STATE OF CALIFORNIA—HMEALTH AND WELFARE AGENCY

DEPARTMENT OF SOCIAL SERVICES
744 P Street, Sacramento, CA §58

November 3, 1987

ALL-COUNTY LETTER NO. 87- 146
TO: ALL COUNTY WELFARE DIRECTORS

SUBJECT: ELECTRONIC DATA PROCESSING (EDP) APPROVAL PROCESS DURING CHILD WELFARE
SERVICES (CWS) FEASIBILITY STUDY REPORT (FSR) DEVELOPMENT

The Department of Soecial Services has been legislatively mandated to choose the
best alternative to improve the amount, accuracy and timeliness of Child Welfare
Services (CW3} information available to County and State program managers and
staff. A feasibility study to accomplish this goai 1s currently underway.

While we cannot predict the outcome of this study, it is timely to review the
process for State approval of requests to develop new electronic data processing
{EDP) systems. This is especially imporiant so that current actions do not
either unnecessarily restriet statewide options in the future or have adverse
programmatic or fiscal outcomes for Counties or the State.

The current EDFP approval process will continue to apply to the development of
all County information systems inecluding CWS information systems. This process
is designed to assure Federal and State funding of locally developed EDP systems
and to make sure that the best possible "good business" decisions are made
through the partnership of State and County managers., The EDP approval process
consists of the review of a County-prepared Advance Planning Document to:

1, Validate the need and objectives of automation.
2. Ascertain that all viable alternatives are explored and costed out.

3. Confirm that the recommended alternative represents a good business decision
when comparing costs to expected benefits and that payback of system
development costs will occur within a reasonable period of time.

These steps are specified in the Manual of Policies and Procedures, Division 28.

In applying the current EDP approval process to County requests to develop,
enhance, or expand (e.g., increase or improve hardware, communication lines,
etc,) CWS information systems, the following considerations will be used in
making the determination that the proposed system is a good business decision:

1. Given the estimated timeframe that it will take to complete the departmental
study and implement the recommended alternative, the reasonable payback
period that will be used for County CWS Information systems will be
approximately four years. As implementation of the recommended alternative
grows nearer, the payback period will be shortened appropriately.




2. {Changes in the share of County EDP charges resulting from discontinuance of
a County's (W3 system upon the implementation of a statewide CWS system must
be spread to all remaining users of the County data processing center and
will not be a claimable CWS cost.

3. The urgency of County need for an automated information system must be
Jjustified,

State staff from the County Approvals Section (CAS) and the Adult and Family
Services Operations Bureau (AFSOB) will be available to work with staff from
Counties planning to develop a system while the Counties and this Depariment
determine the best course to take on & statewide basis,

In conducting the feasibility study, we have been calling upon the Counties and
CWDA for help. Possible alternatives for a statewide CWS case management system
include:

1. New development of a centralized, statewide system utilizing existing State
or commercial communications networks, e.g., using existing Case Management
Information and Payrolling System (CMIPS) hardware and transmission lines
{not scftware).

2. Use/modification of an existing County~based system as the centralized,
statewide gystem, e.g., Social Services Reporting System (SSRS).

3. Continuation of individual County-operated system with linkage to the State.

We are looking forward to the development of a much improved information source
to meet the diverse needs of staff, managers and elected officlals at the State
and County level. ‘

If you have any questions, please contact CAS staff at (916) 323-4305 or
Ms. Claudia Alstrom in AF30B at (916) 323-3339.
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