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cQ1 The Results Group 

I. Introduction and Executive Overview 

1.1 The Central Applications Unit 

The Central Applications Unit (CAU) resides within the Center for Health Care Quality (CHCQ) of the 
California Department of Public Health (CDPH). CAU was established to centralize the processing of 
health care facility applications for state licensure and federal certification. The goal of centralization is to 
standardize the licensure application process and to ensure that the review of these applications is 
completed in a consistent and timely manner. Initially, CAU centralized seven facility types - primarily 
long term care (LTC) facilities such as skilled nursing homes. This has been the focus of CAU to date. 
Applications for other facility types continue to be processed at the 15 CHCQ District Offices (DOs) located 
throughout California. 

1.2 The CAU Program Assessment and Redesign Project 

This project was initiated in order to: 

Conduct business process redesign in CAU, first assessing the "As-ls" work processes, then 
developing a vision of the "To-Be" state in which those processes would be streamlined. 

Describe a revised CAU organization that would expand its focus to include processing 
applications from all health care facility types under the auspices of CHCQ. 

Develop a conceptual model of the expanded CAU organization, including redesigned work 
processes, organizationa_l structure, and staffing. Include in the conceptual model an approach to 
data collection, performance management, technology support, and staff training. 

Phase One. In the first phase of the project, The Results Group conducted an in-depth analysis of CAU 
work processes, structure and staffing, use of data and technology, performance management, and staff 
development processes. The findings from this analysis are presented in a previous report, Licensing and 
Certification - Central Applications Unit "As-ls" Business Process Analysis Report, dated January 20, 2014. 

In the final weeks of Phase One, CDPH management recognized that the information brought forward and 
the findings from the assessment called for a slightly different approach to Phase Two. Rather than the 
consultants continuing to take an "outside expert" approach, leading to the presentation of findings and 
recommendations, the organization would be better served by the consultants working with CAU staff 
and CDPH management to develop a shared vision, revised work processes, and so forth. Thus the 
organization itself would develop the "To-Be" vision, rather than receiving recommendations from the 
consultants. This approach was expected to yield not only a better redesign, but stronger buy-in from the 
organization and greater ability for management and staff to implement the new design. The Results 
Group heartily supported this new approach, and upon completion of the project, observes that it has 
indeed yielded those expected benefits. 

Furthermore, it became clear that there is internal and external demand for immediate progress. Thus 
Phase Two focused on moving the organization forward quickly to improve business processes and begin 
immediately to pursue centralization and standardization, while also building toward a comprehensive 
vision of the redesigned organization . 
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Phase Two. In work sessions with CAU staff and CHCQ management facilitated by The Results Group, the 
following were established as the mission and objectives for the future CAU organization, which will be 

expanded and renamed the "Central Licensing Branch" (CLB) . 

The mission of the newly envisioned CLB is to ensure standardization of all facilities licensure 
application processes - to verify that the review of these applications and ownership 
compliance history are done efficiently and consistently and issue licenses to approved facilities . 

To accomplish this mission, the following objectives were identified: · 

Centralize applications for all facility types (initial application, change of ownership, etc.) . 

Centralize the issuance of all facility licenses. 

Increase consistency of facility assessments and recommendations for licensure. 

Expand the availability and accuracy of data for application reviews and approvals . 

Leverage enabling technologies currently available to CAU. 

Expand automation, including electronic workflow management and "paperless" systems. 

1.3 Conceptualizing the New Organization 

To accomplish this expanded mission and objectives, CHCQ management developed a vision and outline 
of a CLB organization with increased staff capacity and a broader range of expertise . In the "To-Be" vision, 

the organization's responsibilities will include: 

Centralize health care facility licensing for all facility types, including processing initial 
applications, renewals, Change of Ownership applications, and so forth . 

Coordinate the complete facility licensing processes from receipt of the initial license application 
package, through the on-site survey conducted by the local DO, to final issuance/denial of a 

facility license. 

Communicate and coordinate the processing of licensing of facilities throughout the CHCQ and 

with all stakeholders . 

Establish performance objectives and track organizational performance against those objectives. 

Leverage enabling technologies and automate the workflow where possible. 

The current CAU organization is staffed as follows: 

A. Two Progra m Technicians II (PTII) - Support Staff 

B. Five Associate Governmental Program Analyst (AGPA) - Business Analysts 

C. One Retired Annuitant AGPA (half time) 

D. One Staff Services Manager I (SSMI)- Manager/Supervisor 

The following page illust rates the current CAU organization compared with a preliminary organization 


chart for the new CLB. 
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Additiona l AGPAs and SSAs to process the increased volume of applications (from fac ility types 
current ly being processed by DOs) . 

