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Expert Talent: Within Deloitte, imaging services are positioned within our ECM practice. This 
practice is equipped with hundreds of personnel who possess expertise in industry-leading 
ECM solutions such as AWS, Box, Hyland, Google, Hyperscience, ABBYY, Parascript, 
OpenText. They have delivered more than 200 ECM-focused engagements within the past 
10 years alone. This has enabled us to forge a distinguished record for delivering imaging 
services, particularly state and federal governments. We routinely help our clients 
consolidate their imaging operations within the cloud to drive down costs and modernize 
system capabilities. The market has evolved dramatically in the last 5 years with new 
entrants in the market that offer more advanced features. Our team is continuously kept 
up to speed with the latest in order to incorporate the latest available solutions.  

Key Partnerships: Our firm offers a formal alliance with large-scale software providers such as 
Hyland, the company that owns and operates Perceptive and Brainware technologies. We 
have Hyland practitioners who understand how to maintain, operate, and optimize their 
products. Additionally, our Hyland alliance provides us with key vendor contacts who support 
our ECM engagements. As a multi-year platinum sponsor of Hyland’s annual CommunityLive 
conference, we have forged deep relationships with Hyland’s business leaders which 
enables us to operate with candor and open-mindedness on behalf of mutual clients. 
Beyond your current ECM SaaS vendor, Deloitte has relationships with AWS, Box, Google, 
Hyperscience, ABBYY, Parascript and Opentext. Our Michigan and Oregon E&E solutions are 
in the process of implementing Google for document classification, in Colorado we 
implemented Hyperscience to support iOCR for periodic reporting forms, at BenefitsCal we 
used AWS Textract to determine if changes were reported for SAR7s. All of these required 
partnerships with technology vendors to build out POCs. 

Shared Values: It is crucially important to provide reliable, high-quality digital services in 
support of California’s most vulnerable. An undertaking of this significance requires an 
experienced, dependable technology vendor who fully embraces the Golden State’s 
values-driven commitment to equitable, inclusive benefits services that reflect the 
unique profile of each CalSAWS customer. Deloitte brings these values in our delivery. 

Proven Results: Through our 200+ engagements in the past 10 years we have delivered 
best-in-class suite of enterprise solutions from the initial point of document ingestion all 
the way to final case resolution and archival. Our adaptive, client-specific approach 
also provides flexibility to support future priorities as business needs evolve. One 
example is our Pennsylvania Document Imagine Project highlighted below. 

Spotlight: Our Pennsylvania Document Imaging Project 
We recently completed an ECM project for the Pennsylvania’s Department of Human 
Services (DHS) that covered the full implementation lifecycle, from requirements to final 
deployment and maintenance operations. The high-volume, OpenText implementation 
included 130–200K documents ingested daily through centralized and distributed 
scanning, public portal uploads, and mobile device captures. It supports multiple DHS 
program areas and has increased responsiveness, reduced errors, and driven lower 
case-turnaround times through straight-through processing. The Governor recognized 
Deloitte with the prestigious Pennsylvania Excellence in Technology Award at the PA 
Digital Government Summit for our ECM implementation for Pennsylvania’s DHS. 
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5.2 Imaging Approach 
The CalSAWS imaging system is a complex solution that supports a variety of mission 
critical use cases across California’s 58 counties. As the Counties just went through a 
sizeable change from ImageNow to the Hyland SaaS solution, rather than immediately 
replacing the existing imaging solution, Deloitte proposes a phased approach with 
three distinct phases: Stabilize, Optimize, Modernize. These activities will occur over a 
12-month base period as outlined within the framework below in Figure 5-2. 

 
Figure 5-2. Deloitte’s Imaging Services Framework. 

After stabilizing and optimizing present-day capabilities within the existing technical 
framework, Deloitte produces a comprehensive roadmap for modernizing the CalSAWS 
imaging solution. This includes use of cloud-native architecture and upgraded AI/ML 
services that deliver improved system performance at a lower overall cost of ownership. 
Deloitte takes a balanced, vendor-agnostic approach to this assessment considering 
what drives stability, efficiency, productivity, and cost savings. 

5.2.1 Stabilization Phase (3 Months) 
Deloitte intentionally focuses on stabilizing the current-state Hyland imaging platform as 
a first step in the process. Our experience with several large Hyland implementations 
lets us to perform a rapid and seamless transition while focusing on stabilization and 
business continuity. It is critically important to obtain deep understanding of the 
functions, technical features, user tools, and general operability of the current system. 
This includes how ECM is integrated into the business processes supported by it prior to 
recommending any specific aspects of digital transformation. We leverage our 
experience from CalWIN ISS and BenefitsCal as a starting point to understand the 
business processes; recognizing that each County’s process is different.  

