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Accenture has extensive experience working in a multi-
contractor environment to provide integrated service 
delivery to our clients. We have a very strong record of 
doing this effectively in our current work for CalSAWS and 
the State of California. Our successful approach to 
managing work has been proven at CalSAWS, and now 
we want to bring this successful approach to BenefitsCal.  

4.1.2.1 Guiding principles to managing 
scope and coordinating with other 
contractors and the Delivery 
Integration Office (DIO) 
The foundation for success of working with other 
contractors and the Delivery Integration team is built 
around our people and how we mold them around the 
guiding principles. 

4.1.2.1.1 Building trust through transparent 
communication  
We all know that even frequent communication is not 
sufficient if there is not a foundation of trust. We need to 
communicate effectively, early, and often regarding the 
work we are delivering, and we also need to set a 
standard of complete transparency to build a stronger 
foundation of trust between CalSAWS contractors and 
the Consortium teams.  

Enable transparency 
Our long-term success at CalSAWS has been centered around our people’s willingness to 
do what is right and communicate openly without hesitation. Through our engagement 
surveys and staff conversations, we know a major driver for why we retain our best staff for 
longer is because they know they can practice transparency in all phases of our delivery 
and operations cycles. Our team does not fear raising hard issues, nor do they try to 
sweep them under the rug or deflect blame. Instead, we build and model transparent 
communication across our one team to more quickly surface and resolve issues. Our 
transparent approach has helped us grow a strong lasting relationship with the counties, 
state agencies, and other CalSAWS contractors. We thrive and operate with more 
confidence in an environment where we can communicate transparently. 

Establishing trust  
To be one team, trust must be established among contractors, the Consortium, counties, 
advocates, and other stakeholders. Our One Team concept emphasizes the importance 
of working together to achieve shared goals and deliver exceptional results. It is a core 
value that guides Accenture's approach to working with clients, partners, and colleagues. 
The concept is based on the belief that by working together as one cohesive team, we 
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can use diverse perspectives, expertise, and capabilities to drive innovation, solve 
complex problems together, and deliver value to clients. 

We do this by designating points of contact for all 
contractors, enabling for open lines of communication. 
We build relationships across the teams to work in the 
One Team model. Trust is built over time as relationships 
develop between teams. Each team meeting their 
commitments helps to build this trust.  

Accenture fosters trusting relationships by prioritizing 
client-centricity, using expertise and experience, 
promoting cooperation and empathy, creating value, and driving continuous innovation.  

4.1.2.1.2 Collaboration-first approach 
Our collaboration-first approach is rooted in the idea that we are smarter and 
better together. CalSAWS selects its partners based on their extensive expertise 
and experience, and that experience becomes even richer as they deliver for 
and with the Consortium. We firmly believe that we will come to a better answer 
with the best minds from each partner and from the other stakeholders 
throughout the process. 

Our approach focuses on working as one CalSAWS team first, putting the residents’ and 
counties’ experience as a priority. We want to avoid silos when working with other 
contractors and discuss any gaps in roles and responsibilities once the right solution is 
agreed to. This approach to managing scope enables us to quickly provide 
recommendations or enhancements to solutions. 

One Team: BenefitsCal is an integral part of 
CalSAWS. Our people have always operated in 
the best interests of the project, which has 
enabled us to foster the One Team model. 
When managing the scope of work, we want to 
use the expertise of each organization to 
deliver high-quality work swiftly. For each 
individual effort, it is best to work as a single unit 
when recommending the right solution to users, 
beneficiaries and counties, and to collectively 
discuss solutions to production escalations. Our 
team will continue to contribute to the One 
Team model and verify we are demonstrating 
our guiding principles at governance and 
public-facing meetings such as the Joint Powers 
Authority (JPA) and Project Steering Committee 
(PSC) meetings, Consortium Cultural 
Transformation and Inclusion initiatives, and 
Diversity, Equity, Advancement initiatives.  
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Shared objectives for success: For a multi-contractor environment to succeed, it is 
imperative that all participating organizations define and align on a common set of 
objectives from the start. Such shared objectives answer the following questions: How do we 
define shared success? What are the guiding principles to which we can all agree? How do 
we individually contribute to the shared success? As part of the Transition-In process, we will 
work to align these objectives as the foundation for our successful working relationship. 

4.1.2.2 Seamless integration with the Delivery Integration team 
Whether it is an issue in the production or the delivery of an enhancement that impacts 
multiple contractors, the DIO will be an integral part of all multi-contractor situations. Our 
team will take this a step further by confirming we have great representations in all 
situations and further our relationships with other contractors. Lisa Salas, our Project 
Manager, will work with her counterparts on the other contractor teams to confirm 
alignment on the overall project objectives, schedule, and tasks. We understand that 
working in a multi-contractor environment can be tough. We believe that our approach 
to cooperation and transparency will further improve how we deliver work for cross-
platform integrations and increase confidence from the users and counties that we are 
delivering our best. 

We understand that the Delivery Integration team was built with the goal of managing 
the governance structure and processes for an integrated multi-contractor environment. 
We intend to participate and engage effectively with the Consortium and other 
CalSAWS contractors in the administration and continuous refinement of the delivery 
integration framework. 
• Adhering to communication protocols: Our goal is to provide a "no surprises" experience. 

We will follow the BenefitsCal Communications Management Plan. We will provide the 
following deliverables during the Transition-In: BenefitsCal Transition-In Master Plan 
(BenefitsCal TIMP), BenefitsCal Services Plan and Operational Working Documents 
(OWD), BenefitsCal Transition-In Work Schedule, and BenefitsCal Transition-In Test and 
Validation Plan. Our team will also represent the best interests of CalSAWS in 
communicating status updates regarding BenefitsCal at governance meetings such as 
the JPA and PSC meetings and will collaborate effectively with other CalSAWS 
contractors and the Consortium aligning on unified messages.  

• Frequent, open communication: We will set up regular meetings between the PMO and 
the DIO and between other workstream teams for ongoing communication. Managing 
scope and coordinating with other contractors encompasses all levels of the software 
development lifecycle and M&O phases. Sharing updates on current status and open 
topics is key to a successful integrated multi-contractor environment.  

• Balanced scorecard: Table 4.1-1 illustrates an example balanced scorecard (BSC) we 
propose to measure the effectiveness of our joint efforts with the other 
CalSAWS contractors that the Delivery Integration team will have visibility into. 
The metrics provided must be meaningful and provide insight into how 
BenefitsCal is working in collaboration with other applications. The purpose of 
the BSC is to measure areas such as BenefitsCal adoption by the end-users, 

improvements to county workers business process and how well each of the contractor 
teams are working together to meet that measure. Providing visibility to such metrics will 
help to deliver your desired outcomes. This is an example of "you get what you measure." 
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• Step 02 – Communicate to the Delivery Integration team via our Project Manager the 
conflicts under review, recommendations to resolve conflicts, and the actions we are 
taking to address them.  

• Step 03 – Seek clear direction of resolution of the integration challenges or disputes 
working alongside the Delivery Integration team. If resolution cannot be determined, the 
dispute will be escalated through the CalSAWS governance process.  

• Ongoing – As we work together to create options to resolve the conflict, we will verify 
that the Consortium and the DIO understand the available options, can provide their 
perspectives, actively monitor the situation, and contribute additional or alternate 
solutions. This also enables the DIO to provide a recommended solution to the 
stakeholders, drawing upon our inclusive and synergetic One Team culture.  

 

Figure 4.1-1. Our conflict resolution steps outline how we work together through issues and 
create solutions for teams. 

Our Project Manager will work with the Delivery Integration (DI) team Consortium and 
contractor counterparts after the completion of each shared initiative to identify areas for 
improvement. We will use the retrospective results to develop and implement process 
improvements for the delivery of future objectives. 

Our approach aligns with the Consortium’s requirements by: 
• Working with the DI team according to the defined governance structures and 

processes by providing regular status reports to keep the DI team informed on the 
activities conducted by Accenture and raise issues as necessary 

• Working with the Consortium, State partners, and other CalSAWS contractors through 
standing management and committee meetings to maintain and improve BenefitsCal 
as defined in the BenefitsCal PCD and BenefitsCal Services Plan  
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Clearly defined roles and responsibilities: Our Transition Lead (James Yemm), Project 
Manager (Lisa Salas), and PMO Lead (Lulu Fou) will meet with the incumbent contractor, 
the Consortium, and other CalSAWS contractors leading our efforts to establish this 
foundation. Each contractor needs to have a clear understanding of their responsibilities 
and dependencies for other contractors and be accountable to deliver accordingly. 
Accountability helps drive trust and transparency. With the oversight of the DIO, we will 
jointly develop an integrated RACI with the Consortium and other CalSAWS contractors 
that will be maintained and periodically reviewed throughout the duration of the 
contract. An integrated organization chart will also be developed and maintained within 
the CalSAWS project's existing tools for access by all project staff. This will reduce gaps and 
confirm cross-team agreement of processes, leading to better contribution and shared 
success. In addition, we will review the statement of work (SOW) and assumptions and 
identify gaps and overlaps in the contractors' scopes of work and work schedules. We will 
review the BenefitsCal PCD and related OWD to confirm our understanding. This will help 
to minimize the impact on the users of BenefitsCal, counties, and CBOs. 

Proactive identification and resolution of gaps, overlaps, or conflicts. Our PMO will 
develop, deliver, and maintain BenefitsCal Transition-In Work Schedules using Microsoft 
Project. We will work together with the DIO and other CalSAWS contractors to integrate 
the schedules into the M&O Integrated Work Plan that will align the workstreams. If there 
are gaps in scope or disputes in approaches, we will synchronize efforts with the other 
CalSAWS contractors through our Project Manager, Lisa Salas, to resolve them, and only if 
needed, will use the DIO for escalations. We will also manage and monitor the BenefitsCal 
Work Schedule that will be incorporated into the Consortium’s Master Work Schedule. 

Monitoring and reporting on the effectiveness of our joint work as contractors. Our Project 
Manager will work with the CalSAWS Chief Deputy Director, the DIO, other contractor 
Delivery Integration Managers, and the CalSAWS leadership team to define, adopt, and 
monitor key performance indicators (KPIs) that measure contractors' impacts on the 
Consortium and counties' business outcomes and that complement contractual SLAs.  

Operating level agreements (OLAs). It is important to understand the service 
dependencies and have clear accountability when using multiple teams and 
contractors to deliver service. The stakeholders will expect end-to-end 
performance, yet multiple parties may be involved in delivering their specific 
services/components. Establishing OLAs (the definition of interdependent 
relationships in support of SLAs) that describe the responsibilities of each 
contractor to other contractors, including process and timeframes, will create 

clear accountability. Achieving the OLAs will drive the end-to-end objectives of meeting 
our SLAs and delivering changes and enhancements to production on time, within 
budget, and that meet user expectations.  

These OLAs will greatly reduce the risk of changes with dependencies on other contractors 
being requested by either contractor in isolation, improve the tracking mechanism, and 
minimize urgent requests that puts strain on the receiving contractor(s) to complete the 
tasks. A well-structured OLA will help drive expectations and commitments for general 
tasks and requests between contractors and can be managed within existing CalSAWS 
project tools such as JIRA or ServiceNow, or another agreed to tracking tool that works 
well for all contractors. It is also important to track different elements such as the 
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contractor requesting the work, the contractor requested to do the work, due dates, 
priority, and a description to ensure work can be completed based on the documented 
requirements. In a multi-contractor environment, we often have requests as small as a 
deployment request from the Infrastructure contractors, or a request to deliver a change 
by the M&E Contractor to integrate with a BenefitsCal enhancement, it’s important to 
have requests be transparent and traceable so we can all hold each other accountable 
for tasks that impact one another. These OLA will also help us meet expectations of our 
partner CalSAWS contractors on a consistent basis and help us identify areas of 
improvement so appropriate steps can be taken. 

Our approach aligns with the Consortium’s requirements by: 
• Performing daily M&O according to the BenefitsCal Services Plan and OWDs while 

maintaining open communications with the Consortium and other CalSAWS contractors 
ensure that integrations are successfully maintained, and we are able to meet the 
CalSAWS business/technical requirements and service levels 

• Working with the Consortium, State partners, and other contractors through a regular 
meeting cadence and open commination channels to coordinate cross 
contractor/system integrations, testing, and reporting  

4.1.2.3.2 Project management 
Our project management approach is guided by principles we do not stray from. These 
principles, as outlined in Figure 4.1-2, increase collaboration, enhance communication, 
and reduce risk. Throughout project implementation and in alignment with these 
principles, Accenture will adhere to project governance as agreed upon with BenefitsCal 
and to the Delivery Integration framework.  

 

Figure 4.1-2. We maintain consistency through our guiding principles for project 
management.  

These principles are important for two reasons. First, they promote implementation 
consistency across the project. Secondly, they increase visibility into project health through 
proactive monitoring and progress reporting. Other benefits include: 
• Reliability at scale, using a common set 

of methods, tools, and processes  
• Transparency through tighter controls, 

governance, standard indicators, and 
reporting  

• Business and information technology 
(IT) alignment on outcomes and 
performance measures 

• High-quality, predictable results 
throughout the project lifecycle 
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To address reporting-related and relevant information regarding how the requirements are 
subject to modification activities, design, coding, testing, and production, we will deliver a 
BenefitsCal Requirements Traceability Matrix (RTM) and Report. Figure 4.1-3 describes the 
project management processes we bring to manage our scope of work as we navigate 
the integrated multi-contractor environment and the vision of the Consortium.  

To put these processes in place and achieve the objectives of an integrated multi-
contractor environment, we will work collaboratively with all key stakeholders during the 
transition. We use dashboards and reports to communicate progress and status of the 
various efforts to all stakeholders throughout transition and ongoing operations. We will, at 
the request of the Consortium, provide recommendations for continuous process 
improvement and innovation on our dashboard technologies and related designs. 

 

Figure 4.1-3. Proven project management processes enable us to effectively manage the 
scope of work for better delivery of services to the counties and Californians. 
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Transition-In readiness 
In preparation for assuming production 
operations, we will conduct BenefitsCal 
Transition-In readiness reviews with the 
Consortium and other CalSAWS contractors as 
applicable. Reviews will be conducted for 
management, SCRs, marketing and public 
communications, support services, 
enhancement and innovation, production 
operations, technology recovery, and security. 
Our team will be fully prepared to 
demonstrate our readiness to assume 
operational control and responsibility for 
fulfilling support requirements within the 
Transition-In timeline. 

As we move to operations, we will assess all in-
progress enhancements in the prioritized 
backlog and jointly agree to a plan to assume responsibility for in-progress enhancements. 
We will provide a BenefitsCal Monthly Service Level Agreement Performance Report to 
keep the Consortium informed of SLAs. We will also adhere to the approved SCR 
development and implementation schedule and budget. 

Our approach aligns with the Consortium’s requirements by: 
• Creating a BenefitsCal Transition-In Master Plan (BenefitsCal TIMP) and reviewing with 

the Consortium and other CalSAWS contractors, as applicable, to reach agreement on 
tasks and timing 

• Performing Transition-In tasks per the BenefitsCal Transition-In Work Schedule with the 
Consortium and other CalSAWS contractors, as applicable, as scheduled to ensure an 
on-time transition  

• Conducting regular meetings for all parties involved in the transition and providing clear 
documentation of status of the transition in a timely manner  

• Conducting BenefitsCal Transition-In readiness reviews with the Consortium and other 
CalSAWS contractors as applicable 

• Developing, delivering, maintaining, and executing a BenefitsCal Transition-In Test and 
Validation Plan in cooperation and coordination with the Consortium, State partners 
and other CalSAWS contractors 

4.1.2.4.2 System change requests 
System change requests (SCRs) for BenefitsCal will need to be managed by working with 
the other contractors. In most phases of the SCR software development lifecycle (SDLC), 
dependencies and impacts on the other systems will need to be identified and assessed. 
Constraints, such as available staff or other scheduled releases, will also need to be 
identified. Even if there is no change for the other contractor, they will need to be involved 
in testing to confirm that the change being made did not impact the integration with that 
system. Our approach to managing scope and coordinating with other CalSAWS 
contractors reduces downstream system issues, enables great user experience, ensures 
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high software quality and on time delivery to production. Our people are integrated in the 
BenefitsCal process and have actively provided recommendations and driven 
improvements on existing enhancements and the BenefitsCal SCR process and will 
continue to do so as the primary BenefitsCal contractor. The following are some examples 
of how we will manage scope and coordinate with other contractors to confirm we are 
prioritizing the needs of users, the Consortium, and CalSAWS in each phase of the SCR 
SDLC while staying aligned with the other contractors for successful delivery.  