Specialized functions/positions providing the expert ise needed t o: 
Fu lly assess and evaluate appl ications for all faci lity types (including knowledge of legal forms and 

requirements). 

Provide t he requ ired information to the public (including online pu blic access to information 

regarding facility ownership). 

Support the Help Desk staff to answer detailed questions and resolve stakeholder issues. 

Coord inate with DO's to obtain fin al license approval or denial. 

Design, implement, t rack and report performance metrics. 

Implement rigorous project management processes to ensure t hat the enti re licensure process is 

conducted in an efficient, time ly, and cost-effective manner. 

For example, in the new CLB organization two experienced Health Program Specialists will provide 
much need expertise in the fo llowing areas: 
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Determining if the facility application specification of services meets the gu1 eli nes of statute and 

regulations for the specific type of facilities. 

Verifying compliance with staffing requirements for each facility type. 

Reviewing resumes of Facility Administrators, Registered Nurses, Director of Nursing, etc., to ensure 
that they meet the requirements. 

Reviewing facility space and location requirements. 
J:.,.;,4a, 7o A,-&l'$it...5 (?:<{c;;,c.c'5,5 

An experienced legal person would review legal documents such as : 
Leases, sub-leases and sub-sub-leases 

Deeds 
Assignment and Assumptions 

Management Operating Agreements 

Transfer Agreements 
Hospital Transfer Agreements 

Bankruptcy documentation 

Verification of monies being transferred 

Hostile Take overs 

Purchase agreements 

Denials 

Compliance History 

Appeals 

A full-service Help Desk to provide initial interface with the public and stakeholders. 

• 	 A management structure to provide the necessary leadership, oversight, and support to staff for 
the full range of CLB functions. 
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II. Work Process Changes 

2.1 Description of Envisioned CLB Process Flows 

CLB To-Be Business Process Workflow 
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Note: * CMS - Survey and Certification Group Special Focus Facilit y (SFF) Program Scoring Methodology and Stat e Operations Manual (SOM), 42 

CFR §483 and §488, Survey Requirement s for States and Long Term Care Facilities, and Survey, Certification, and Enforcement Procedures. 
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2.2 Process Detail Grid 

Below is a high level description of the CLB "To Be" Business Process Flow. 

CLB License Application Intake, Review, and Approval/Denial of the health care facility 
license 
Applications; monitoring of survey processes; issuance/denial of facility licenses 

Process Name 

Implement the CLB Future-State (To-Be) leveraging opportunities to enhance current 
practices, resolving duplication and redundant processes; centralize licensing processing 
from receipt of initial application or CHOW through issuance/denial of the facility license 

Purpose , • 

Defines the processing of licensing applications by the envisioned CLBDescription 
Current processes being used by CAU and DO's when making informed decisions 

regarding approval/denial of the facility license application, will be c;entralized. 

Survey results will be shared and tracked by CLB. 

CLB will maintain the single authoritative version of facility application file. 

Licenses will be issued by CLB. 


Assumptions 

CAU and DO staff are currently not working consistently (e.g., variances in workflow and 

decision to license/deny). 

Insufficient on boarding, process and procedure training for management and staff. 

Out-of-date regulation, policy and procedure documentation. 

Systems not working together to share information and not collecting all data that is 

required of the CAU staff to effectively perform their duties; e.g., ASPEN, ELMS, HALS. 

Work process redundancies; duplicity of work with in CAU and DO's. 


Too few staff to meet demands of the current and future workload. 


Start Process Trigger Facility application package (initial or CHOW) is received from prospective licensee. 

Renewal of facility license is required. 
Certification for Medicaid/Medicare participation is required. 

Completion Indicator All activities have been successfully completed by the CAU department staff and DO 

surveyors. 
Plan of Corrections items have been resolved (if needed). 
Application for licensing has been approved or denied by management and licensee 

requester has been notified of licensing decision. 

,-~ey Roles and Key roles and responsibilities for the To-Be future state are currently being defined. 

Responsibilities AGPA: responsible for license application documentation and compliance reviews. 
PTII: responsible for all license application intake activities. · 
SSMI: responsible for final review of license application and approval/denial of license 
decision. 