5.2.1.1 Transition-In 
Our stabilization efforts commence immediately after a dedicated transition-in period that 
focuses specifically on maintaining full business continuity and preventing service 
disruptions while Deloitte assumes ownership of support for imaging services. The collective 
mantra during this multi-week period centers on “do no harm”, so County personnel know 
that Deloitte is committing to active collaboration rather than abrupt directives that 
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undermine existing operations. This preparatory stage of the engagement aligns with our 
project-wide, transition-in sequence of Plan, Execute, Verify, and Cutover. As a core 
component of the Transition-In process, Deloitte establishes clear validation criteria relating 
to our assumption of certain support operations, delineation of key responsibilities alongside 
Hyland’s cloud team, and relevant service level agreements. 

5.2.1.2 Discovery Activities 
Once our transition-in is fully established, an extensive series of discovery sessions 
pinpoint performance issues with the Brainware capture solution. We perform a root-
cause gap analysis of any software limitations or workflow inefficiencies that exist within 
the current case management and benefits services procedures. Several milestone 
activities for this portion of the engagement include: 

Conduct User Impact Research: Deloitte’s Hyland technology specialists engage with a 
diverse array of CalSAWS users and stakeholders. This is to simulate authentic day-in-the-
life evaluations of current Brainware and Perceptive system functions and user tasks to 
investigate far below the surface level, including observations from the field. When 
framing these focus groups, our aim is to attain comprehensive dialogue, contextual 
understanding, and diversity of roles, experiences, and work functions that surpass basic 
surveys or Q&A style interviews. 

Deliberately Address Pain Points: Our initial dialogue with former County supervisors has 
identified the current OCR-driven file automation process as imperfect at best, and heavily 
flawed at worst. County leaders also lack dependable reporting tools to allow them to 
better monitor which files are sent to which personnel, in addition to a lack of clarity 
regarding the criteria used to auto-route certain images into exception queues. We can 
provide stability and clarity to the configuration process to help better serve intended 
purposes by applying our Hyland software expertise and leverage our Hyland alliance 
teammates as required. Additionally, documents today are all given the same weightage 
in terms of how they are processed. If a customer is requesting expedited services or 
provides a eligibility-impacting verification document, configuring those to be processed 
first is critical from a timeliness view as well as from an overall customer service impact.  

Gather Performance and Metric Baselines: In addition to gathering genuine front-line 
insights rooted in real-world scenarios, a separate data collection venture occurs to 
obtain volumes, system traffic, and daily portal functions. Rather than drawing 
conclusions based on broad metrics like average documents per day or total users per 
month, we identify advanced statistics such as average transactions per daytime hour. 
We also conduct a countywide evaluation of which tasks are most time consuming. This 
enables us to determine if these delays are linked with systemic “chokepoint” issues 
within the Hyland solution or can be mitigated through alternative support channels.  

We facilitate accompanying dialogue with Hyland service representatives as a 
reflection of our long-standing alliance. These discussions enable Deloitte to express 
candid observations within a collaborative environment that is solely focused on 
bringing actionable solutions to CalSAWS.  
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Expand Help Resources and Training Support: Lastly, the stabilization phase conclude 
withs with identifying new help desk style resources and troubleshooting references by 
deploying Deloitte solution specialists to develop capabilities for CalSAWS end-users. 
We update guidelines, conduct in-person workshops, and provide live virtual assistance 
that directly reflects the pain points, unfamiliar features, and learning curve limitations 
identified during the discovery sessions.  

5.2.1.3 Foundational Closeout 
We are confident our approach “bridges the gap” between the current day CalSAWS 
operating framework and untapped features, tools, or capabilities available within the 
Brainware suite of services. We do this without requiring contract renegotiations or 
incremental spending by combining Deloitte’s experience with Hyland products and 
services with our new infusion of frontline insights. 

5.2.2 Optimization Phase (6 Months) 
As an extension of the information obtained during day-in-the-life discovery evaluations, 
Deloitte present a multi-tier summary of proposed process improvements They are fully 
vetted and evaluated by our ECM professional and are the result of the following activities: 

5.2.2.1 System Performance 
Cataloging/Validating User-Level Enhancements: The collective theme for optimization 
efforts centers on elevating the County-level experience. It focuses on reducing 
inefficient tasks and bolstering software performance in areas that frequently 
experience lag times or require multiple workflow stages. We specifically avoid 
adoption of broad-based, blanket solutions that only resonate in collective terms. 
Instead, our activities are tested, validated, and approved by a wide range of County-
level personnel to enable user-level empowerment while protecting uniformity of 
policies, procedures, and technical protocols across the state. 