4.1.2.4.2.1 SCR discovery and design 
SCR discovery and design is a key input to implementing enhancements that are 
impactful and provide the most value to users and counties. Given the dedicated 
capacity to enhancements, it is imperative to present and recommend enhancements 
through the Collaboration Model and by using our guiding principles of transparent 
communication and a collaboration-first mindset.  

Transparent communication: Building trust with the users, counties, State partners, and 
advocates within the Collaboration Model will happen if we are transparent in our 
communications with what is possible within the available capacity. Providing ongoing 
feedback as an expert in the system and other integrated applications enables us to help 
bridge end-to-end experience when considering a fully integrated design that supports 
both the users and counties.  

Teaming up: Collaboration with the users, counties, State partners, and advocates within 
the Collaboration Model can be most effective if we work together as one team. It is 
imperative that we represent CalSAWS as a single entity and show confidence in what we 
are proposing as options to productive enhancements. The BenefitsCal team, other 
CalSAWS contractors, Consortium, and QA teams can collectively do this by meeting in 
advance, aligning on the planned topics, working through different design scenarios, use 
cases, questions and clarifications needed within the model. Just like we’ve done today 
with the “Self-Service Portal – Support Requests” effort that went into production in 
January 2023, our team worked well with the existing BenefitsCal team to provide 
recommendations on how to handle task errors created for a support request to a county 
worker. A new API was deployed to production to handle an end-to-end scenario to 
provide the residents with the support they needed from a county worker. This approach 
to collaboration increases confidence in our partner organizations and enables our 
discussions with them to be much more productive, leading to faster decision making to 
proceed with one enhancement or recommendation over another.  

Our approach aligns with the Consortiums’ requirements by: 
• Using the Collaboration Model to gather feedback and potential impacts for proposed 

changes from residents, counties, CBOs, State and advocate stakeholder groups  
• Working through the change control process to present SCRs and prioritize those 

changes to BenefitsCal in coordination with other changes occurring in the CalSAWS 
ecosystem 

• Working with the Consortium, State partners, and other contractors, per the BenefitsCal 
Services Plan and OWD, to capture and validate requirements and design specifications 
for approved SCRs 
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• Working with the CalSAWS Infrastructure and M&E contractors to identify any new 
technologies and/or changes that may be needed on the CalSAWS side to meet 
BenefitsCal SCRs 

• Working with the CalSAWS infrastructure and M&E contractors to develop and agree on 
API, Security, System Performance and other design aspects applicable to each SCR 

• Managing production planning in coordination with other contractors and in alignment 
with the Consortium’s annual production release schedule, identify and document all 
release related required activities and dependencies with CalSAWS contractors 

4.1.2.4.2.2 Build and test 
Our collaboration-first approach will be on full display throughout the build and test 
phases. It is in our best interests to verify that all CalSAWS contractors we work with are 
aligned on all aspects of build and test to manage the scope and coordinate effectively. 
Through the build and test phases, Accenture will work with each of the CalSAWS 
contractors. The level of involvement will vary based on the change being implemented.  

If the system update requires a change that impacts another system, Accenture will work 
with the other contractor(s) to plan and execute integrated testing at each phase in the 
process as applicable. If the change does not impact the integration with another system, 
Accenture will work with the other contractor(s) to plan and execute regression testing. 
Where possible, our team will coordinate with other CalSAWS contractors and external 
contract partners to set up environments that support integrated, end-to-end test 
validation in a production-like manner and that also use masked or unmasked data where 
possible. Our team today helps support the existing BenefitsCal team by setting up data to 
support validation for end-to-end test scenarios for defect and SCR validation, often times 
providing guidance on worker impact when identifying improvements that could be 
made in the change being made. As the BenefitsCal Contractor, our team with the 
functional expertise of the CalSAWS system can help identify M&E contractor data needs 
accelerating the time to reach agreement with the M&E contractor. Joining forces 
effectively with other CalSAWS contractors and external contractors is vital to performing 
such validations and will help confirm we are delivering high quality work to production.  

Our approach aligns with the Consortium’s requirements by: 
• Using regular change control and release planning meeting and communications with 

Consortium, State partners, and other contractors including external interface partners 
to coordinate testing efforts, including what environments we need for different types of 
test (integration testing, performance testing, ADA testing, regression testing, security 
testing), what test bed/test data will be used for each type of test, how any data 
synchronizations will be ensured, how defects will be recorded, reported and be 
managed through resolution 

• Planning for and providing test support for baseline release County Validation testing 
that includes providing access to test environments, performing smoke testing, providing 
system design walkthroughs before system releases, analyzing reported incidents, jointly 
prioritizing fixes with County Validation team for defects, resolving and retesting defects 

• Collaborating with the CalSAWS M&E and Infrastructure contractors to provide API 
integration testing, performing data changes, and doing data refreshes 
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• Developing and maintaining regression test scripts, conducting batch execution that 
impact multiple applications use end-to-end scenarios 

• Executing production readiness and green light activities with the Consortium, State 
partners, and other contractors, as appropriate, and provide the Certification of 
Successful Production Release before releasing SCRs to production.  

4.1.2.4.2.3 Innovation and continuous improvement 
By proactively exploring, identifying, analyzing, and evaluating technology 
innovation and formulating recommendations for potential inclusion to the 
BenefitsCal application, we will confirm that other partner CalSAWS 
contractors are also involved in the end-to-end experience. Roles and 
responsibilities are defined well before presenting recommendations to the 

Consortium and our partners within the Collaboration Model. By communicating 
transparently and working as one team, we will effectively manage the scope and 
confirm that all impacted CalSAWS contractors have input into the proposed 
innovations and improvements to the existing processes.  
Our approach aligns with the Consortiums’ requirements by coordinating with the 
Consortium, State partners, and other contractors per the BenefitsCal Services Plan and 
OWD to manage and execute enhancement and innovation activities. 

4.1.2.4.3 Transition-Out 
At the time of Transition-Out, Accenture will develop a BenefitsCal Transition-Out Work 
Schedule. This will outline the activities and timeline to transition BenefitsCal to the 
Consortium or another contractor. Our approach to managing scope and coordinating 
with other CalSAWS contractors for Transition-Out will have the same rigor and 
performance that we describe above for Transition-In. 

Our approach aligns with the Consortiums’ requirements by: 
• Managing the completion of all Transition-Out tasks in the Transition-Out Master Plan by 

working with the appropriate contractors  
• Creating and managing a BenefitsCal Transition-Out Work Schedule through regular 

meetings with the Consortium and other CalSAWS contractors, as applicable, according 
to the BenefitsCal Transition-Out Plan 
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4.1.3 UA2 
Describe your approach to working and collaborating with the CalSAWS M&O 
Contractor(s) to perform shared services, such as security, and supporting services such as 
Service Desk, production operations and system performance. 

4.1.3.1 Understanding  
In this section, we describe our approach to working with the CalSAWS M&O contractor(s) 
to perform shared services such as security and support their application evolution and 
innovation scope of work. At the heart of our approach is the desire to lead with industry-
leading proactive security measures. We understand in this multi-contractor environment, 
cooperation between contractors will be vital to operating together as one CalSAWS. 
Everyone has a role to play in security. We will work collaboratively with BenefitsCal and 
the CalSAWS M&O contractor(s) to focus on the common objective and desired 
outcomes first, and then we will mutually determine the next steps and identify which 
parties are responsible for each step.  

4.1.3.2 Methodology/approach 

4.1.3.2.1 Security 
 We know how challenging the recent security issue was for the Consortium. At 
Accenture, our team worked collaboratively with the relevant stakeholders, 
including the BenefitsCal contractor, Consortium Security, and county 
representatives to share intelligence and information as part of the investigation 
and efforts to contain and remediate the attack. Our entire team understands 

firsthand the importance of a delivery strategy that puts Security at the forefront of all the 
Consortium’s initiatives.  
 One of our first objectives as we begin providing 
security services as the BenefitsCal M&O contractor 
would be to support the Consortium in strengthening 
the portal’s security posture. We would immediately 
start working with our partner contractors for other 
integrated applications as part of that effort. 
Consistent with the Consortium’s updated security 
policies, we will review and confirm that all areas 
containing sensitive information are protected using 
two-factor authentication (2FA) and that integration 
points between applications are secure on both entry 
and exit points. We will also support the Consortium in making decisions about further 
proactive monitoring and alerting for potential unusual behavior from bad actors as part 
of our system performance approach. Our expertise managing and maintaining a 
multitude of high-profile applications with important data, highlighted in Table 4.1-2, 
enables us to help the Consortium put measures in place to verify that it is aligned with 
industry best practices. We will review any newly published industry security standards with 
our partner M&O contractors and continue to propose enhancements to the BenefitsCal 
application to help the Consortium stay ahead of threats to its systems.  
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Table 4.1-2. Accenture brings BenefitsCal a breadth of security experience. 

Accenture will collaborate with the CalSAWS contractors for ongoing Security operations 
to perform the following in accordance with CalSAWS policy: 
• Provide BenefitsCal integration design and testing support during CalSAWS infrastructure 

updates, any security patching focused on identifying and resolving issues before the 
changes are implemented in production 

• Monitor security related SLAs and take corrective actions 
• Document security controls in the BenefitsCal System Security Plan 

Our approach aligns with the Consortium’s requirements by recommending the following 
capabilities for ongoing Security improvements. 
• Business continuity resiliency/ransomware prevention: At the Consortium’s direction, 

Accenture will collaborate with other key stakeholders and contractors, including the 
CalSAWS M&O contractor, to establish procedures to respond to, recover, and restore 
operations in the event of a potential ransomware attack consitent with the CalSAWS 
Privacy Security Agreements and applicable legal, statutory, and compliance obligations. 

• Intelligence-driven automated and orchestrated response using GenAI: At the 
Consortium’s direction, Accenture will integrate cyber threat intelligence feed with the 
Splunk SIEM to monitor access to the portal and will apply a security orchestration, 
automation, and response (SOAR, i.e., Splunk SOAR) solution to automatically remediate 
findings and proactively prevent malicious activities from occurring within the 
environment. 

• Authentication best practices review: At the Consortium’s direction, Accenture will 
perform a comprehensive security assessment of the authentication solutions in place. 
We will work with the CalSAWS M&O contractors to confirm that all CalSAWS security 
system components are appropriately maintained and adhere to security best practices 
around authentication. We will also confirm they are configured to restrict and monitor 
traffic between trusted and untrusted connections. 
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4.1.3.2.2 Production operations 
When handling issues together with other M&O contractors, it is essential to put 
communication at the forefront while taking action swiftly to remediate issues. By 
working as one team, we can propose recommendations and solve issues first 
before determining roles and responsibilities for any gaps that exist in the RACI 
and/or OLA. We garner support from the CalSAWS contractors to bring in the 

best minds from all contractors to jointly discuss solutions to problems and then determine 
owners to quickly resolve the agreed-upon solution.  

The success of a great production operations approach requires us to know who can be 
reached in urgent situations. One of our first objectives as we transition in as the 
BenefitsCal contractor is to establish a contact sheet for a primary and backup in case of 
any escalations for overdue tasks from our OLA approach, breached SLAs or urgent 
production incidents. This is a key piece to a healthy collaboration model to reduce 
latency of resolution to tasks and issues.  

It is also very important to us that all impacted users and corresponding stakeholder 
groups in our community are informed in a timely manner and that updates are 
communicated quickly until issue resolution is achieved. In addition to the standard 
production alerts and notifications processes, it is important that all users are informed of 
issues and outages to BenefitsCal through existing and new channels using the platforms 
that exist today. We will contribute to and continue evaluating and proposing changes to 
our production operations approach so that we can improve how we communicate and 
resolve issues within project defined SLAs.  
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In addition to issues, production environments often go 
through regular maintenance activities and require 
downtime. As BenefitsCal is heavily integrated with other 
applications, it is important to communicate scheduled 
maintenance activities in advance and coordinate well to 
ensure minimal downtime. Understanding the level of impact to BenefitsCal well in 
advance enables us to provide appropriate messaging on the BenefitsCal website and 
send communication to counties and other impacted state agencies and CBOs to inform 
them of the system being available in a limited capacity. Leveraging our OLA model 
mentioned in UA1, CalSAWS contractors will communicate requests well in advance and 
meet to discuss impacts and validations that occur post completion.  

Our approach aligns with the Consortium’s requirements by: 
• Working with CalSAWS infrastructure and M&E contractors on a regular cadence to 

review production issues, share and discuss planned maintenance windows and 
impacts, review environmental and capacity updates and changes, conduct root 
cause analysis, identify and jointly recommend operations improvements with 
Consortium, and implement ongoing improvements 

• Agreeing on timeframes for unplanned upgrades and periodically monitoring how 
effectively we are minimizing such efforts 

• Work with the CalSAWS infrastructure and M&E contractors to keep the OLA updated 
throughout the term of the contract based on ongoing improvements 

• Working with the CalSAWS infrastructure and M&E teams on all CalSAWS Infrastructure 
and BenefitsCal Infrastructure upgrades that includes evaluation of technologies, 
scheduling the upgrades, test planning and execution, aligning on technical 
dependencies and specifications 

Continuous improvement 
Continuous improvement is a large part of how we can continually get better as it pertains 
to assessing our project’s reaction to production issues and any potential areas of 
improvement in the overall SDLC process. CalSAWS has an established approach to 
continuous improvement via the RCA process. We intend to conform to this process and 
provide suggestions on ways we can help improve the RCA process over time. We look at 
drafting root cause analyses (RCAs) as an opportunity to take a step back and assess 
what caused the issue and how we can avoid it in the future. Our team intends to 
cooperate with the Consortium, QA, and other partner M&O contractors to confirm we 
are documenting and executing on improvement strategies to increase the confidence 
of our response strategies to subsequent issues going forward. Figure 4.1-4 shows our RCA 
framework.  
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Figure 4.1-4. Accenture’s RCA process frames how we will work together with the 
Consortium and other contractors to uncover and address systemic issues. 

In addition to RCAs, our team will garner feedback from different stakeholder 
organizations on a regular basis to understand what is working well and ways we can 
continue to improve the production operations leading to better user and county worker 
experience with the BenefitsCal solution. We understand that the solution must adhere to 
and align with the processes of 58 counties and as functionality and behaviors of our end-
users change over time, continuous improvement channels such as feedback from those 
impacted end-users gives us a way to assess how we can continue to improve the 
BenefitsCal system over time.  

4.1.3.2.2.1 BenefitsCal Tier 3 Service Desk 
Proactive communication regarding issues, especially ones that impact other 
applications, is important to expedient resolution, maintaining trust and increasing 
BenefitsCal adoption. We recognize that the BenefitsCal related tickets can originate from 
several sources including public, CBOs, project staff, and counties. Irrespective of who 
reported the incident, it is important that those incidents are resolved as quickly as possible 
at the lowest tier possible to maximize user satisfaction. To enable resolutions at the lowest 
possible tier and minimize the resolution time, Accenture will collaborate with the CalSAWS 
Infrastructure contractor, aligning with the Consortium requirements, in the following ways: 
• Review the processes and tools currently being used for Service Desk and identify 

improvements. Given our current experience on the CalSAWS Service Desk, an area for 
improvement is to see if we and the CalSAWS Infrastructure contractor can improve on 
the ServiceNow tool to reduce time for analysis and resolution.  

• We will use ServiceNow Collaborative Work Management features to create automated 
workflows that will continually keep us informed of incoming tickets from our partnering 
M&O contractors, CalSAWS ServiceDesk, and affected users.  

• We will meet with the CalSAWS Service Desk on a regular cadence to share technical 
knowledge on upcoming system releases so they always stay current and abreast of 
the system. 

• Provide regular updates on all outstanding incidents while they are being worked on. 
The timeframes for regular updates for incidents will depend on incident type and 
priority and will be defined in the OLA and SLAs. 

• Maintain availability of the “sandbox” test environment for the Service Desk Tier 1 and 
Tier 2 teams to be able to research an incident, evaluate and guide end-users to work 
arounds or resolutions. 
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• Provide the information needed through FAQs and Job Aids for the BenefitsCal 
ServiceDesk team to be able to resolve issues at lower Tiers (Tier 1 and Tier 2) and post 
relevant information online to be available to end-users.  

• Prioritizing ticket resolution, defining fix implementation schedules and sharing this with 
other CalSAWS contractors and Consortium in the regular meetings 

• Seeking input on how well our team is collaborating, identify areas of concern and 
opportunities for improvement 

• Prioritize and implement improvement opportunities 

 

4.1.3.2.2.2 System performance 
It is very important for BenefitsCal to work 
seamlessly, integrate well with other 
applications, and be highly performant to 
enhance the experience of the users and 
reduce impacts to other applications such as 
CalSAWS, Contact Center, and other external 
contractors, such as FIS.  