Major Inputs/Outputs Inputs 

• 	 License application packages: Initial 
license and Change of Ownership 
CHOW applicat ions 

• 	 CAU Checklists 
• 	Application required documents 
• 	 Notification Letters 

• 	Compliance History reports 
• Site survey documentation when 

completed 
• 	 Plan of Corrections and 

Recommendations 

Outputs 

• 	Completed application package 
• 	Approval/Denial of license 

Licensee requester is notified of 

approval/denial decision 
• 	 License is issued 
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Forms, and ReportsUsed 

·systems Used 

..O.uarititative Measures 

Forms Reports 

• Compliance History Reports : 


HS21SA) 

• Initial applicat ion & CHOW (HS200, 

- ELMS Compliance Summary 

• HS309, CDPH 325 - CAU History Report ("G" drive): data 

CAU Checklists - by facil ity type (futu re captured from ASPEN 


version will inc lude links to policy 
 - AS PEN 


information) 
 • 	Site survey reports 

• 	 Site survey summaries 
• 	 Plan of Corrections forms 

• 	 ASPEN: Automated Survey Processing Environ ment; Federal system 
• 	 ELMS: Electronic Licensing M anagement System; State system 
• 	 HALS: Health Application Licensing System; CDP H system 
• 	 HFCIS: Health Faci lities Consumer Information System; CDPH system 

• 	 Performance measure have not yet been determined 
• 	 Staff rol es and respons ibil ities need to be revis ited 
• 	 New metrics and t ools need to be designed and implemented 

Need t o develop too l (tickler file) t o t rack and monitor Plan of Correct ions activity 

2.3 Summary of CA.LI to CLB Process Changes 

A. 	 CAU will be renamed CLB and will address the licensing of all hea lt h faci lity types. 

8. 	 CLB w ill continue to process the current ly-designated Long Term Care {LTC) fa ci lity types. However, 

the review and approval of all initial and CHOW app lications for t he faci lity types current ly 

processed by the DO (approximant 23 faci lity types) w ill be phased into the CLB over the next 

twelve to eighteen month period . 

C. 	 The first phase w il l include all LTC "Change" types (CHON, CHOL, CHOB, CHOS, etc.) that are 

current ly processed by t he DOs. 


D. 	 The subsequent phases w ill focus on centrali zing the review and approva l of initia l and CHOW 


app lications and other "Changes" fo r all rema ining faci lity types. 


E. 	 The CLB intake of initia l and CHOW license appl ications wo rkflow will remain unchanged; however, 
as the processing of more licen se and CHOW applicat ions for add itiona l facility types is centra lized, 

t he volume of t ransactions will increase and new functional ity w ill be incorporated into the CLB. 

Most activities w ill con ti nue to be paper-based for the short t erm, as t here are plans to d igit ize or 

automate many of these processes over the next twe lve to twenty-four month period . 

F. 	 The DO surveyors w ill rece ive copies of the approved Initia l and CHOW appl ications, as t he orig inal 

app lication file w ill stay with the CLB. Future license appl ication documents w ill be digitized and/or 

automated for on-line access by the D.O. su rveyors and the CLB staff, thus saving costs of copying 

and ma iling approved applicat ion packages. CLB will ma inta in the authoritat ive facility licens ing file . 

G. 	 Cop ies of on-site survey resu lts will be sent to t he CLB for tracking purposes and follow-up, where 
needed. If a Plan of Correct ions is not requ ired the surveyor will send CLB the ir recommendation to 

approve/deny t he licen se and/or cert ification . 

H. 	 If a Plan of Corrections documenting ide nt ified deficiencies and remed iation of those deficiencies is 

requ ired, the surveyor will notify the CLB. The CLB w ill track and mon itor all Plan of Corrections 

fol low-up activities, as determ ined using the Centers fo r Med icare and Medica id Services (CMS) 

"Scope and Severity" leve ls, and State Operations Manua l (SOM ) Appendix Q- "Guide lines fo r 

Determining Immediate Jeopardy" triggers . 

I. 	 All facility licenses wi ll be issued by the CLB. 
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J. 	 With centralization of all license and CHOW application processing, the CLB will provide:.the CHCQ 
with the ability to 

Establish performance objectives and timeliness associated with the processing facility licensing and 
CHOW applications. 
Implement a consistent approach to data collection . 

Improve accuracy of data collected in the licensing database and reporting against the performance 

objectives. 