Reduce System Efficiencies: From a tactical perspective, we also use our Hyland alliance 
during optimization efforts to explore methods for bolstering document services at the point 
of ingestion and expediting classification within the Brainware capture system. Even if certain 
procedures are perceived as “good enough” within the current state, our optimization efforts 
help CalSAWS users capitalize on the full range of tools and shortcuts available within the 
Perceptive/Brainware platforms, even if they exist outside their typical administrative routine. 

5.2.2.2 Data Enhancement 
Develop Custom Analytics: Optimization establishes a new series of performance measures 
that reflect the level of output, speed, and reliability necessary to achieve CalSAWS core 
business objectives. This is in addition to identifying activities that are conducive to future 
automation. This key data is then translated into consistent, reportable terms that can be 
regularly incorporated into agency-wide analytics tools. For example, a “Director ECM 
Dashboard” that displays critical technology metrics, corresponding SLAs, and countywide 
outputs within a live action heatmap style format, Deloitte positions statistical data as a 
valuable source of proactive awareness rather than a solely ex post facto reference point. 
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5.2.2.3 Financial Assessment 
Examine Cost Commitments: In terms of pricing considerations, we evaluate the usage 
and accompanying efficacy of Hyland’s core document management services to identify 
possibilities for greater cost effectiveness. This initial evaluation also assesses the short-term 
value and long-term benefits (or disadvantages) of maintaining differing storage/archival 
sources between the Hyland Perceptive system and separate S3 buckets.  

We execute a comprehensive “zero-based” assessment of CalSAWS required features, 
system capabilities, and desired ancillary products for both image capture and document 
management. As an extension of this effort, Deloitte assists CalSAWS in determining precisely 
what those services should truly cost in modern market terms, rather than accepting 
continuous, high-priced licensing and hosting fees as an unavoidable cost of doing business. 

5.2.3 Modernization Phase (Ongoing 3 Month 
Sprints) 
The Deloitte approach concludes with a comprehensive recommendation for system 
modernization. This evaluation serves as an “innovation roadmap” that considers leading 
practices in imaging technology (e.g., cloud-native, AI/ML, etc.) while prioritizing long-term 
operational viability and financial sustainability. Deloitte provides this assessment objectively 
and without influence from any software vendor, considering only what is in the best interest 
of the Consortium, the Counties and associated stakeholders. 

As noted earlier, we believe the current imaging system should be modernized as it is 
the most costly state imaging system we have seen and is not currently leveraging the 
latest cloud and ML/AI technologies that would drive greater efficiency in document 
processing. Per the Section 15 of the RFP, the Contractor will maintain and enhance the 
Imaging application as defined by approved SCR(s). Based on this, we anticipate that 
modernization of the solution will follow the SCR process, for which we have included a 
base set of annual hours to modernize the solution. Tools such as Hyperscience, Google 
Document AI, AWS Textract, and others are driving innovation that automate and 
streamline document processing tasks far beyond what CalSAWS current system 
achieves. Given the rapid innovation taking place currently in the document 
processing area and the timing of this modernization, we will recommend the toolset 
that brings the greatest value to the Consortium during the Modernization phase. 

5.2.3.1 New Software Providers 
Establish New Budgetary Framework: Modernization activities will incorporate a top-to-
bottom analysis of current investments and future spending projections to determine 
the most financially advantageous path forward for CalSAWS. Once this analysis has 
concluded, Deloitte considers whether clear cost and efficiency gains can be 
achieved through the use of modernized, alternative imaging technologies. 
Unfortunately, the current Hyland pricing was not accessible to be evaluated to 
determine the root cause of the overall cost drivers.  
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Evaluate Capture Solution Alternatives: The Optimization phase’s recommendations 
largely center on maximizing capabilities within the existing suite of services for 
Perceptive and Brainware. Modernization priorities take a broader view when pursuing 
next-level features and software tools. As such, this phase places deliberate emphasis 
on evaluating possible alternative imaging solutions that could transform document 
management operations by leveraging cloud-native solutions outside of the status quo. 
Deloitte will also apply intelligent document processing to the large volumes of 
documents captured through the BenefitsCal process, where document classification 
and extraction techniques are not being applied currently.  

5.2.3.2 Next-Level Features & Services 
Prioritize AI/ML Capabilities: Deloitte directly assists in the selection of full-featured AI/(ML 
capabilities as an extension of our cloud-first approach in determining the ideal replacement 
solution for capture services. These advanced areas include categories like the use of vision-
based technologies for document classification and extraction, and the ability to 
automatically redact sensitive data from specified documents. This recommendation 
receives the full complement of the latest industry offerings through our expansive talent pool 
of practitioners specializing in AI/ML services. This expert guidance is available to facilitate 
training and statewide adoption once test scenarios are proven effective.  