At the outset and as part of Transition-In, Accenture will work with the CalSAWS M&O 
contractors to establish baseline metrics and agree on expected service levels for the 
performance of various components.  

One of our first objectives will be to understand the current landscape and set up a 
monitoring and alerting solution with collaboration and enhanced communication in mind 
to keep everyone informed before issues happen or get out of hand. This information will 
be documented in the OLA and subsequently guide the development of the Performance 
Test Materials Packet. This will not only provide proactive monitoring and alerting, but also 
include a system performance dashboard to monitor capacity, usage patterns, and real-
time data on the health of BenefitsCal and its integration points with other applications. 
This can only be achieved by joining forces and meeting regularly with the other 
application owners to review the overall health and response strategy for issues that are 
escalated from our system performance monitoring and alerting solution. Our goal is to 
identify and react to and resolve performance issues before escalations from residents, 
counties, advocates, CBOs and our state partners. On an ongoing basis, Accenture will 
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collaborate with CalSAWS Infrastructure and M&E contractors, aligning with the 
Consortium’s requirements in the following ways: 
• Establish a regular cadence for upcoming changes to understand performance impact 

of system changes, identify the resources and effort to implement changes, plan for and 
conduct performance testing as defined in the Performance Test Materials packet, 
determine technical dependencies 

• Discuss SLAs adherence, review SLA trends, monitor overall system performance, 
proactively identify opportunities to continually improve system performance  

• Develop the runbook to be used when system performance is negatively impacted 
addressing what actions will be taken by whom based on the business impacts for 
various scenarios. As an example, when CalSAWS system may be unavailable for system 
maintenance and/or technology upgrades, making BenefitsCal available only in a 
limited capacity in a read only mode, including appropriate messaging on the 
BenefitsCal website, sending appropriate communication to the counties and the 
Contact center will be part of this runbook.  

• Capacity planning by reviewing BenefitsCal transactions trends, user growth, system 
usage increase based on legislative changes, upcoming system enhancements and 
staying ahead 

4.1.3.2.2.3 API operations 
APIs provide the integration between BenefitsCal and CalSAWS. It requires managing the 
API interface operations in coordination with the Consortium and other contractors. When 
using existing and developing new APIs, it is important to consider existing functionality 
and business impacts to the residents and the county workers. Our team works closely with 
the BenefitsCal contractor today to ensure we are using APIs in the right manner and often 
provides recommendations to prevent user dissatisfaction from API errors, minimizing the 
need to use work arounds. We will do the following in collaboration with the CalSAWS 
Infrastructure and M&E contractors:  
• Plan for and conduct API interface operations and testing activities  
• Schedule API activities at predetermined, mutually agreed times with the Consortium 

minimizing disruption to user activity 
• Plan for and resolve issues/defects identified in non-production environments related to 

failed API interface transactions 
• Identify opportunities for ongoing improvement of API operations, make 

recommendations to the Consortium and implement improvements 

4.1.3.2.2.4 Technology recovery 
Accenture will work with the CalSAWS infrastructure contractor, the cloud services 
provider, and other CalSAWS contractors to reestablish BenefitsCal in the event the 
primary production deployment becomes unavailable. Advance planning and risk 
mitigation plans must be in place for a seamless and quick execution. It’s one thing to be 
able to react to planned maintenance and downtime activities, and another to be ready 
for unplanned scenarios. Our team will be prepared for both Technology Recovery 
situations by ensuring we deliver a comprehensive BenefitsCal Technology Recovery Plan 
developed with CalSAWS contractors and the Consortium. The plan will include the Roles 
and Responsibilities of each Contractor, Recovery Strategy, Backup and Offsite Storage 
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Procedures, System Application Recovery Procedures, Testing, and Communication 
Approach and Contact List.  

Our team will participate in a semi-annual BenefitsCal Recovery Test with the M&E and 
Infrastructure contractors to validate the end-to-end details of the Technology Recovery 
Plan and adjust any details or processes to align with our changing ecosystem solution. In 
the event of an actual technology recovery, we will collaborate with the CalSAWS 
Infrastructure and M&E contractor to do the following: 
• Agree and make recommendations on the recovery schedule 
• Communicate the overall recovery plan, seek approval from the Consortium 
• Execute and communicate all recovery activities as outlined in the plan 
• Conduct a retrospective to identify improvements and plan for implementation 
• Prepare the BenefitsCal Recovery Post Event Report that includes the assessment of the 

response to the incident, opportunities for improvement, and an assessment on 
performance against SLAs, established recovery timeframes and downtime. 

 

4.1.3.2.2.5 Marketing and public communication  
While marketing and public communications will be the exclusive responsibility of 
Accenture as the BenefitsCal M&O contractor, close coordination will be necessary with 
other CalSAWS contractors.  

Input FROM other CalSAWS contractors: Changes to the BenefitsCal system or any 
performance or security issues must be communicated effectively to the general public and 
BenefitsCal Stakeholders. As part of the BenefitsCal Marketing and Public Communications 
Plan, we will create a clear process to ensure that the Customer Outreach and Marketing 
team is aware of all changes and incidents in a timely manner and has a consistent 
mechanism for sharing information with all affected shareholders and the public. 
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Input TO other CalSAWS contractors: Marketing and Communications activities will 
sometimes drive traffic to the BenefitsCal site or the other service channels. It is important 
that for all Outreach campaigns, updates are provided to other contractors and 
stakeholders about anticipated change in traffic, and support materials are provided to 
answer any questions. As part of the BenefitsCal Marketing and Public Communications 
Plan, we will specify the notification process and the standard materials needed by other 
contractors and stakeholders. 

We understand that we must support the counties in specific situations, like natural 
disasters or unanticipated events that may warrant swift action and communications. Our 
BenefitsCal marketing and public relations team will oversee, plan, and manage these 
circumstances and provide clear tactical recommendations to the Consortium before 
carrying out marketing, communications, and user service functions. Our marketing and 
public communications approach in working with other M&O contractors will align to the 
Consortium values and will be clear to facilitate the understanding of the counties, State 
agencies, and the public representing stakeholder groups, including our advocate 
community. We will show how we intend to unify our organizations to show a One Team 
stance on sensitive circumstances. 

Accenture will share the BenefitsCal Marketing and Public Communications Plan with the 
other CalSAWS contractors. As changes are made in the other CalSAWS systems, we will 
work with the other contractors to draft and publish communications to the BenefitsCal user 
community regarding the impact of the change. We will provide the Consortium and other 
contractors with marketing campaign reports on marketing initiatives. 
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4.2 – Understanding and approach to software 
development 

4.2.1 Understanding and approach overview 
BenefitsCal serves as the access point for residents of California seeking to apply for, view, 
and renew benefits for health coverage, food, and cash assistance. Though residents are 
the end users of the portal, we know that others are impacted by the design, like county 
eligibility workers, who depend on accurate data from BenefitsCal to process information 
correctly and deliver services efficiently. Design decisions on the front end must take into 
consideration downstream processing impacts to ensure that we don’t create additional 
burden on county workers and delays in administering benefits. Ultimately, an excellent 
experience for a user on the front end that leads to administrative burden on counties and 
delays in receiving benefits, creates a bad experience overall for users and county 
workers alike.  

We propose enhancements to the user-centered design (UCD) process that will design in 
consideration of, and with input from, all stakeholders to confirm that residents and 
stakeholders alike have the best possible experience—from the start of application 
through receipt and renewal of benefits. This is how we create a truly inclusive user-
centered design that focuses on outcomes when making changes to BenefitsCal. 

BenefitsCal grants access to client information for use in all stages of a user's journey to 
getting the aid they need. Securing this data is crucial to protecting the clients and 
establishing trust in the portal. BenefitsCal must be diligently protected from both the threats 
we are aware of as well as those that will emerge during the duration of this contract. 

UCD, including generative research, evaluative research, co-creative design processes, 
and integration with hybrid-Agile development teams, enables meaningful transformation 
of experiences and services for users, county workers, and other program stakeholders. We 
believe that UCD is most successful when engaging all roles involved in the delivery of 
services rather than only focusing on the users of a digital product experience (in this case, 
residents). Ours is an anthropological approach to understanding the challenges and 
unmet needs of users, staff, and stakeholders alike so that services and experiences are 
delivered seamlessly with functions that manifest in the front end and the back end of 
complex technology systems. We seek to directly understand behaviors, motivations, 
needs, and challenges by gathering data—both qualitative and quantitative—at each 
step of the software development lifecycle. 

UCD and development cannot occur in silos. Our design process delivers usable design 
artifacts for easy interpretation by developers, prioritization of product backlogs is 
informed by UCD findings, and ongoing measurement ensures that we’ve met our 
objectives once a new design is deployed. 

Additionally, UCD leverages cross-disciplinary processes so that enhancements are 
designed in a way that aligns with constraints that provide system security, privacy, 
stability, and extensibility for both residents and staff. 
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Our holistic approach can only be achieved with 
close collaboration from residents, the advocacy 
groups, and CBOs who directly support them; the 
State Partners who provide policy guidance; and 
county workers and the organizations that represent 
them. Your existing Collaboration Model forms the 
foundation – but we will expand that model even 
further. We pay particular attention to county eligibility 
workers whose ability to process applications is 
inextricably linked to front-end user experiences. We 
draw on the technical expertise of the M&E and 
Infrastructure contractors – to make sure that designs 
acknowledge the technical constraints of the 
backend system. Figure 4.2-1 depicts all of the critical 
stakeholders involved in the Collaboration Model. 
Each will be engaged at strategic moments 
throughout the process. 

Submitting an application or renewing benefits is just the first step in the journey to granting 
or maintaining benefits for residents, so we think about how research and design impacts 
an end-to-end process for uptake and management of benefits. The recent experience of 
the time clock design underscores the importance of getting design input from users, 
counties, and other contractors. In the case of time clocks, lack of input led to a last-
minute pull back of a design that was not technically feasible with current CalSAWS data, 
and not viable for county workers to maintain. By expanding both generative and 
evaluative research to include county workers and the other CalSAWS contractors sooner, 
we set the stage for the development of design solutions that are feasible and viable from 
the start, that meet the needs of all roles involved in service delivery, and that will lead to 
better outcomes for Californians.  

We recognize that BenefitsCal serves a diverse population, and we aim to promote 
equitable access to benefits, with a focus on serving hard-to-reach populations, non-English 
speakers, and/or those with unique accessibility needs. Our approach considers equity and 
inclusion throughout the process—to deliver benefits to those who need them most. 

4.2.2.2 Methodology 
We will deploy our UCD approach that builds upon and enhances research, design, and 
measurement processes that are currently used by the BenefitsCal program. In Figure 4.2-2 
we depict our proposed approach, and we go into detail about each phase in the 
following section. 

Based on our deep experience in UCD and the feedback we’ve heard from BenefitsCal 
Stakeholders, there are two major changes we are proposing: 
1. We add a fifth stage to the current four stage UCD Process. The proposed process 

includes Design, Define, Build, and Deliver—but adds a new stage, Measure. While 
measurement activities were included in some of the “deliver” activities in the current 
model, we believe that there are measurement activities that should extend beyond the 
prototype—all the way into deployment. 

Figure 4.2-1. The Collaborative 
Model draws input from all 

stakeholders.  
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2. We create a closed-loop process. We understand that advocate groups and other 
stakeholders have sometimes complained that they don’t know what happens after 
their design input is complete, and they aren’t sure if the deployed designs are having 
the intended impact. We believe extending Measurement as a phase that connects all 
the way through the SDLC process will ensure that stakeholders are kept abreast 
throughout the process—advocate groups, counties, State partners, and other 
stakeholders. Additionally, we employ measurement strategies pre and post 
deployment, to ensure that the designs have the intended impact, and that we 
measure and optimize every improvement that is deployed. 

 
Figure 4.2-2. Our recommended evolution of the UCD model offers additional input from 

counties and other stakeholders and creates a closed loop process for measurement 
and reporting. 

The following sections detail the approach and tactics within each phase and highlight 
key experience and success that makes us confident in this approach for BenefitsCal. 
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4.2.2.2.1 Discover 
In the Discover phase, we use research and 
design methodologies to uncover unmet 
needs and identify pain points in service 
experiences.  

During the Transition-In phase we will conduct 
the following activities: 
• Research inventory and gap analysis: We 

will work across the Collaboration Model 
and with the outgoing contractor to review 
the current UCD approach, personas, 
customer journeys and other artifacts, as 
well as historical research conducted. Based on that baseline, we will create a research 
plan to fill any gaps in the current state understanding with special consideration to 
diverse and hard to reach audiences, and work with the Consortium to prioritize against 
that plan.  

• Customer Research: Based on the gaps identified, we will conduct research which may 
include 1:1 interviews, observations, diary studies, site visits, and other methods. 

• Stakeholder Mapping: We will start with the existing Stakeholder Ecosystem Mapping 
and revise as necessary to reflect an accurate understanding of the residents and 
channels available through each stakeholder to reach target users (as relevant), and 
the right moments for input and consultation from each member of the stakeholder 
community throughout the UCD process. This will include Advocates, CBOs and Assisters, 
State Partners, county workers and the organizations that represent them, and other 
CalSAWS contractors. We will leverage the Stakeholder Map throughout the ongoing 
deployment of the UCD model and will update over time as stakeholder groups evolve, 
or new organizations are identified for the Collaboration Model. 

• County Alignment: We will pay special attention to counties in the stakeholder mapping 
process. As the primary interface for users, they hold valuable insights about user needs 
and pain points, as well as being a source of ideas about enhancements that are 
needed. They will be a key part of research planning. We also will build them in as an 
early validation step for all design concepts to make sure we are simplifying the end-to-
end process, ensuring that design changes lead to more complete, accurate 
information and improve the overall experience of applying for and receiving a benefit. 

• Measurement Approach: While not part of the ongoing Discover process, during 
transition we will align on the core goals, objectives, and KPIs for the program. We will 
then evaluate the current measurement process to ensure that it is mapping to the 
agreed upon KPIs. Where necessary, we will recommend new measures and changes to 
measurement and the reporting approach to better serve stakeholders and drive data 
driven decision making. 

These components will come together to form the foundation of the ongoing User 
Experience Process. It creates a backlog of user experience enhancements to be 
addressed in the UCD process once Transition-In is complete, and the foundation for future 
research and measurement. It will also be used to validate the participants and approach 
for the monthly UCD Meetings as well as to establish any parameters for ad hoc meetings. 
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All updates will be reflected in the BenefitsCal User Centered Design and Customer 
Experience Report Plan in month four of Transition-In, and on an ongoing basis as the 
process evolves and improves. 

Beyond Transition: Because the needs of users and the context in which they are living 
changes, we must refresh our research regularly. Once transition is complete, we will 
continue to conduct generative, ethnographic research on an annual basis or as agreed 
upon with the Consortium. We use qualitative data to refresh our understanding of user 
needs and motivations. Based on our learnings in the Transition-In period, we will mobilize 
the Collaboration Model to effectively engage across the appropriate stakeholder groups 
as we conduct additional research.  

We will deploy research tactics like the 1:1 
interviews that you have traditionally used 
in the UCD approach, but also new 
strategies. Strategies may include:  
• AI-enabled usability research tools, like 

WEVO, that allow you to access target 
users and tests more quickly than 
traditional usability testing approaches.  

• Diary Studies, that build an understanding 
of experience over time and are 
especially useful in getting input from the 
people who support applicants, like 
Advocacy Groups, CBOs, or county 
workers 

• Direct Observation often uncovers 
deeper insights about user challenges 
because we can see the workarounds 
and ecosystem challenges that users 
may have adapted to and don’t even 
realize exist.  

Whenever we conduct research with end 
users, we use a process of purposive 
recruiting. Purposive recruiting means 
research participants are intentionally 
screened so that we gather different points 
of view from specific and diverse 
populations. Understanding BenefitsCal 
commitment to equitable access to 
benefits, we look for diversity across several dimensions—socioeconomic, cultural, and 
geographical. We will align the recruiting strategy and apply precise screening criteria to 
ensure diverse participation to answer the research question at hand. 

While focus group sessions will be used as complimentary data source, we find these to be 
less effective than some of the other strategies described, because louder voices may 
dominate the conversation.  
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Unlike the current UCD process that seeks insights from surveys in the Discover phase, we 
feel it can be challenging to understand the context of survey respondents during UX 
Research and Design phases, so we recommend leveraging survey tools later on, during 
evaluative phases, and as a part of ongoing measurement.  

In all five phases of the UCD process, security will be a focus. In discovery, as we plan 
research topics and discussion guides, we will introduce concepts around privacy and 
security, such as understanding user attitudes and understanding of protections like multi-
factor authentication. 

4.2.2.2.2 Define 
In the Define phase, research from the 
Discover phase is synthesized, driving 
concept design and leading to creative 
opportunities for experience transformation.  

