 
a diversity of perspectives by bringing together  
subject matter experts and stakeholders. 

• Facilitates decision-making for new ideas and gain buy-in for piloting/scaling through 
focused stakeholder and leadership engagement efforts. 

The Consortium would benefit from identifying Innovation Champions—current 
innovators and innovation supporters—to participate in the Innovation team. By 
leveraging the skills and interest of Innovation Champions, the Consortium can jump-
start the innovation process and establish “innovative thinking” as a valued trait among 
staff. The composition of the Innovation Team should also represent a diverse set of 
stakeholders and functional areas, including County workers, regional representatives, 
State teammates, advocates, infrastructure, imaging, and BenefitsCal. Diverse 
representation drives innovations that are effective across stakeholders’ needs. As 
required, we may provide supplemental training on innovation processes and practices 
to the Innovation Team.  

  

Figure 4.4-2. BenefitsCal Collaboration. 
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System Components and Services Transitioned 
For the 2021 transition, the transition of cloud operations from the incumbent to Deloitte 
included all aspects of AWS services. It also included services covering all the core task 
areas of the CalSAWS M&E and Infrastructure RFPs. The transition also included 
OpenShift Container Platform on AWS with over 1,000 nodes supporting the 
containerized workload for EH. 

• Over 10,000+ EC2 (or its equivalent) 

• Over $5,000,000+ AWS Consumption per month 

• Ramp up of 160+ resource in 2 months 

• Conducted 4000+hr of training during transition 

• Resolved over 500+ tickets during reverse shadow with no help from the incumbent 

Key Best Practices We Will Bring to CalSAWS 
Some key aspects of our approach that allowed us to be successful included the 
following: 

• We deployed resources in key positions with significant experience in domain-specific 
business processes and relevant technologies which helped to reduce knowledge 
transfer time.  

• We negotiated subcontractor agreements with select incumbent vendor staff to 
mitigate key system or operations knowledge gaps.  

• We used our EVD for Transition and Operation as the base method for transitioning, 
including relevant transition-in checklists and workplans. 

• We incorporated implementation resources, such as architects, functional 
requirement SMEs, developers, and testers, into the core transition. This incorporation 
gave them the ability to launch development and implementation as soon as steady 
state delivery began.  
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Outcome 
The CalHEERS transition was not only successful, but also was widely regarded by OSI, 
the Department of Healthcare Services (DHCS), and Covered California as setting a 
new standard for how to execute a transition successfully while implementing significant 
improvements to operations during the transition. CalHEERS proved that you can 
remain stable through a large system transition while making sure that by the end of 
transition the project is already operating at a higher plateau than before transition.  

Deloitte began adding value immediately at CalHEERS and did not wait to make 
improvements until the transition was complete. The team instituted ongoing 
improvements during transition-in before the Incumbent vendor transitioned out. The 
team struck a balance between minimizing disruptions to ongoing operations and 
implementing significant changes to existing processes, while finding ways to realize 
immediate productivity gains, reduce technical debt and costs, improve the overall 
performance of the infrastructure and M&E services before the transition was complete. 
Deloitte was also tasked with implementation of accelerated modernization programs, 
including migration to and optimization within an AWS Cloud environment, delivery 
model transformation (Agile/DevOps), and workforce transformation. The AWS 
migration was completed in April of 2021. Our experience and knowledge from the 
CalHEERS project positions us to successfully support the M&E services of the CalSAWS 
contract. 

System Components and Services Transitioned 
Deloitte’s takeover of CalHEERS included both the CalSAWS equivalent Infrastructure 
Operations as well as Maintenance & Enhancements (M&E). There were eight (8) total 
workstreams across the CalHEERS Transition.  

• Maintenance & Enhancement (M&E) 

• Enterprise Tools 

• Project Management Office (PMO) 

• Org. Change Mgmt., Training and Sponsor & Stakeholder Engagement (SSE) 

• Strategic Planning & Innovation 

• Infrastructure Operations 

• Security 

• Policy & Audit Support 
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Incumbent to Deloitte after reviewing their options for their Infrastructure Operations 
and Maintenance and Enhancement (M&E). The transition exceeded expectations due 
to a variety of reasons. First, it was collaborative and completed on schedule. Second, 
we also identified risks as we did transition and made improvements to processes and 
procedures that improved system security, system availability, and a variety of other 
system management areas. Due to our timely delivery and building trust with CalHEERS 
management staff, we had strong momentum to elevate their operations and service 
delivery after transition. Overall satisfaction with the system, efficiency of operations, 
and enrollment have improved markedly year-over-year since the transition to Deloitte. 

For these reasons, there is no better “proof point” that Deloitte can successfully 
transition CalSAWS and leave the Consortium and Counties in a better place following 
this transition than looking at the transition of CalHEERS. There is also no better transition 
manager to lead your transition than the leader who led the CalHEERS transition—Mike 
Henry. In addition to leading the CalHEERS transition, Mike has led multiple transitions 
nationally over his almost 20 years of leadership in state health and human services and 
eligibility and enrollment. 

Outcomes of the Transition and Key Best Practices  
Each of the best practices and outcomes highlighted in the earlier CalHEERS’ Best 
Practices and Measures of Transition Success sub-section are specific examples from 
the CalHEERS transition, led by Mike, and are directly applicable to CalSAWS. They 
include: 

• Reduce technical debt 

• Identify gaps in existing monitoring processes 

• Review environment topology and usage 

• Conduct full audit of tools and look for efficiency gain 

• Improving operational maturity  

• Improve service desk processes 

Failure is not an option for the CalSAWS transition. You need a leader that understands 
eligibility and enrollment, California, your stakeholders, and State partners, CWDA and 
your Incumbent contractor. Mike Henry understands these things intimately. He is the 
most capable and qualified leader for this incredibly important effort. He has done it 
before with CalHEERS and will deliver the same exceptional results for CalSAWS. 
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