Capitalize on Flexible Microservices: Deloitte’s modernization analysis incorporates 
complementary microservices and system capabilities, alongside the efficiency-driven 
advancements made possible by AI/ML utilization into the solution. This enables the extraction, 
recognition, and integration of CalSAWS core file content into actionable data sets.  

Adopt Cloud-Centric Repository: Modernization activities will also consider the need to 
upgrade document management services to a serverless, fully cloud-native repository. This 
component of the recommendation provides all the existing document management 
functions while delivering new features and flexible, highly scalable storage options at a 
fraction of the license-based costs currently in effect. Modern cloud-driven solutions also 
enable multi-tier options for configuring the repository structure to take advantage of lower-
tiered storage for older documents that are not frequently accessed. Our approach also 
prioritizes document security throughout every phase of processing as the imaging solution 
collects, processes, shares, and archives millions of sensitive PII/PHI elements as part of day-
to-day operations. While the application of cybersecurity to document processing is an 
afterthought for many imaging vendors, Deloitte views it as our top priority.  

5.3 Staffing and Resource Allocation 
Our proposed staffing allocations and fixed costs are structured based on the initial 12-month 
period that aligns with the core phases of stabilize, optimize, and modernize. We are not 
including any associated costs for replacement systems, new software licenses, or the 
accompanying resources required for full-scale implementation since this base period will 
conclude with the comprehensive recommendation and future-state roadmap for 
modernization. Instead, any follow-on activities will be incorporated within change order 
requests once a modernization approach is finalized in collaboration with the Consortium.  
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Attachment G4 – DARFUR Contracting Act Certification  
In accordance with Public Contract Code section 2204(a), the Bidder certifies that at 
the time the Proposal is submitted, the Bidder signing the Proposal is not identified on a 
list created pursuant to subdivision (b) of Public Contract Code section 2203 
(http://www.dgs.ca.gov/pd/Resources/PDLegislation.aspx) as a person (as defined in 
Public Contract Code section 2202(e)) engaging in investment activities in Iran 
described in subdivision (a) of Public Contract Code section 2202.5, or as a person 
described in subdivision (b) of Public Contract Code section 2202.5, as applicable.  

Bidders are cautioned that making a false certification may subject the Bidder to civil 
penalties, termination of existing contract, and ineligibility to bid on a contract for a 
period of three (3) years in accordance with Public Contract Code section 2205. Bidder 
agrees that signing the DARFUR Contracting Act Certification Form shall constitute 
signature of this Certification. 
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Attachment G5 – Certificate of Firm Status  
The Bidder shall attach either a copy of the Certificate of Status issued by California’s 
Office of the Secretary of State, or a copy of the firm’s active on-line status information 
downloaded from the California Business Portal Website. If the required documentation 
cannot be supplied, the Contractor must document an explanation. 
 

On the following page, we have provided a copy of the Certificate of Status issued by 
California’s Office of the Secretary of State. 
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ATTACHMENT B8 – M&E FIRM MANDATORY QUALIFICATIONS 
 

Attachment B8 contains the M&E Firm Mandatory Qualifications in the format as provided by the RFP.  

 

Attachment B8 Table of Contents 
Minimum Experience ME-F1 ............................................................................................................................................. 2 
Minimum Experience ME-F2 ............................................................................................................................................. 8 

Minimum Experience ME-F3 ............................................................................................................................................16 
Minimum Experience ME-F4 ............................................................................................................................................21 
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ATTACHMENT B9 – M&E FIRM REFERENCE FORM 
 

Attachment B9 contains our two (2) firm references for Deloitte. 

 

Attachment B9 Table of Contents 
Reference #1 – TennCare: Cloud Managed Services Contract .................................... 2 

Reference #2 – State of California, Office of Systems Integration – CalHEERS .............. 6 
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ATTACHMENT B10 – MAINTENANCE AND ENHANCEMENTS KEY STAFF RESUMES/STAFF 
QUALIFICATIONS 
Attachment B10 contains our Maintenance and Enhancements (M&E) Key Staff Resumes/Qualifications, Parts 1 and 2, in the format as 
provided by the RFP.  

 

Attachment B10 Table of Contents 
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1.2 M&E Project Management Office Lead, Donna Cain .............................................................................................................................. 16 
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1.4 M&E Transition Manager, Michael Henry .................................................................................................................................................. 43 
1.5 M&E Innovation Lead, Roberto Cota ........................................................................................................................................................ 52 
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1.8 M&E Application Manager, Surranjan Kumar........................................................................................................................................... 97 
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