Some of the key artifacts used in this 
phase include: 
• User Personas or Mindsets: Given the 

diverse and ever-changing nature of 
BenefitsCal users, we will evaluate the 
current personas and determine if a 
refresh is appropriate, or if we’d be better served by the creation of Mindsets. Mindsets 
identify behavioral tendencies. We believe that mindsets, which articulate user 
behaviors and motivations, are more useful than personas or user segmentation, which 
are often structured around demographic attributes that don’t necessarily relate to 
needs or challenges. Mindsets get to the core for why users make certain choices, and 
why they experience specific challenges, in a way that personas may not. We will 
ensure that our personas or mindsets reflect the diverse and multi-lingual audiences that 
BenfitsCal serves 

• Customer Journeys: We will evaluate the existing customer journeys and based on the 
consolidated research and feedback from stakeholders will refresh as appropriate.  

• Service Blueprint: Mindsets and journeys can then inform the creation of a service 
blueprint, which maps the end-to-end process for users and county employees, as well 
as the backend systems that are supported by other CalSAWS contractors – from the 
moment they first arrive on BenefitsCal until they receive their benefit, through the 
renewal process and any steps along the way. By mapping the way the experience 
connects between the front end (BenefitsCal) and the backend (county workers and 
backend systems), we can prioritize the problem areas that will have the greatest 
impact for improving experience for both users and county workers. We also work with 
State Partners to ensure policy dependencies are considered and fully documented in 
the future experience. 

Again, security will be a focus. In the Define phase, security features and constraints will 
inform future-state service blueprints, relating to users’ experiences as well as back-of-
stage processes and mechanisms for systems integration. This gives us the right constraints 
and considerations to design to as we move into the Build phase. 
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4.2.2.2.3 Build 
In the Build phase, we transition from problem definition and concept generation to 
design prototyping and usability testing. This means that we pivot from creating artifacts 
that generate new experience concepts, to creating interactive prototypes that can be 
evaluated and refined. We rapidly prototype new designs interactively and with high-
fidelity so that concepts can be tested with users and stakeholders.  

Our process for creating high-fidelity design prototypes leverages bleeding-edge 
technology so that we can create meaningful variations in a short amount of time while 
staying faithful to established and mature design systems and corresponding component 
libraries. This may include iterations based on feedback or A/B testing.  

In addition to getting feedback on these prototypes from users, we also engage with 
county workers to participate in the tests early, to avoid the unintended consequences of 
design decisions that could affect back-office processes. In the Build phase, we are always 
keen to work within technical constraints, and of course will consult with security experts so 
that experience concepts never introduce unsafe or risky processes to the system.  

The Build phase leverages purposive research participant recruiting just like the Discovery 
phase. It is critical that we continue to gather diverse perspectives in favor of creating 
design solutions that are inclusive for diverse populations statewide. We also advocate for 
building trust and partnerships with key CBOs and advocacy groups by partnering on 
usability testing. In this way, we are directed to individuals who will offer the most insight 
while joining forces transparently with key partner organizations—creating buy-in and 
increasing awareness and adoption. 

Accenture is deeply committed to accessibility, and our designers are trained in 508 and 
ADA Standards for Accessibility. All designs will meet 508 and ADA requirements. 
Additionally, our team will have access to the Accenture Accessibility Center, based in the 
San Francisco Innovation Hub, where we will be able to access emerging assistive devices 
and technology so we can propose innovations in accessibility beyond the required 
standards. We are committed to effectively designing for those users that have unique 
accessibility needs. 

As ideas become reality in build, we review every design with security in mind – reviewing 
enhancements to make sure that no unnecessary PII is being requrested, stored, or displayed. 

4.2.2.2.4 Deliver 
For UCD, the Deliver phase is all about design supporting development teams with perfect 
screens, annotated interactions, inclusive and accessible content, and all details required to 
implement and release portal improvements in a smooth and efficient manner. Our proposed 
Deliver phase is all about making design concepts real. It is where design is in the closest 
group effort with technical counterparts that drive implementation of the software 
development lifecycle (SDLC). Because our User-Centered Design Lead is part of the 
Application Development team, we are always in lock step with the BenefitsCal development 
process – working within the hybrid agile process and providing feedback during all agile 
ceremonies. We go into more detail on the alignment with SDLC in Section 4.2.3.2.6. 
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We understand that some of the enhancements of BenefitsCal will impact the M&E and 
Infrastructure contractors. We will coordinate with those contractors to include level of 
effort in our implementation plan. We are always sensitive to the limited resources 
available and the capacity constraints of the various contractors and will work through 
the prioritization and agile planning process to ensure successful collaboration.  

As enhancements are developed, we coordinate user acceptance testing to make sure 
that designs have been implemented to the expectations of users, county workers, and 
other stakeholders. We will coordinate test environments and testing schedules with the 
other CalSAWS contractors and through the integrated SDLC process. 

4.2.2.2.5 Measure 
We propose adding a fifth phase to the current UCD process that is focused on 
measurement and creates a closed loop back to the Discover phase. Through 
measurement, we are able to objectively evaluate the success of our enhancements, and 
identify any new pain points, challenges, and opportunities emerging.  

Measurement strategies include tactics that have historically been a part of your UCD 
process, like web analytics, always on surveys, and social media monitoring. However, we 
add additional analytics capabilities and expand the data sources and reporting. 
Additionally, your previous UCD model had more limited feedback from users, counties, 
and other stakeholders beyond the implementation planning stage. We propose 
expanding that input to get more qualitative feedback from stakeholders on how 
enhancements are being received. Tactics will include: 
• Web Analytics offer insights into common behaviors on BenefitsCal and can be used to 

uncover usability issues and identify popular content to inform future designs. Web 
analytics may include trend analysis, A/B testing, and session replay.  

• Surveys will be used to understand the success of enhancement releases and to get 
additional insights into user preferences and challenges. Survey techniques will include 
always-on-surveys, targeted intercepts, and email surveys. 

• Social Media Monitoring is a valuable tool for understanding public perception and can 
provide early indication of emerging issues or opportunities. 

• County Worker Feedback: We know that the enhancements on BenefitsCal can impact 
the workload for county workers and we will have included them in the design. During 
Transition-In, we will establish key metrics from county workers around workload and user 
questions and a reporting cadence so we can see how the experience on BenefitsCal is 
influencing the end-to-end experience for users and county workers. With each 
enhancement, we will establish appropriate KPIs to include in the post-release 
measurement strategy. 

• Advocate Group and CBO Feedback: CBOs, assisters, and Advocate groups regularly 
interact with the most vulnerable users of BenefitsCal. During Transition-In we will 
establish the right mechanisms for collecting regular feedback from these groups to 
include in our ongoing measurement process, and as part of specific enhancements we 
will establish KPIs to include in the post-release measurement strategy. 
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incorporates stakeholders throughout the process to realize the BenefitsCal Portal unification 
and modernization, with seamless integrations to CalSAWS systems. Figure 4.2-4 outlines the 
benefits of integrating with a hybrid-Agile approach for BenefitsCal and its clients. 

 

Figure 4.2-4. Our methodology provides discipline and flexibility for a high quality, reliable 
portal evolution.  

Testing and Hardening: Our testing methods include the creation of test scripts in all 
phases, including unit, system, integration, and performance testing. From the UCD 
perspective, we will support the Consortium-led County Validation testing efforts as part of 
our deployment process. We anticipate that the additional engagement with counties 
more frequently in the design process will lead to a high success rate for validation testing. 
Our Test Manager will work with the UCD Lead to ensure that all testing, back end or front 
end, is executed efficiently and with proper communication with the Consortium and 
other CalSAWS contractors. 

4.2.2.2.7 Accelerating improvements to the overall user experience as 
part of the SDLC 
To accelerate improvements to UX, and in parallel to the five-phase UCD process, we 
advocate for an evaluation of the current UX of BenefitsCal by conducting a heuristic 
analysis. Heuristic analysis is an industry standard method for identifying design problems in 
a user interface based upon best practices and specific user input. As determined in the 
research plan during transition, we will run a set of user testing sessions with the users, 
CBOs, and county workers, and then analyze the data demonstrating the user behavior 
on the website. Learnings will be compiled and prioritized with the key stakeholders and 
the Consortium based on their impact on processing timelines and users. Following the 
prioritization, our product teams will design, test, and develop the solutions sprint by sprint 
as described in our software development process. 

To demonstrate our approach to identify and solve key issues, we conducted a rapid UX 
audit using Nielsen’s 10 usability heuristics for user interface design 
(https://www.nngroup.com/articles/ten-usability-heuristics/). This assessment does not benefit 
from the input from other stakeholders and county workers which would likely impact our 
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Figure 4.2-8. Rearranging the order of the questions to reduce the user’s frustration. 

4.2.2.2.7.3 Principle 3: User control and freedom 

 

4.2.2.2.7.3.1 Inline edits 
When a user needs to make changes to the information they entered, they need to go 
through the whole section. They should be able to easily edit individual data points, as 
illustrated in Figure 4.2-9. 

 

Figure 4.2-9. Making it easy for individuals to update specific data points will reduce 
burden on applicants. 
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4.2.2.2.7.4 Principle 4: Consistency and standards 

 

4.2.2.2.7.4.1 Consistent information hierarchy and language 
Throughout the application, titles and subtitles are used differently. On the left side of the 
screenshot in Figure 4.2-10, the title is a statement, and on the right, the title is a question. 
These types of minimal inconsistencies create mental fatigue and cause errors. The 
language and use of UI elements should be consistent. 

 
Figure 4.2-10. Displaying prompts in the same format helps with user understanding. 

4.2.2.2.7.5 Principle 5: Error prevention 

 

4.2.2.2.7.5.1 Search with typos 
Currently, the site search does not search with typos or suggest corrections. Instead, it 
returns no results. The search function should assist users with common typo corrections, as 
illustrated in Figure 4.2-11.  
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Figure 4.2-11. By allowing a search with alternative spellings, users will still reach the desired 
content even if they misspell the word.  

4.2.2.2.7.6 Principle 6: Recognition rather than recall 

 

To understand which benefits to choose, users need to navigate to the help center to 
ebetter understand the benefits. The information should live where it is most relevant: near 
the benefit selection, as illustrated in Figure 4.2-12. 

 
Figure 4.2-12. Bringing additional content to the user through a pop-up allows the user to 

maintain their progress while accessing the additional content. 
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4.2.2.2.7.7 Principle 7: Flexibility and efficiency of use 

 

The UI should be designed to accommodate a range of user abilities and preferences. This 
allows users to set up their experience to align with their preferences. In our case, this 
principle is relevant for the users who are returning to renew their benefits.  

4.2.2.2.7.7.1 Simple “one-click” renewals 
An optimized renewal process can help returning users to quickly submit their renewal 
applications leveraging the data we have about the users and a simplified process with 
the users who are more familiar with the systems. In Figure 4.2-13, we illustrate what a 
simple “one-click” renewal might look like for the user.  

 

Figure 4.2-13. A simplified process to renew gives users quick access to make updates. 

4.2.2.2.7.8 Principle 8: Aesthetic and minimalist design 

 

4.2.2.2.7.8.1 Simplified sections and steps 
The current process has nine steps and multiple questions within the steps, which makes 
the application more overwhelming. We would test an option and compare application 
abandonment rate with simplified sections: 1. Benefits, 2. You and your household, 3. 
Income and expenses, 4. Documents, 5. Review and submit, as illustrated in Figure 4.2-14.   
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Figure 4.2-14. Navigation provides additional detail on the status for the user.  

4.2.2.2.7.9 Principle 9: Help users recognize, diagnose, and recover from 
errors 

 

4.2.2.2.7.9.1 Do you want to save your application? 
In our test, when we tried to exit the application process by navigating to another page, 
the system did not warn us. As shown in Figure 4.2-15, we suggest adding a warning pop-
up with an option to create an account to save the information when users exit the 
application. 
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Figure 4.2-15. Direct users to create an account before they lose their application 
information by accident. 

4.2.2.2.7.10 Principle 10: Help and documentation 

 

4.2.2.2.7.10.1 Inline help 
Throughout the application, users need to answer many questions for which they might 
need guidance. Some questions already have help text near them. We recommend 
adding help text on each field, as show in Figure 4.2-16. This is similar to what you find 
using TurboTax. 
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Figure 4.2-16. Additional text appears to assist the user in completing their application. 

4.2.2.2.7.10.2 How-to videos 
Currently, the how-to videos section links users to YouTube. A UX design best practice is to 
keep the user within a site, as shown in Figure 4.2-17, versus sending them to an external 
site. Impacts to performance would be evaluated during the design process.  

 
Figure 4.2-17. Embedded videos keep the users within the app and aware of their in-

progress transaction. 
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With a headcount of more than 20,000 cybersecurity practitioners worldwide, our sum is 
greater than the parts; our diverse team has the required skills, accelerators, and extensive 
experience in supporting multiple public sector clients with initiatives across the 
cybersecurity service spectrum, spanning cyber strategy, cyber-resilience (like endpoint 
detection and response), and cyber protection (like application security, privileged 
identity management, and data protection). The breadth of our team’s experience across 
provisioning administrative, technical, and physical safeguards will help protect 
BenefitsCal assets against data loss, misuse, unauthorized access, disclosure, alteration, 
and destruction.  

Our continuous integration and continuous delivery (CI/CD) process provides an end-to-
end approach to proactively secure the software development pipeline to keep the 
digital core and supporting technology applications secure while staying ahead of an 
ever-evolving threat landscape. We will work with Consortium and the relevant 
stakeholders to introduce our CI/CD process which will build on top of the existing static 
and dynamic application security scanning capabilities. Our end-to-end process includes 
proactive security controls such as configuration management, infra-as-code scanning, 
cloud and container enablement, container security, application scanning, and 
vulnerability remediation at scale. We introduce each capability through pilots, where we 
align on secure design and architecture, before scaling out to the broader application 
and system ecosystem. 

We have an onboarding process which relies on a risk-ranked inventory platform to 
determine the application and system onboarding roadmap and will inform the needed 
level of governance and change management for each system type. We adopt a 
minimum viable set of processes to support this phase with onboarding guides, prove out 
the CI/CD pipeline and complementary capabilities in a non-production environment, 
and establish a repeatable onboarding process for additional projects as we progress to 
production environments. We have white glove services for applications, architecture, 
and technical support for self-onboarding apps, self-service tools to enable scale at low-
cost, and continue scaling out activities until DevSecOps by design is the norm. We build 
core capabilities in CI/CD engineering and security, governance leadership alignment 
and engagement, learning and development roles/teams, and build out a community of 
practice. Additional proactive security controls include providing a change management 
coach for the DevSecOps activities and provide routine security trainings, learning and 
development change analytics, and change reinforcement to ensure a repeatable, 
scalable, and secure process. 

We understand that prioritizing the user experience is critical, and that at times, balancing 
security and user experience is easier said than done. To ensure that we are prioritizing our 
end users and their experience with the portal, our Security team will work with the UCD 
team and CalSAWS to drive these initiatives forward and work with the Consortium and 
other CalSAWS contractors to jointly prioritize the implementation of these initiatives based 
on the available capacity of the proposed Accenture Security team and aligned with the 
allocated standard change request hours.  

Our years of experience within the CalSAWS work environment makes us uniquely suited to 
implement policies and procedures that confirm the best possible security. Accenture's 
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knowledge of the CalSAWS security framework accelerates the efforts to align security 
controls, tools, monitoring, and reporting across all systems. 

For over 20 years, Accenture has been partnering with the Consortium to create the secure 
CalSAWS foundation of today. Within the span of those 20 years, Accenture has closely 
partnered with the Consortium Security team to implement enhancements in the CalSAWS 
environment, including controls such as requiring multi-factor authentication, implementing 
solutions to flag personally identifiable information within the cloud environment, and 
implementing automated solutions to proactively identify security findings in our source 
code repositories. These efforts have all been implemented with the view of continuing to 
harden and improve existing operations, while reducing security risk and potential audit 
findings. We look forward to extending the same security excellence you have come to 
expect on the back end of CalSAWS to the front end portal of BenefitsCal. 

Accenture understands the complex security landscape that a public-facing 
website must navigate. Security controls and monitoring throughout the SDLC 
reduce the likelihood of allowing new security threats to impact the system. The 
breadth of our team’s experience will help provide assurance that the end-to-
end continuous integration and continuous delivery (CI/CD) pipeline will 

incorporate proactive security measures to keep the digital core and supporting 
technology applications secure. In the event of a security threat, Accenture has a proven 
track record of following escalation protocols to confirm the proper stakeholders are 
aware of the issue so that they can support containment and remediation activities. 

The recent security incident with BenefitsCal highlights the need for security 
enhancements. When we begin providing security services on BenefitsCal, we will take a 
proactive approach to security in collaboration with the Consortium and other 
stakeholders with a particular focus on careful treatment of PII as part of the user interface 
and API design process, robust threat intelligence, and expended security monitoring. In 
the next section, we go into more detail about the proposed enhancements to security 
that we would partner with the consortium to prioritize and implement. 

4.2.3.2 Methodology/approach  
Forward-looking Security Roadmap 
Our approach to security is to embed proactive security management into all aspects of 
our operation and make it as necessary as the air we breathe. We understand that 
security must be built into the designs from the start. As described in section 4.2.2-UA3, 
even in the UCD process, we will review all proposed designs to ensure that only necessary 
PII is included in screen layout. We then do regular scans of code to ensure no PII is 
inappropriately stored. 

Through our extensive experience delivering maintenance and operations at CalSAWS, 
we understand the baseline needs to maintain operations, including supporting existing 
tooling around application security through tools such as Fortify for static application 
security test (SAST) scans, Qualys for endpoint detection and response (EDR) activities, and 
Splunk for security information and event management (SIEM) incident response. Our 
years of experience implementing and operating these exact toolsets for the back end 
systems of CalSAWS will ensure that the team we introduce for maintenance and 
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operations activities will be able to hit the ground running and quickly begin partnering 
with the Consortium to provide this same support to BenefitsCal, and ultimately the end 
users of the portal. 

Given our institutional knowledge of the environment, the technology architecture, and the 
demands of maintaining and operating the system, there are a number of capabilities that 
we would propose in order to continue to evolve and enhance the security of the portal, 
without compromising the end user experience. All of these capabilities and enhancements 
will be subject to existing CalSAWS security policies and controls, and will be included in the 
forward-looking security roadmap with the recommended areas for improvement being 
mapped to security functional domains. These will be documented in the BenefitsCal 
System Security Plan. The following section outlines how we will do that using a well-
established, coordinated process that aligns with CalSAWS policies and standards. 

4.2.3.2.1 DevSecOps architecture  
First on the roadmap, Accenture will establish a secure development operations 
(DevSecOps) pipeline using a platform (such as Snyk) and other modern tools to prioritize 
security scanning of vulnerabilities in code repositories at each stage gate of the 
development lifecycle, including application code and infrastructure as code (i.e., 
Terraform) repositories, and incorporate standards and frameworks such as the OWASP 
Top Ten into the scan results.  

DevSecOps is a software engineering approach that combines development, security, 
and operations teams to enable faster, more iterative software releases with increased 
agility and innovation. It involves integrating security practices and testing throughout the 
software development life cycle rather than treating it as a separate phase at the end. 
This approach allows for the early detection and resolution of security issues, reducing the 
risk of network penetration incidents and the theft of sensitive data. However, in the event 
a threat actor has compromised the environment as a result of a sophisticated attack, our 
teams will follow the Consortium-managed incident response process and alert the 
relevant team members within the SLA.  

At Accenture, we propose adopting a DevSecOps approach that keeps the theme of 
"shift-left" of security tests within the SDLC and working closely with the contractor teams to 
evaluate and implement this as required. We will verify that the security requirements of 
the tooling meet CalSAWS’ requirements and obtain contractor management 
authorization prior to implementing or acquiring any new system or tool. By incorporating 
security at the beginning of the delivery process, teams can deal with security issues as 
they arise instead of at the end of a lifecycle, such as mitigating the exposure of PII in the 
code prior to releasing the code into production. 

The DevSecOps framework is a comprehensive approach to integrating security practices 
into the software development lifecycle and operations processes. It emphasizes 
synchronization and communication between development, security, and operations 
teams to confirm that security is built into every stage of the software delivery pipeline. 
Figure 4.2-19 illustrates the continuous nature of the framework.  
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Figure 4.2-19. DevSecOps embeds security into each phase of development to verify that 
security is always at the forefront. 

Scoping and requirements: Helps to verify that security scope and requirements are 
considered from the outset to promote that functionalities are developed with the 
appropriate security capabilities to support them. We understand cooperation with the 
client and various contractors (such as FIS, ForgeRock, and CalSAWS) will be needed 
across the design, development, and operationalization phases to agree on the scope 
and nature of each change and confirm that the impacts across teams and contractors 
are considered. Only when a change has been properly reviewed and approved by the 
client will we proceed with implementing any given change. We document this in the 
BenefitsCal System Security Plan.  

Design – Threat modeling: In an effort to verify a proactive approach to maintaining the 
security posture of the BenefitsCal environment, we will use threat modelling to 
systematically identify, understand, and mitigate potential threats to the environment. By 
analyzing the architecture, processes, and data flows, we will be able to pinpoint how an 
attacker might exploit potential vulnerabilities in the environment. 

Build – Static testing: Static application security testing (SAST) is a “white box” security 
testing that will help to examine the product source code, byte code, or application 
binaries for conditions indicative of a security vulnerability, using commonly accepted 
frameworks and standards such as the OWASP Top Ten to inform the results. We will work 
along with the CalSAWS M&O contractor to support the testing activities for backend 
infrastructure and APIs associated with the portal. 

Test – Dynamic testing: Dynamic application security testing (DAST) is a “black box” 
security testing that will help to examine the application in its running state and will try to 
poke it and prod it in unexpected ways to discover potential security vulnerabilities. Similar 
to the SAST testing, we will confirm cross-contractor cooperation to help identify and 
remediate security findings within the CalSAWS-defined change control and security 
testing processes. 

Deploy – Penetration testing: Penetration testing will simulate a multitude of real-world 
attacks. Our testing methodology simulates a real hacker and what they can do to 
penetrate the product and retrieve confidential data. 
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Operate – SecOps: A robust production security testing program consists of monitoring and 
dynamically filtering security events, automated vulnerability scanning, and configuration 
enforcement. This allows for timely detection of vulnerabilities within CalSAWS infrastructure 
network and system components (e.g., network vulnerability assessment, penetration 
testing, application and infrastructure security scans) to confirm the efficiency of 
implemented security controls. 

The DevSecOps framework aims to break down silos between development, security, and 
operations teams, enabling them to work together seamlessly. It emphasizes automation, 
continuous integration and continuous delivery, and the use of secure development 
practices and tools. By integrating security into every stage of the SDLC, organizations can 
build and deliver secure software more efficiently and effectively. 

4.2.3.2.2 Purple team 
Once a DevSecOps framework and pipeline has been established, we are 
recommending the introduction of a Purple team to continuously harden the portal. The 
term “Purple team” refers to executing penetration testing and remediation activities in a 
cyclical manner.  

Through the creation of the Purple team, Accenture will establish an alliance between 
penetration testing (Red team) and remediation/recovery (Blue team) activities, which in 
combination, establishes the Purple team. The objective of the Purple team is to work 
seamlessly together to remediate security vulnerabilities identified during penetration 
testing. After the Blue team has resolved the issues, the Red team will re-execute its test. 
This will shift the penetration test activities from a once-a-year exercise to a cooperative, 
iterative, and continuous process, allowing for significant security benefits in the form of a 
continuously hardened environment. We will work collaboratively with the Consortium 
Security team and any key contractors to evaluate the optimal frequency for executing 
Purple team activities. 

Our clients in industries heavily targeted by threat actors (such as financial services and 
commercial banking) have benefited greatly from a continuous hardening approach, 
often finding and remediating vulnerabilities in their environment before bad actors can 
find the exploit. Also, relevant information about the recovery process and testing will be 
featured in the BenefitsCal Technology Recovery Plan. Figure 4.2-20 compares the current 
process to the collaborative process.  
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4.3 – Understanding and approach to application 
evolution and innovation 

4.3.1  Understanding and approach overview 
With the implementation of BenefitsCal, you’ve delivered a modern application 
architecture built on a mobile-first platform—enabling residents and community-based 
organizations (CBOs) to connect with the CalSAWS system and ultimately, counties, in new 
ways. Even with this impressive progress, in a rapidly changing technological and business 
landscape, application evolution and innovation are essential. 

This next phase of BenefitsCal brings the 
opportunity to do even more to make the lives 
of vulnerable Californians—and the people 
who serve them—better. You now have the 
chance to go further—to confirm the human 
experience is truly at the forefront of system 
design, improve security, and fully integrate 
front-facing and back-end systems, ensuring 
both users and county workers are supported. 
You have the opportunity to improve 
BenefitsCal outcomes and get benefits to 
people who need them faster and more 
effectively. Accenture is the right partner to join 
you in this next stage of BenefitsCal’s evolution. 

Through purposeful, outcomes-driven 
evolution and innovation, we’ll help you 
enable BenefitsCal to adapt to new 
challenges and opportunities, including ever-
changing business needs and user 
expectations. We’ll ensure you take 
advantage of the latest technological advancements, bringing improved performance 
and scalability, security and compliance, maintenance, and manageability, for long-term 
success and sustainability. 

Accenture’s clients, including CalSAWS, have seen the power of bringing people and 
processes together with technology to evolve and innovate—and have realized 
measurable benefits. With our comprehensive range of services, solutions, and 
unmatched industry expertise, we help our clients harness the power of cutting-edge 
technologies to achieve greater growth, efficiency, and resilience. We infuse the latest 
technology and industry advancements into all our work and make significant investments 
in assets and solutions—and in the skills of our people—to ensure we stay ahead of 
change. In fiscal 2023 alone, we invested $1.3 billion in R&D in our assets, platforms, and 
solutions and $1.1 billion in training and development of our people. We also announced 
a $3 billion investment in our Data and AI practice.  
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Importantly, Accenture continues to make significant investments and acquisitions to 
enhance our security capabilities. We provide highly differentiated security operations 
services, with mature accelerators, delivery tools, and methods to address our clients’ 
toughest challenges. We have provided these services to more than  clients across 

countries. Our approach has earned us recognition as the number one provider in the 
2023 Gartner Market Share: Managed Security Services Worldwide 2022 report.  

We are well positioned to help BenefitsCal evolve and innovate to better serve your 
stakeholders. With 23 years of experience at CalSAWS, we understand your unique 
requirements, systems, and culture. This knowledge enables us to envision and implement 
new technology and proven processes to drive productivity and reduce costs. 

Our expertise goes beyond knowing that BenefitsCal interfaces with CalSAWS. We 
understand the tight integration between the portal, ForgeRock, Hyland Imaging, and 
CalSAWS systems better than anyone else. This intimate knowledge ensures that when 
changes are envisioned in the user-facing portal, we know how they might impact the 
back end. This enables us to engage the CalSAWS M&E and infrastructure contractors 
early—to help design the best overall experience, adapting the back end to maintain 
effective, efficient end-to-end processes, benefiting users and county staff. 

With continuous improvement as a key tenet of the service we’ll bring to BenefitsCal, we’ll 
help you evolve and innovate for impact. For enhancements falling under both evolution 
(updating and/or revising existing items/software/processes) and innovation (new 
items/software/processes), we’ll propose innovative solutions—including automation, 
machine learning (ML), artificial intelligence (AI), and generative AI (GenAI). We’ll 
integrate data analytics with these innovations, providing evidence-based outcomes and 
enabling real-time insights and better decision-making. 

We understand BenefitsCal has defined hours allocated for SCRs and that additional 
application functionality may also be prioritized and allocated separate funding as part of 
the State premise item process. We will follow the SCR and stakeholder Collaboration 
Model processes as we work with the Consortium to identify and prioritize evolution and 
innovation opportunities that bring value to BenefitsCal’s many stakeholders.  

4.3.2  UA5 
Describe your strategy and approach to application architecture evolution. Describe how this 
strategy will address security considerations, reduce costs, and improve optimization, scalability 
and flexibility. 

4.3.2.1 Strategy and approach to application architecture 
evolution 

In a rapidly changing technological and business landscape, evolving BenefitsCal’s 
application architecture is critical to your future success. Only through evolution of the 
portal—and the critical CalSAWS back-end systems it relies on—will BenefitsCal be 
enabled to keep up with the pace of changing user needs and expectations; take 
advantage of technological advancements; respond to new legislative mandates; close 
gaps in functionality; and critically, stay ahead of evolving security threats. As we work 
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4.3.2.1.2 An evolution model guided by UCD, collaboration, and 
continuous improvement 
Underpinned by Accenture’s continuous improvement framework, our BenefitsCal 
evolution model is guided by UCD and collaboration. To advance both front-end aspects 
of the BenefitsCal Portal and the back-end integrations that enable its functionality, we 
will apply the same process that drives UCD, as 
detailed in Section 4.2. This ensures that the 
user experience is integrated into all aspects 
of evolution. 

An expansion of the current BenefitsCal UCD 
model, this approach adds measurement 
against established KPIs and a feedback 
loop—a continuous cycle for continuous 
improvement—with security at the core. This is 
a change from the current enhancement 
model which seemingly relies on a linear 
process with distinct start and end points, and 
only front-end-focused goals.  

Stakeholder inclusivity is infused throughout the 
evolution process lifecycle—from ideas to 
action and measurement—with analysis of 
outcomes feeding into new improvement 
ideas. Only in this way can you ensure 
BenefitsCal works for all stakeholders as the 
application architecture evolves following SCR and Collaboration Model processes. In 
Figure 4.3-4, we illustrate our proposed model for continuously evolving your application 
architecture. Though the Inputs and Assess steps are distinct for application evolution and 
innovation, we follow the same unified process described in Section 4.2, with unified 
backlog, implementation, and measurement.  

4.3.2.1.2.1  Inputs  
Gathering inputs and conducting discovery is vital for understanding the current state of 
the application, identifying user needs, and pinpointing areas for improvement. This step 
ensures that the evolution of the application is outcomes-focused, data-driven, and 
aligned with stakeholder needs and expectations. 

Figure 4.3-4. Through our closed-loop 
application evolution model, we’ll deliver 

continuous improvements aligned with 
stakeholder and business needs. 
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• Secure by design: Infuse security at every level of our process. The 
Application/Architecture Evolution team reviews all changes with our Security team 
against best practices. 

• Decoupled integrations: Ensure solutions are designed to have minimal impacts when 
downstream systems are experiencing issues (e.g., CalSAWS). 

• Observability through AI: Review insights, automated analytics, reports/dashboards, and 
provide actionable insights for improvements or self-healing mechanisms. 

• Bundled approach: Evaluate emerging technologies and ensure all designs are created 
with consideration for the technology roadmap. 

• User-centered design: Ensure direct integration of the UCD team into the review 
process, designs, and implementation of technical enhancements. 

• Architecture Review Board: Conduct weekly reviews of all new changes. Reviews 
include relevant teams and stakeholders required to approve architectural designs. The 
Review Board provides enterprise architecture governance to assess, evaluate, 
approve, or reject architectural designs and align accepted designs with business and 
technical strategic goals. 

Security team 
The Security team’s input helps ensure that the application remains secure and 
compliant with regulations, protecting BenefitsCal systems and the data and 
assets of those who receive benefits. Our security approach, detailed in Section 
4.2–UA4, embeds proactive security management into all aspects of our 
operation. Among the security-related activities that will result in evolution inputs 
are the following: 

• Review of best practices around 
authentication: We will perform a 
comprehensive assessment to confirm all 
avenues of portal access require a 
secondary factor (i.e., SMS, email code, 
biometric scan, etc.). This provides greater 
assurance that only authorized individuals 
access the portal.  

• Advanced adversary attack readiness 
operations: Annually, we will facilitate a 
cyberattack simulation resembling 
nation-state activity aimed at stealing 
funds or damaging critical infrastructure, 
resulting in a report that identifies key 
areas of risk and vulnerabilities to 
prioritize for remediation.  
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intent recognition, and sentiment analysis. NLP helps users navigate website content 
and YouTube videos. 

• Knowledge Base: Integrates pre-approved responses with BenefitsCal web pages and 
features automated content refreshes to keep information updated with regular and 
on-demand updates. 

Our experience includes work with DC Health, where we integrated GenAI into the 
Amazon Lex framework, enabling precise, dynamic interactions. We are ready to apply 
this advanced solution to BenefitsCal for a seamless and intuitive user experience.  

4.3.2.1.3.2 Intelligent document 
processing (IDP) 
A GenAI case assistant can seamlessly integrate 
into BenefitsCal’s workflow to automate 
document processing and validate user 
eligibility. This speeds validation times, provides 
real-time feedback, enhances submission 
accuracy, reduces errors, and streamlines user 
interactions. By driving efficiency and reducing 
manual effort, it reinforces BenefitsCal’s 
commitment to secure, user-centric document 
processing and offers scalability and actionable 
insights for optimized operations.  

Designed to always keep a human at the helm, 
our solution uses caseworker feedback to 
continually improve the ML model. Currently, 46 

percent of documents submitted to BenefitsCal are corrected or flagged by the CalSAWS 
imaging system. Implementing OCR and addressing issues upstream improves accuracy 
before submission to CalSAWS. 

We have a proven track record, recently collaborating with the U.S. State Division of 
Budget to implement IDP. Using large language models (LLMs) to analyze diverse bank 
statements and extensive Excel files, we improved data quality and compliance, and 
saved over 25,000 hours of manual labor.  
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4.3.3 UA6 
Describe your approach to proactively explore, identify, analyze, evaluate technology 
innovations, and formulate recommendations for potential inclusion to the BenefitsCal 
application. Describe how you will: 
• Coordinate with the Consortium to evaluate emerging technologies, 
• Propose integration of selected innovation, technologies into the CalSAWS platform,  
• Evaluate value and impact to business operations and develop strategies for 
implementation. 

We believe in co-innovation through collaboration and shared objectives, and we share 
your passion for driving technology innovation into the BenefitsCal application. Over the 
last three years, we worked with you to formalize and expand the CalSAWS Innovation 
Program. Although this program was put on hold during the migration period, the team 
immediately picked back up after migration was complete. Recently, we deployed an 
output of the Innovation Program—the Fresno GenAI Call Summary Assist solution. Early 
performance metrics show this solution bringing value through reduced average post-call 
wrap times and reduced average handle times, for both inbound and outbound calls. 
Moving forward, we will work closely with your CalSAWS M&E contractor, counties, and 
other stakeholders—confirming front- and back-end integration and inclusivity—as we 
work to implement innovative solutions that improve outcomes.  

4.3.3.1 Approach to technology 
innovation  

In this section, we provide our approach to 
proactively explore, identify, analyze, and 
evaluate technology innovations and 
formulate recommendations for potential 
inclusion to the BenefitsCal application. We 
also describe how we will coordinate with the 
Consortium to evaluate emerging 
technologies, propose the integration of 
selected innovative technologies into the 
CalSAWS platform, evaluate the value and 
impact to business operations, and develop 
strategies for implementation. Our staffing 
model is designed to meet your innovation-
related requirements and deliver innovations 
within the allocated hours.  

Our proposed innovation approach for 
BenefitsCal leverages our extensive knowledge 
of the CalSAWS Innovation Program and the 
best practices, lessons learned, and insights 
gained through our work with CalSAWS. As always, we’ll seek to help grow the culture of 
innovation, work collaboratively with the entirety of the CalSAWS partner and contractor 
ecosystem, and increase the scope of ideas funneled through the process.  
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4.3.3.1.1 Innovation framework 
Our proposed innovation framework 
includes five stages through which we will 
proactively explore, identify, analyze, and 
evaluate technology innovations, and 
formulate recommendations for potential 
inclusion to the BenefitsCal application. As 
illustrated in Figure 4.3-8, we will funnel ideas 
through each step of this framework, using 
evaluation and proofs of concept (POC) to 
measure and score each against business-
driven success criteria. 

 

 

 

 

 

Figure 4.3-8. Accenture brings a five-stage innovation framework for BenefitsCal.  

4.3.3.1.1.1 Stage 1: Explore and identify emerging technologies 
Innovation begins with education, learning, and discovery. Building on our knowledge and 
understanding of what works for CalSAWS, our innovation approach for BenefitsCal will 
feature opportunities to explore, identify, and learn about emerging technologies through 
the following three channels: 
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4.3.3.1.1.1.1 Annual Innovation Day 
Accenture will actively participate in this all-day 
opportunity for the entire CalSAWS community to 
share and learn about emerging and innovative 
technologies. We anticipate bringing the 
following to this annual event: 
• A readout of the annual BenefitsCal innovation 

report, summarizing all the innovations 
explored, prototyped, and/or implemented at 
BenefitsCal in the prior year 

• Presentation of emerging technologies and 
innovative ideas by Accenture experts and 
Accenture clients who are leading their 
industry in innovation 

• A summary of key themes, thought leadership, and innovations presented at various 
industry conferences and summits (such as APHSA conferences, Harvard Summit, AWS 
re-invent, etc.) 

• Hands-on and immersive experiences to explore various innovations at Accenture's San 
Francisco Innovation Hub 

Following each Annual Innovation Day, we will bring applicable ideas and technologies 
presented into Stage 2 of our BenefitsCal innovation framework for further analysis. 

4.3.3.1.1.1.2 Quarterly Innovation 
Challenges 
In 2021, the Consortium and Accenture co-
created the Quarterly Innovation Challenge 
Program—based on the popular Shark Tank 
television show—to formalize our innovation 
approach within CalSAWS. This program won 
the 2022 ISM Award for Best Collaboration 
Across Boundaries by the American Public 
Human Services Association (APHSA). As the BenefitsCal M&O contractor, we will 
participate in this challenge, designed to solve direct challenges facing California 
counties. We will collect applicable ideas submitted through the challenge and bring 
them forward into Stage 2 of our innovation framework for further analysis. 

As a commitment to the ongoing success of the CalSAWS Innovation Program, Accenture 
will continue funding a subset of POCs selected as part of the Quarterly Innovation 
Challenge each year.  
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4.3.3.1.1.1.3 Open innovation channels 
Innovative organizations don’t limit 
innovation to a single innovation day or 
quarterly events, and neither will BenefitsCal. 
Accenture will incorporate open innovation 
channels through which any member of the 
CalSAWS community and the public will be 
able to submit innovative ideas to improve a 
business process, system function, or an 
aspect of the BenefitsCal solution. We 
propose adding a CalSAWS ServiceNow Idea 
Portal for users to submit, vote, and comment 
on ideas. We also propose adding a link to 
the BenefitsCal Portal to make it easy for 
users, advocates, and CBOs to submit 
innovation and improvement ideas. The 
entire stakeholder community can submit 
ideas via these channels at any time.  

Additionally, we will work with the 
Consortium to conduct county site visits and 
an annual survey of county staff to collect 
improvement opportunities and submit innovation ideas based on user feedback 
collected. We will collect the ideas submitted through all open innovation channels, 
bringing relevant ideas forward into Stage 2 of our BenefitsCal innovation framework for 
further analysis. During Transition-In, we will work with the Consortium to fully align the 
process and tools across all contractors. 

4.3.3.1.1.2 Stage 2: Analyze 
As innovation ideas are generated and collected, we will categorize ideas, combine 
similar ones, and do a preliminary analysis of each idea. This analysis will include a rough 
estimate of the effort needed to implement POCs (including potential scaling costs if 
successful), additional software/hardware needs, overlap with existing or planned 
functionality, a preliminary business case, and initial merits of each idea.  

On a periodic basis, and during each Quarterly Innovation Challenge, we will prepare a 
summary of this analysis for further evaluation by the Consortium Innovation team as part 
of Stage 3 of our innovation framework. This summary will also include data collected via 
the CalSAWS ServiceNow Idea Portal and the BenefitsCal Portal link.  

4.3.3.1.1.3 Stage 3: Evaluate 
In coordination with the Consortium, we will evaluate emerging technologies. Our process 
involves working with the Consortium to jointly establish key focus areas for innovation and 
scoring criteria centered on value and impact to business or technical operations, 
including integrations to CalSAWS that may require other contractors’ participation. As 
described in Stage 2: Analyze, on a periodic basis, and during each Quarterly Innovation 
Challenge, we will work with the Consortium Innovation team to evaluate each idea 
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against these criteria and select which will move forward in the innovation process. 
Evaluation criteria will consist of available funding, cost effectiveness, business value, 
feasibility to prototype in six to eight weeks, and alignment with Consortium strategy and 
other priorities. We will measure ideas against all criteria on a scale of high, medium, or 
low, with a respective number ranking for each. If necessary, we will also solicit input from 
the Joint Powers Authority (JPA) Board and/or Project Steering Committee (PSC). The 
applicable business value measurement will be unique for each idea, so we will co-create 
this measurement for each. Once we have evaluated, prioritized, and selected the top-
ranking ideas, we will clearly define success criteria (exit criteria) for each as they head 
into Stage 4 for prototyping.  

4.3.3.1.1.4 Stage 4: Prototype and formulate recommendations 
The goal of the prototype phase is to gather the data needed to evaluate the value and 
impact to business/technical operations and help develop strategies for implementation. 
For ideas selected to prototype, we will estimate the solution effort using people within our 
Accenture network with experience on similar projects. We will assemble an Accenture 
POC team comprised of relevant experts to execute the POC. Additionally, we will involve 
the infrastructure team and others as necessary across the ecosystem to thoroughly plan 
and execute the POC. For example, if we are planning a POC using a new software 
product, we will work with the Consortium Architecture/Security team and the CalSAWS 
infrastructure and M&E contractors to evaluate and estimate the infrastructure and M&E 
changes required to complete the POC and incorporate it into the overall solution.  

As part of the POC process and in 
coordination with the Consortium, we will 
define the need and representative user 
population most appropriate for pilot tests. 
The pilot county or counties, scope, 
schedule, and activities (including UX 
testing) will be based on the scope and 
complexity of the innovation initiative.  

Additionally, we will leverage the 
Accenture Amazon Business Group (AABG) 
to help conduct and fund POCs. The AABG 
combines the resources, technical 
expertise and industry knowledge of 
Accenture and AWS, all through a single 
team. This collaboration supports our 
clients end to end, securely and at scale, 
and powered by AABG’s joint investments 
in world-class accelerators, innovation 
initiatives, and digital skills.  

Along with the Consortium, we will clearly define success criteria (exit criteria) for each 
prototype. We will also seek contribution and approval from key CalSAWS stakeholders as 
part of the exit criteria. Our POC team will execute and complete the prototype project 
through the SCR process within the prescribed six-to-eight-week timeframe, including data 
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discovery, weekly Scrum activities, a midpoint review, and final readout. Where 
applicable, we will work with the counties and other BenefitsCal stakeholders to create 
workgroups and involve these parties in design thinking sessions as part of our inclusive, 
collaborative process. 

As a final step before entering Stage 5, we will work with the POC team to formulate a 
recommendation for each idea/prototype based on the exit criteria, lessons learned, 
outcomes/value delivered by the POC and if applicable, a projected return on 
investment (ROI). We will work with the Consortium to review the value and impact to 
business operations of each POC, using our jointly-defined success criteria and ROI 
calculation based on business need.  

4.3.3.1.1.5 Stage 5: Implement, scale, and integrate 
After the completion and final disposition of 
each POC, the final stage of our innovation 
framework will integrate approved innovation 
technologies into the CalSAWS platform. For 
POCs approved for scaling, we will coordinate 
with the appropriate contractors, teams, and 
stakeholders to develop strategies, estimates, 
and implementation plans for integrating into 
the CalSAWS platform. The estimates will 
account for one-time implementation costs as 
well as any ongoing maintenance costs. We 
will also work with the infrastructure and M&E 
contractors to account for additional services, 
software, hardware, and cloud-hosting costs.  

The final comprehensive proposal for scaling each approved prototype will be presented 
to the Consortium Innovation, Finance, and Executive teams for final review and approval. 
We will work with the Consortium PMO team to identify funding sources or incorporate into 
future funding requests (IAPDUs). When funding is available and allocated, the 
appropriate team will then submit the SCR and implement the project. 

4.3.3.1.2 Innovation framework implementation timeline 
We are ready to begin innovating for BenefitsCal on Day 1 of the Transition-In period, as 
illustrated in Figure 4.3-9. We will bring drafts, ideas, and plans—inputs for the BenefitsCal 
Services Plan and Operational Working Documents—ready to review with you and finalize 
over the first three months. We will also deliver the BenefitsCal Approach to Automation, AI 
and Machine Learning. The proposed implementation timeline for innovation activities is 
based on requisite participation from both the Consortium and other contractors for 
dependent activities. 
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Figure 4.3-9. We are ready to begin innovation activities at BenefitsCal on Day 1. 

4.3.3.1.3 Innovation roadmap 
With our understanding of the current BenefitsCal application, the underlying systems that 
support it, and our existing work with the CalSAWS Innovation Program, we have already 
identified innovation ideas that will improve outcomes for BenefitsCal stakeholders. We 
worked with the Accenture Innovation Network, Accenture eligibility subject matter 
advisors (SMAs), Accenture technology SMAs, and contractor partners to identify a 
sampling of ideas specific to the BenefitsCal ecosystem. 

In Table 4.3-2, we detail ideas and technology for inclusion in the BenefitsCal 
innovation roadmap. This roadmap supports BenefitsCal’s future vision and the 
CalSAWS Annual Strategic Plan. It encompasses a five-year planning window 

with innovations designed to keep BenefitsCal relevant over the life of the 
contract. We include a range of easier and more complex solutions and recognize that 
some will require extensive discussion and coordination with the State. With each 
innovation, we seek to empower BenefitsCal’s mission—helping those who need benefits 
to get them sooner, supporting counties to process applications faster, and enabling 
stakeholders to make the right decisions for better outcomes. 
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4.4 – Understanding and approach to user 
experience, marketing and public 
communications 

4.4.1 Understanding and approach overview 
With the launch of the BenefitsCal Portal, 
you’ve given residents, community-based 
organizations (CBOs), advocates, and other 
stakeholders a new way to apply for benefits, 
check application status, receive information, 
and communicate with BenefitsCal. Yet, 
having built it, there’s no guarantee that those 
who rely on BenefitsCal for the assistance they 
need, will come. That’s where public 
communications and marketing come in—to 
drive awareness, increase adoption, and 
improve public perception—with the goal of 
ensuring that Californians come to the 
BenefitsCal site, and continue coming back, to 
receive support and the benefits they need 
and deserve.  

As we assess the current state of awareness and adoption at BenefitsCal, we note the 
following: 
Awareness: The percentage of active beneficiaries who are not using BenefitsCal is much 
too high. For example, only 25 percent of those eligible for Medi-Cal and just 45 percent of 
those eligible for CalWORKS/CalFresh have a BenefitsCal account. We need to 
understand why eligible beneficiaries are not coming to the site and take steps to 
increase engagement. 

Adoption: The adoption level of the benefits themselves is much lower than the national 
adoption rate. A recent report from Nourish California estimated 2.7 million Californians are 
eligible for CalFresh but not receiving benefits. Outreach and marketing can help boost 
awareness, and BenefitsCal can make the application process simple and easy, so users 
understand their eligibility for Medi-Cal, CalFresh, and other cash programs.  

Moving forward, you have the opportunity to do better—through enhancing BenefitsCal’s 
marketing and outreach efforts and improving experiences for both users and counties. 
The team that takes on communications, marketing, and Stakeholder engagement, as 
part of BenefitsCal M&O—must understand the needs of your users and stakeholders—and 
be responsive to the diversity of California’s 58 counties. They must also understand the 
complexity of your end-to-end environment. Only with this understanding, will you be 
enabled to promote awareness and adoption today—and in the future, as the portal and 
processes evolve. Importantly, to drive your desired outcomes, your team must also 
continue to build trust. Residents need to know that their personal information will be kept 
secure, and benefits will be available when they’re needed.  
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Accenture is the right partner to join your efforts to improve outcomes for Californians. With 
our years of experience at CalSAWS, we understand your stakeholders, environment, and 
systems—and the need for collaboration and integration among them. Through 
Accenture Song—the world’s largest technology-powered creative group—we provide 
communications and marketing services—including user experience expertise, world-class 
creative, and intelligent marketing performance. The combination of Song, together with 
our technology, strategy and consulting, and operations groups, enables us to provide 
unified and consistent messaging, stakeholder engagement, and integrated solutions that 
address the BenefitsCal experience, functionality, and vision from end to end.  

We have a strategy for marketing, communications, and enhancements that will lead to a 
successful future. With a focus on collaboration; relevant, transparent communication; 
and an audience-first approach that applies user-centered design (UCD), we’ll bring all 
stakeholders along on the journey as we work together to empower BenefitsCal’s 
mission—getting benefits to those who need them, now and for the long term. 

We’ll meet stakeholders where they are with personalized journeys and multi-channel 
options like social media, posters, landing pages, and more—with specific tactics to be 
defined in the planning process. Stakeholders will be involved in the end-to-end process—
from creation, through implementation and training, to measurement of our efforts against 
established key performance indicators (KPIs). We’ll also bring secure, smart, 
enhancements to make BenefitsCal easier for residents to use, and easier for county 
workers as they process applications—working together to improve user experiences and 
outcomes—and leading to greater adoption and improved opinion. 

4.4.2 UA8  
Describe your approach to engaging the counties, CBOs, State Partners, and 
Stakeholders, as appropriate, to enhance the integration of the BenefitsCal application 
with the County processes. 

4.4.2.1 Approach to engaging all stakeholders to enhance 
the integration of the BenefitsCal application with the county 
processes 
As we work together to move BenefitsCal forward, integration of the application with 
county processes is essential to ensuring both users and county workers are supported. 
Accomplishing this requires an understanding of the tight integration between the 
BenefitsCal Portal, CalSAWS systems, ForgeRock, and Hyland Imaging—something 
Accenture knows well. Critically, it also requires an understanding of the processes, 
policies, needs, expectations, and desired outcomes of BenefitsCal Stakeholders—users, 
county workers, CBOs, State partners, and others. We have a plan for continuous 
stakeholder engagement that will lead to improved outcomes for all. 

Following, we detail our understanding of your current state, including what we believe 
led to situations where a disconnect occurred between the application and county 
processes. We outline our guiding principles for enhancing integration through stakeholder 
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engagement. And we share our engagement approach, applying the UCD model to 
confirm continuous participation throughout the process. 

4.4.2.1.1 Understanding the current state 
To better understand the current state of BenefitsCal’s integration with county processes, 
we attended board meetings, talked with BenefitsCal stakeholders, and mined social 
media. We heard that while there is a strong foundation in place with the Collaboration 
Model, more can be done to enhance integration and support all stakeholders. 

The current challenges largely stem from a lack of holistic, end-to-end thinking and 
intermittent stakeholder participation. As front-facing changes are considered, there is not 
sufficient consideration for the back-end systems and processes that enable and align 
with front-end functionality. This has caused increased burden on county workers, 
inefficiencies, questions about timelines and roadmaps, rollback of enhancements in late 
development stages, and difficulties at the county level adjusting to BenefitsCal changes. 
Our assessment of what led to the disconnect between the BenefitsCal application and 
county processes includes the following current problems:  
• A check-the-box approach: Through 

attending public hearings and listening to 
advocates, we understand the current 
design processes feel to some as if there 
isn’t comprehensive thought behind 
BenefitsCal functional changes and their 
delivery—someone is just “checking a box 
on requirements.” As an example, missing 
contact information in an application, 
results in counties being unable to easily 
reach the applicant to schedule an 
interview and complete the application 
process. This adds additional processing 
time and increases workloads at the 
county level. 

• Lack of a feedback loop: Current reporting of metrics does not provide context into 
what the numbers mean. Instead of providing clarity on application trends or enabling 
insights, the current process provides high-level numbers, and stakeholder community 
groups have expressed their frustration. In the July 2024 Joint Powers Authority (JPA) 
Board of Directors call, for instance, stakeholders said they don’t know the outcome of 
development efforts or the effectiveness of enhancements and marketing campaigns, 
because current reporting isn’t looking deep enough.  

• Counties left out of the design process: Counties are brought in at the early discovery 
stage, and again during testing—after a design is complete. From what we’ve 
witnessed, too often solutions designed for a real user issue have not considered the 
impact of that design on existing county processes and technology. This is a costly 
mistake, with design, development, and testing time wasted. For example, the recent 
Time Clocks enhancements went through a long design and development process 
before being pulled by counties with escalation during the County Validation phase. This 
wasted valuable resources and time and caused frustration for everyone involved.  
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4.4.2.1.2 Guiding principles to improve integration 
To address the current issues, and enhance integration between BenefitsCal and county 
processes, we’ll take a more innovative approach to building a holistic, inclusive process. 
This will entail shifting the way we engage users, counties, CBOs, State partners, and other 
stakeholders throughout the stages of the UCD process. As described in Section 4.2–UA3, 
these processes will be led by the User Centered Design Lead, in coordination with the 
Public Communications Lead. The following principles will guide their work to improve 
integration with county processes: 

4.4.2.1.2.1 Integrated, end-to-end thinking  
Understanding that the application process doesn’t stop when a user hits 
“submit,” we’ll take an end-to-end view of BenefitsCal improvements—
considering both front-end aspects of the portal and the back-end integrations 
that enable its functionality. Looking at how people, processes, and technology 

work together, we’ll address issues of usability and accessibility holistically—making it easy 
for county workers to do their jobs and for users to get information, check status, and 
apply for benefits. In this way, we’ll confirm the changes we make go beyond checking 
requirements off a list. Instead, we’ll ensure updates work end to end, to the benefit of 
users and county workers alike. When advocates and other stakeholders share issues 
they’re experiencing with BenefitsCal, or identify changes they’d like to see, we’ll again 
apply a holistic approach—listening, gathering information, and then conducting 
research to identify the root cause of the issue. We’ll consider the full picture of what their 
requested changes mean for back- and front-end systems and for other stakeholders, 
CalSAWS contractors, the Delivery Integration (DI) team, and others, and we’ll work with 
State partners to understand policy implications. 

4.4.2.1.2.2 Commitment to achieving shared outcomes and continuous, 
transparent communication 

Our commitment to end-to-end experience improvement must be reflected in 
the outcomes we measure and the ways we communicate. Working toward 
common outcomes ensures that BenefitsCal, stakeholders, and Accenture are 
aligned in our objectives. It fosters a collaborative environment where all parties 
are committed to shared success—in this case, that means delivering an 
efficient application process and getting benefits to Californians quickly.  

In Figure 4.4-1, we illustrate how our overarching goal will be broken down into 
objectives; and how these objectives will be further broken down into key 
performance indicators (KPIs). In this way, we align on a mission-based goal, and 
translate that into something measurable—targets we can work toward and 
against which we can assess our collective progress. During Transition-In, we will 

align with the Consortium, counties, advocates, and other stakeholders on goals, 
objectives, and KPIs. These metrics will be reflected in the BenefitsCal User Centered 
Design and Customer Experience Report Plan, and updated throughout the program as 
changes are necessary. 
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Figure 4.4-1. Together, we will align on a mission-based goal—then break it down to 
objectives and KPIs, against which we will assess our shared progress. 

Importantly, transparent communication and a continuous feedback loop will underpin 
our outcomes-focused work. We will communicate effectively—early and often—
regarding the work we are delivering, setting a standard of complete transparency and 
building a strong foundation of trust between stakeholders, CalSAWS contractors, the 
Consortium, and Accenture. Key aspects of our plan for effective stakeholder 
communication include the following: 

• Metrics that matter: Through dashboards, reports, and other channels, we will use data 
analytics, data mining, and our reporting and usage monitoring capabilities to share 
information and meaningful metrics with external stakeholders. This will help them 
understand the effectiveness of enhancements and activities—including identifying 
what’s working well and areas for improvement. Accenture will provide data, and 
supporting back-up detail, including metrics used to gauge the success of the user 
experience, performance indicators and outcomes, website usage and useability 
targets, and targeted objectives, as requested by the Consortium. 

• Data and information sharing: We will emphasize more data and information sharing to 
stakeholders throughout the process, building trust and ensuring alignment.  

• Articulation of roadmap initiatives: Beginning early in the process, we will clearly 
articulate details regarding key initiatives, providing a roadmap for counties who 
depend on early communication to align their processes in preparation for innovations, 
new features, or functionality. When stakeholder requests cannot be met due to 
technical or legislative constraints, we will clearly communicate this to relevant parties. 
In our experience, frustration builds when information is lacking.  

4.4.2.1.2.3 Stakeholder inclusivity throughout the process  
Each of BenefitsCal’s stakeholders offers unique insights and expertise that 
contribute to creating and implementing effective, efficient experiences for 
users, county workers, and others. We fundamentally believe that by working 
together, we’ll get to better answers. Stakeholder inclusivity is infused throughout 
our process—with steady participation and engagement of key groups from 
Discovery, through Design and Build, to Measurement. We know that when 
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stakeholders see their input, needs, and expectations being considered and met where 
possible, trust builds, and long-term relationships are fostered. 

In collaboration with the Consortium, counties, State Partners, and other stakeholders, we 
will conduct user research to understand the needs and goals of target users and other 
stakeholders. We’ll engage in social listening and will establish regular co-creation 
workshops to gather feedback and insights. Our engagement approach will leverage the 
diversity of BenefitsCal’s stakeholders, including:  
• Users: User sentiment and user behavior are primary signals we’ll use to improve 

BenefitsCal. Through a variety of methods such as 1:1 interviews, observation, diary 
studies, social listening, surveys, and web analytics—we form a deep understanding of 
our diverse user base. In Section 4.2–UA2, we detail our approach to user research and 
describe how we ensure we gain diverse perspectives, even from hard-to-reach 
populations, to enable equitable access of benefits through BenefitsCal. 

• Counties: We will engage counties throughout the process, including in the Design and 
Build stages. Accenture will work with the Consortium to define the need for a CalSAWS 
County Validation (CCV) phase and will make recommendations for the integration of a 
CCV into the testing schedule. County trust will be built through the provision of ongoing 
updates, clear roadmaps, and the articulation of constraints or rationale for decisions.  

• Advocacy groups: Advocacy groups are close to users. They will provide critical insights 
in all stages of the UCD process. We will establish regular workshops to understand their 
perspectives and meet these groups with empathy. Our experience engaging with 
advocacy groups tells us that communication and transparency create positive and 
trusting relationships.  

• CBOs: CBOs offer valuable insight into the key challenges and opportunities faced by 
users from both an awareness and a usability perspective. Because they are close to 
some of the most vulnerable users, CBOs provide essential information that we will 
incorporate in our early Discovery stages. During the Build stage, they can serve as 
testers. Re-engaging in Measurement, CBOs will provide insights towards optimization 
and clarity of future improvements. 

• State partners: State partners are essential to our success due to their understanding of 
policy and residents. We will confirm that State partners are involved throughout the 
process to provide clarity on policy constraints and considerations.  

• CalSAWS contractors: Our contractor partners have specialized knowledge that we can 
use to understand technical constraints of the current system, and to help solve 
application and process integration challenges. We will engage contractors as key 
stakeholders, particularly in early stages of research and Discovery to ensure we solve 
client and county experience challenges with solutions that are technically viable and 
do not introduce any additional security risk.  

4.4.2.1.3 An innovative approach for continuous stakeholder 
engagement: applying the UCD model 
Our BenefitsCal stakeholder engagement model is guided by inclusivity and UCD. To drive 
collaboration and participation from all stakeholders, we will apply the same process that 
drives our UCD and application evolution processes, as detailed in Sections 4.2 and 4.3, 
respectively. The process is built on a feedback loop—a continuous cycle that ensures 
stakeholder alignment throughout the process. Our most important change is how and 
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when we engage stakeholders—with more frequent input and more regular 
communications. A key to our doing this successfully is through more robust measurement, 
aligned to clear objectives.  

In Figure 4.4-2, we detail the stages of our engagement model and provide our initial, 
high-level thoughts on the stakeholders and methods for engaging them in each stage. 
We aim to better align our activities to serve your diverse audiences, including those who 
speak languages other than English. During Transition-In, we will work with BenefitsCal to 
develop this model further, building on your knowledge and that of counties, advocates, 
CBOs, and other stakeholders. Transparency and trust will underpin this process. We know 
that partners criticize what they don’t understand; clarity will be key from Day 1.  

 

Figure 4.4-2. Our engagement model employs a continuous cycle, confirming stakeholder 
participation and alignment throughout the process.  
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Accenture has extensive experience applying this stakeholder engagement model to 
improve outcomes for our clients and their stakeholders. 

In Figure 4.4-3, we highlight an example of real client impact at the Veterans Benefits 
Administration, made through engaging stakeholders throughout our end-to-end, UCD-
based process. We will bring the same mindset and similar innovative solutions to engage 
stakeholders and improve integration of the BenefitsCal application with county 
processes—delivering value to you, your users, and your diverse stakeholders.  

  

Figure 4.4-3. At VBA, we engaged stakeholders across the ecosystem to gain insights that led to actions—
modernizing benefits service delivery as well as the system. 
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4.4.3.1.1.1 Marketing at Accenture Song 
Our marketing and experience services are designed to help clients create distinctive 
customer experiences and build the operational resilience to react quickly to change. 
Services include:  
• Marketing strategy: Defines clients’ marketing and portfolio strategy, and brand 

purpose. Develops communications strategies and provides guidance to communicate 
the brand in an audience-first way.  

• Creative visual design: Imagines new brand design and accompanying creative 
concepts then brings them to life at a local level, consistent with local cultural trends 
and personalized to targeted customer needs. 

• Campaign services: Develops personalized data- and AI-driven omni-channel  
campaigns at scale, helping customers drive demand and optimization. 

• Marketing data & insights: Develops analytics solutions that drive marketing strategy and 
optimize omni-channel campaigns and customer experiences. 

Combining technology, data, and creative, we are consistently recognized by analysts 
like Everest Group who positioned us ahead of the 33 other providers assessed in their 
Marketing Services PEAK Matrix Assessment 2024. Illustrated in Figure 4.4-4, the ranking 
highlights our strengths including GenAI and a full suite of sustainability services including 
strategy consulting, measurement and analytics, and sustainable customer experience. 

 
Figure 4.4-4. Everest Group positioned Accenture ahead of the 33 other providers assessed 

in their Marketing Services PEAK Matrix Assessment 2024. 

4.4.3.1.1.2 Communications and marketing for the public sector 
Alongside our creative capacity, we are public service experts. Our unique mix of 
marketing prowess helps public service agencies overcome challenges and prepare to 
serve residents in the future. In the United States, we have provided services for public 
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sector marketing campaigns for more than 10 years. We served more than 100 clients 
across federal, state, and local government agencies, and educational institutions.  

In Figure 4.4-5, we showcase an example of the real client impact made through 
Accenture Song’s public communications and marketing efforts. This groundbreaking work 
with the U.S. Department of Health and Human Services (HHS) resulted in increased 
awareness of 988, the new number for the National Suicide and Crisis Lifeline. 

  

Figure 4.4-5. We implemented a communication and channel strategy to reach diverse audiences in 
the right places at the right time, increasing awareness of 988.   
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and incorporated into BenefitsCal design processes, and the implications of system 
changes are communicated timely and adequately to users and county staff. 

We will manage and execute public communication and marketing activities in 
cooperation and coordination with the Consortium and other contractors, consistent with 
the BenefitsCal Services Plan and the associated OWD, and we will build our campaigns 
around data-driven, insight-led communications. Our social outreach initiatives and 
proactive communications will be aligned to outcomes, increasing awareness for 
BenefitsCal, improving adoption of varied services, and building trust—improving 
satisfaction scores and connecting to audiences where they are.  

Transition-In will include several key parts of our approach—Discover, Define, Build, and 
Measure. During Transition-In, we will perform the following activities: 
• Engage stakeholders to establish communications objectives that stakeholder groups 

will align to.  
• Clarify our audiences, ensuring that everyone who can receive benefits, regardless of 

language or ethnic background, knows that BenefitsCal is the place to do it.  
• Define a channel strategy, ensuring we can connect with your audience where they 

are. We will deliver campaigns on a quarterly basis—not just once or twice each year. 
• Begin building a more powerful creative design library. 
• Build on the current measurement strategy to show how we’re performing and provide 

deeper insights into how to improve our communications. By incorporating data-based 
marketing, we can act efficiently and build greater awareness among diverse populations.  

4.4.3.1.2.2.1 Discover: Discovery and research 
Successful Discovery leads to success in marketing outcomes through unearthing 
our audience’s communications needs, as well as by bringing stakeholders 
together to align on key priorities. Discovery enables better, more impactful 
communications and sets clear expectations for how we will engage 
stakeholders throughout the process.  

Our core approach applies user-centered communications across the process. Discovery 
is an essential time where our Public Communications Lead, Madeleine Loftus, will lead 
collaboration across stakeholder groups—gathering feedback, understanding priorities 
among the stakeholder community, and aligning these parties to clarify communications 
and engagement objectives. Madeleine will work with our User Centered Design Lead to 
ensure that research activities are coordinated to cover both experience and marketing 
questions where possible, and align activities when discrete research is needed. 

Accenture Song offers deep expertise in a variety of research methodologies, and we’ll use 
these capabilities alongside our understanding of California’s diverse populations. We use 
methods such as 1:1 interviews, focus groups, observation, and surveys, and we use Purposeful 
Recruiting as described in Section 4.2–UA3, to ensure that we get input from diverse 
audiences in line with the Consortium’s goal of equitable access. Additionally, we incorporate 
insights from board meetings and collaborative workshops as well as social listening.  
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Outputs will include:  
• List of prioritized audiences 
• Articulation of audience needs and 

communications priorities 

• Clarity around key communication 
milestones and events 

• Key objectives for communications and 
a measurement plan 

4.4.3.1.2.2.2 Define: Marketing and Public Communications Plan and 
strategy  
Defining a communications plan ensures alignment with stakeholders. It shows 
how we will communicate with our users and prioritized audiences. We will work 

with BenefitsCal stakeholders to adopt, enhance, maintain, and improve the BenefitsCal 
Marketing and Public Communications Plan, including all marketing and communications 
materials. We will deliver the updated plan in Month 4, with submission of additional 
updates as needed when changes occur.  

A key focus for our Communications Plan will be to incorporate more awareness-
generating tactics, especially social media, to create a more positive perception and 
engage audiences that do not currently use or know about BenefitsCal. The current 
communications strategy has not been effective in reaching a broad audience. To reach 
more potential beneficiaries, we will incorporate tactics specifically designed to bring in 
new people, enabling Californians to learn about and use this service that will positively 
impact their lives. We’ll infuse BenefitsCal’s purpose, value, and creativity across 
everything we do to promote organizational growth and communications relevance. We 
go into more detail in UA10 about how we will leverage our full stakeholder network to 
expand our reach and use trusted voices wherever possible. 

The Define stage will result in tailored plans to maximize visibility of BenefitsCal and deepen 
our community outreach. The overall BenefitsCal Marketing and Public Communications 
Plan will include the following:  
• Process recommendations for the enhancement of public communications to increase 

the visibility of BenefitsCal services and customer outreach—including specific social 
media strategies and tactics, and recommended design systems that can improve 
efficiency and accessibility.  

• A plan for creating and maintaining standards and quality control of BenefitsCal internal 
and external communications to ensure consistent quality and messaging.  

• Messaging template and communication framework aligned to core audiences. 
• A campaign roadmap/calendar to ensure we’ve understood dependencies and 

constraints, and to provide transparency to other stakeholders. 
• Identification of gaps in the Consortium’s strategic partnerships with public and private 

organizations and a plan to bring new partnerships to fill those gaps. 
• A plan for the core media outlets for ongoing relationship management. 
• Recommendations for the use of electronic and web-based communication for the 

implementation of public relations strategies; utilizing current and emerging 
technologies to best reach target audiences.  
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For each quarterly campaign, we will create a plan that details the tactics, channels, 
messages, and metrics for that campaign. We have built in flexibility to the team to 
enable a variety of tactics for each quarterly campaign, that supports both marketing 
coming directly from the Consortium, and the creation of materials for other stakeholders 
to disseminate.  

4.4.3.1.2.2.3 Build: Creative development and channel planning  
To build awareness, creative that is relevant to specific audience needs and clarifies the 
benefits of using BenefitsCal is essential. We are dedicated to delivering the message 
about BenefitsCal’s value across various channels and touchpoints with speed, agility, and 
efficiency—reaching your diverse audience base with culturally-relevant communications 
in users’ languages and aligned to what matters most to them.  

As part of the Build stage, we will:  
• lead the development of materials in support of BenefitsCal marketing strategies 

including publications, electronic communications, and multimedia presentations.  
• lead and supervise graphic arts initiatives and establish quality content and design of 

informational and promotional materials for public consumption.  
• take creative lead of production of BenefitsCal print, web, and other marketing materials.  
• ensure translation of all relevant campaign materials into the 21 specified languages 

for BenefitsCal.  

Rethinking how the audience views BenefitsCal, while respecting the existing mission and 
vision, we’ll efficiently design and produce creative that feels distinct, ownable, engaging, 
and exciting to both internal and external audiences. Our approach adapts creative to 
the environments it will live in. We are mindful of the cultural nuances of Californians and 
the need for scalable effectiveness across a variety of campaigns.  

We will begin creative development during Transition-In, including designers and illustrators 
in our process. These resources will build on the existing BenefitsCal brand, ensuring a 
design system is established and creating more cohesiveness across communications 
touchpoints—online, offline, and in-person.  

Outputs will be determined during the Define stage, and may include the following:  
• Social media posts 
• Emails 
• Fact sheets 

• Posters 
• Flyers 
• Landing pages 

• Video/animation 
• Call scripts 

In order to ensure equitable access to benefits, we understand how important it is that 
content is translated into the 21 core languages of BenefitsCal users. We have partnered 
with United Language Group (ULG) to deliver translation services for BenefitsCal marketing 
campaigns in the State-approved threshold languages, engaging native speakers to assist 
in translations. We understand the list of languages may change over time and changes 
will follow the approved SCR process. ULG has been a trusted translation service for 
CalSAWS for over 15 years. They currently provide translation services, as needed, for client 
correspondence, text messages, and IVR messages.  
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Figure 4.4-6. We’ll use multiple channels to inform stakeholders and users of new modes of 
communication and engagement with BenefitsCal. 

4.4.3.1.2.2.4 Deliver: Distribute campaigns to our diverse audiences 
The Deliver stage confirms we’re meeting our audience with distinct creative in the right 
channel where it can drive awareness and actions. The delivery of our communications 
will be aligned to our diverse audiences—in their language, through channels where they 
are engaged, and with creative excellence.  

Currently, campaigns for BenefitsCal are infrequent. Our approach will be to deliver 
quarterly campaigns, as well as delivering creative messaging aligned to key events, 
ensuring a high level of awareness throughout the year.  

Additionally, through improving the Collaboration Model, we will ensure our communications 
are thoroughly connected to our key objectives, clearly explained to partners, and 
leverageable by the broader network of campaigns run through our stakeholder groups. An 
example of our similar work is the Continuous Coverage unwinding campaign through DHCS, 
which leveraged over 2000 ambassadors to drive awareness of changes. The campaign was 
released in 19 languages and reached 15 million members regarding renewals. By 
connecting our discovery work to unearth key events like this, we can build awareness in a 
way that is dramatically different from the tactics that are used today.  

In addition to our marketing efforts, we know that media relationships are critical to 
getting constructive messages into the right channels. Because media relations are such a 
specialized skill, we have teamed with Lucas Public Affairs (LPA). LPA is a California-based 
media relations and PR firm, and they will be an integrated part of our Customer Outreach 
and Marketing team under Madeleine Loftus’ leadership. We selected LPA first and 
foremost for their deep-rooted connections to media outlets in California. They partner 
with the State’s leading foundations, nonprofits, businesses, and government entities to 
strategically navigate the crossroads of policy, politics, and communications on the issues 
that define California’s future. LPA delivers smart strategy, diversity of thought, and deep-
rooted connections to get the right people to care about issues.  
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4.4.3.1.2.2.5 Measure: Confirming our 
collective progress 
Measuring the impact of marketing and 
outreach efforts against predefined KPIs is 
essential for evaluating success and guiding 
future improvements. This step ensures that 
our communications efforts evolve based on 
outcomes and data-driven insights. As part 
of this stage, we will provide BenefitsCal with 
data and supporting back-up detail, 
including metrics used to gauge the success 
of the user experience, performance 
indicators, and outcomes; website usage 
and useability targets; and targeted 
objectives as requested by the Consortium. 

During Transition-In, together with the 
Consortium and stakeholders, we’ll identify 
and agree upon KPIs in alignment with our 
shared goals and objectives. For marketing 
and outreach, our overall mission is 
improving outcomes for Californians. Our 
objectives in support of this mission include 
increasing awareness and adoption, improving perception, and developing long-term 
relationships with those who receive benefits. From these objectives, we drill down to 
identify quantifiable KPIs to work toward. Measuring against these KPIs will confirm our 
progress. With continuous improvement as a key tenet of the service we provide, we will 
adjust communications and outreach activities as necessary—optimizing channels and 
communications tactics in an agile way—to ensure we reach targets and generate the 
most value for BenefitsCal.  

We will provide the data you need, transparently and in a context and format that 
enables insights. We will also structure our measurement plan to provide ad hoc reporting, 
based on templates we will co-create during the Discover and Define stages. In Figure 4.4-
7, we illustrate our differentiated approach to measurement with examples of the types of 
data you see today and the data/KPIs we’ll work with you to define and capture.  
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Figure 4.4-7. We will define and capture focused metrics that provide a meaningful view 
of performance. Currently, reporting is cursory and does not provide actionable context.  

Dashboards and reporting 
As part of the measurement process, we will review and confirm the current set of reports and 
dashboards during Transition-In, and again after enhancements are implemented through 
the application evolution process. If together we determine a need for reporting or 
dashboarding that does not already exist, we will work with you to establish and refine 
templates to meet your requirements following the Collaboration Model and SCR processes. 
We will also align on KPIs that show progress toward new or evolving objectives, as required.  

At all times, stakeholders will be able to access dashboards, providing transparency and 
real-time availability of the data and metrics needed to assess performance, campaign 
effectiveness, and progress against established KPIs. 

Accenture will develop enhanced reporting capabilities for marketing and 
communications activities. During Transition-In, we will work with the Consortium, 
stakeholders, and other contractors to determine the required outputs of new reports for 
public communications and marketing. Reports will provide meaningful data enabling 
insights and data-driven decisions. 

Accenture will develop and provide the Consortium, other contractors, State partners, 
and stakeholders with marketing campaign reports for both short and long-term marketing 
initiatives, including the intended results, benchmarks, metrics, and key highlights to be 
captured, iterative results reporting, effectiveness of the marketing campaign, and the 
analysis of campaign failures and successes. We will consult with and provide oral reports 
and presentations on BenefitsCal related issues to the Joint Powers Authority (JPA), 
Consortium Executive leadership, Project Steering Committee (PSC) and other Consortium 
teams, and stakeholder groups. 
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  Figure 4.4-10. Applying the UCD process to marketing and outreach, we drove awareness and 
increased trust at AHCCCS. 
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required, but because we believe that Stakeholder Community expertise is necessary to 
get to the best outcomes for BenefitsCal and Californians. 

A source of insights: Advocacy groups, CBOs, and Community Assisters work closely with 
vulnerable communities and know well the challenges they face and the context in which 
they are applying for benefits. In Section 4.2–UA3, we discussed how we engage these 
groups to help us understand usability and experience challenges. These Stakeholders also 
can help us identify the awareness and adoption challenges facing their residents and 
provide valuable input on the best ways to reach those audiences.  

A unique channel: Stakeholder Community groups work directly with the users we are 
trying to reach. They can provide access for research purposes to ensure we hear directly 
from our target audiences. Moreover, they themselves communicate directly with those 
audiences. Core to our strategy is empowering Stakeholder Community groups with 
effective messages and resources so they can drive awareness and adoption in every 
interaction they have with current and potential BenefitsCal users.  

Our efforts in stakeholder engagement are led by our User Centered Design Lead, 
Kendrick Lim, as part of the Collaboration Model and UCD approach, and supported by 
our Public Communications Lead, Madeleine Loftus. Because we understand these 
relationships are absolutely critical to the Consortium, Lisa Salas, our Project Manager, will 
provide regular oversight and guidance to ensure the smoothest possible management of 
these relationships.  

4.4.4.1.1 Aligning on outcomes, a proven approach 
Engaging with the Stakeholder Community is not easy. These organizations are passionate 
about the people they serve, but often lack a deep understanding of the policy, budget, 
or technical constraints that get in the way of the improvements they request. When they 
don’t understand where progress is being made, or they feel like they are not being 
adequately engaged, they create public outcry on behalf of the people they serve. This 
can be disruptive to progress and further degrade public trust.  

Fortunately, the core goal of these groups is absolutely aligned with the goals of the 
Consortium, BenefitsCal, and Accenture: we all seek to get Californians the benefits they 
are entitled to, through a process that is simple and efficient.  

Through our experience in other states and with the federal government, we found that 
improving relationships and perceptions of advocates, CBOs, and community assisters  
starts with clearly articulating the shared goals, agreeing to key metrics that help show 
progress towards those goals, and then transparently sharing progress and obstacles. This 
starts with creating visibility and soliciting input on the five-year strategic plan for CalSAWS. 
We will work with the Consortium to create an appropriate process to solicit input from the 
Advocacy and Stakeholder Communities as part of the annual adjustments, and be 
transparent with them about the finalized plan. 

As discussed in UA8, we will engage in a process of alignment during the Transition-In 
period. Stakeholder Community groups will be critical participants in that process. The 
team will begin with Discovery—familiarizing themselves with historical feedback and 
communications from and with Stakeholder Community groups and conducting 1:1 
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interviews with core stakeholders to understand the current state of the relationship from 
their perspective. We’ll synthesize those findings with the findings from counties and 
Consortium stakeholders and share the current state and insights around improvement 
areas in a collaborative session.  

We then facilitate the creation of shared goals, objectives, and KPIs through the 
process detailed in UA8. Shared goals are future focused around our shared 
vision. A shared goal might be “increased participation of benefits programs.” 
These goals are then broken down to measurable objectives about how we 

might increase awareness in under-enrolled groups or remove barriers to online 
application. Goals are then decomposed into concrete KPIs, with measurement strategies 
and a reporting cadence. Decomposing measurement in this way has many benefits: 
• Aligns stakeholders around a common vision and builds buy-in and trust for the 

measurement strategy 
• Shows the interdependency between different touchpoints across the benefits lifecycle, 

enabling more end-to-end thinking as enhancement and outreach decisions are made 
• Identifies limitations in measurement and can create strategies to close those gaps 

4.4.4.1.2 Learning from the Stakeholder Community 
As discussed in Section 4.2–UA3, the Stakeholder Community provides critical input to 
identify improvement points in the application. In UA9, we discuss how those same groups 
help us understand the mindsets of our target audiences, the core gaps in awareness, the 
messages that will reach those groups, and the most effective channels for those messages. 

During the Transition-In phase, as we build towards the Marketing and Public 
Communications Plan, Stakeholder Community groups will play a critical role in the 
following ways: 
• Sharing insights about target user groups 
• Providing access to research participants 

or conducting research on our behalf 
• Understanding the communication 

channels they use to reach their 
residents, and what materials and 
support will be necessary to mobilize 
those channels 

• Identifying audiences where we have 
gaps in direct communications—and 

then identifying additional stakeholder 
organizations that might help fill those 
gaps 

• Helping to identify additional 
organizations that should be engaged as 
part of the Stakeholder Community 

• Working with Lucas Public Affairs to 
validate and identify diverse media 
outlets that are trusted by our hardest-to-
reach audiences 

Once Transition-In is complete, Stakeholder Community groups will be engaged through 
the Collaboration Model and UCD process. These groups will serve as primary contributors 
to generative research throughout the process, keeping our understanding fresh and 
helping identify new or emerging awareness and adoption issues. Stakeholder Community 
groups will also contribute extensively to evaluative research, providing feedback on 
proposed strategies and draft outreach and communication content.  

Following, we highlight our work with Ohio Benefits, where we worked closely with the 
Stakeholder Community to improve service delivery to Ohioans. Together, we prioritized 
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messages. Whether via email, on their website, or through in-person interactions, this 
approach not only maximizes the number of contacts key audience members receive, it 
also leverages trusted voices that will have the most weight and credibility with our hard-
to-reach audiences. Additionally, this support model continues to build trust with the 
Stakeholder Community groups themselves—improving their perception of BenefitsCal. 

This approach has been successful even on very sensitive issues with traditionally hard-to-
reach audiences. In Figure 4.4-11, we share the story of our successful approach in 
Arizona, reaching Tribal Communities to increase awareness and protect them from fraud. 

4.4.4.1.4 Change management and other support channels 
An important element of building adoption and improving perception is to have sufficient 
training and support materials so that users are aware of changes, understand how to 
navigate, and can quickly get their questions answered.  

We believe the best solutions are simple, easy to use, and have support built in along the 
way so people can solve their problems in real time. As part as our ongoing enhancements 
and innovation process, we will work to improve the usability of the application, the inline 
help content, and the chatbot so most questions can be answered quickly and without 
help from a county worker, or other assister. Section 4.2–UA3 and Section 4.3–UA5 and UA6 
provide more detail about our proposed improvements and innovations. 

During Transition-In, among the questions we will seek to answer through our user and 
stakeholder research, is which areas require additional training and instructional 

Figure 4.4-11. In Arizona, collaboration with TribalCommunities is driving awareness on 
fraud prevention. 
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materials while other usability improvements are being developed. We will build a 
backlog to be prioritized with the Consortium to create clear, concise educational and 
instructional materials and to hold webinar and trainings to close those usability gaps. 
Where webinars are necessary, they will have live captioning for accessibility, and be 
translated in multiple languages. 

As new enhancements are planned and developed, we will work with stakeholder groups 
and users to determine the appropriate change management and training plans. After 
releases, we will solicit feedback on the effectiveness of those materials and incorporate 
that feedback into future releases. 

4.4.4.1.5 Transparent communication and ongoing feedback builds trust 
It is important that we evaluate the effectiveness of our engagement strategies and 
continuously improve. On an annual basis, we will collect input from stakeholders on how 
the Collaboration Model and UCD processes are functioning. We will synthesize their 
feedback and make recommendations for improvements. This commitment to improving 
and direct feedback builds trusts and gets us all to better outcomes. 

Additionally, we believe regular updates on the progress of application evolution and 
innovation, as well as any issue resolution, is an important component of building trust and 
improving perceptions. We report on metrics and also on status of items in development and 
in the backlog—so Stakeholder Community groups have clear expectations on progress. 

  