K. 	 CLB will apply technical and human resources in an effective manner to meet increased demands 
and projected performance objectives. 

L 	 Recruiting/Hiring additional staff by CLB will be determined based on the increased workload 
demands due to phasing in additional facility types . 

M . 	Addition space will be needed for additional staffing, and also a file room will be needed until all 
files are digitized. 

N. 	 Additional online electronic file storage will be required. 

CAU Program Assessment and Redesign Project - Final Report 8 
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- fi 
2.4 Detail of CAU to CLB Process Changes 

[ 

r 

[l 

Activity Activity Description Future Roles and Process Function Input-Output 

Responsibilities (Manual, Automated, 
D1g1tal/Scanned) 

Future CLB Input:Future Description : Phase I: Future Process: 
Activities: Receipt of license 

It is envisioned 

All Initial and CHOW applications The process will beCLB will be responsible for 
application. 

that most CLB 
processing all Initial license and for LTC facilities will be mostly automated, 

enabled by electronic 
activities will be 

all license change applications. centralized and processed by the 
document processingCLB will oversee site-survey CLB staff. Output: 

Corrective Action Plans and Receipt of Initial or CHOW: functionality andautomated. Complete set of 
PTII - performs all application leveraging automatedrecommendation follow-upMost paper will license 

workflow applications.activities. intake Activities preparing thebe digitized. application
CLB will review the final file for AGPA review. 

documents. 
AGPA - Ana lysts are responsibleapproval/ denialOrgan ization & Issuance of 

recommendations provided by for reviewing/analyzing theStaffing: facility license. 
license and/or CHOW applicationthe D.O. Notification ofThe need for 

CLB will issue licenses or denial documents. license denial.additional staff 
letters. SSMI - responsible for final Plan ofand new staffing 

application review and Corrections withclassifications 
Organization & Staffing: approva"i/denial decision . follow-upwill be 
All activities will be separated 

recommendationsdetermined 
into the following major Subsequent Phases: All 

based on newly 
business units within CLB: additional facility types will be 

defined roles 
phased-into and processed byLong Term Care (LTC) Unitand 
the Central Licensing BranchAll other Facilities Type Unitresponsibilities, 
(CLB)

Special Functions Unit 
transactions and 
span of control. 

volume of 

Receive Initial Input:Future Process:Future Activities: CLB staff roles and 
license and/or responsibilities will be ApplicationReceipt of Initial and CHOW This is currently done
CHOW appropriately assigned to the package for initia lmanually, with theworkflow will remain 
application following business units: license or changeunchanged; exception of using ELMS
package. Long Term Care (LTC) Unit to current license 

All other Facilities Unit 
Search ELMS for existing to enter Initial (new) 

status. 

information: 
information or validatelicensee and facility 

Special Functions Unit and update existing 
Assignment of roles and CHOW information.Enter Initial/New license 
responsibi lities will beapplication information, or Future processes will 

Validate CHOW - existing determined. leverage digitized 
,, It is anticipated that the Staff documents andlicense information. 

Services Analyst classification willFuture paper documents will be automated workflow 
digitized and many activities be used throughout CLB. applications. 
will be automated using Initially, ELMS will be 
automated workflow used to enter Initial 
applications. Appl ication information 
Additional facility types and and update the 
license change Activity w ill be CHOW/existing license 
gradually phased into CLB. information. 
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Activity Activity Description Future Roles and Process Function Input-Output 

Responsibilities (Manual, Automated, 
Digital/Scanned) 

Date stamp all Input:Future Activities: Future Process: PTII ensures all documents are 
forms and dated and tracked to correct LicenseAll incoming forms and Date stamp to be
documents application file. application with 

Assignment of roles and 
documents must be date- electronically generated 

forms and 
responsibilities will change as 

on incoming forms and stamped using the date of 
documentsreceipt. In the future, documents t hat are 

' automation and specialization required for the 
electron ically w ill be 
applications submitted submitted electronical ly . 

are introduced into the CLB. Initial & CHOW 

automatically date stamped. 
Paper documents will be 

facility type scanned and 
1, 

automatically data 
stamped. 

HS200 data Assigned PTII enters the required Input: Future Activities: Future Process: 
entry into ELMS application information: 

HS200 formUsing ELMS open the "Facility" Currently, this 
Details entered include: 

information is manually tab and enter the required 
Appl. Received date. 

entered into ELMS fromdata. 
Type of application. 

the HS200 paper-based 
Click applicable licensing and

It is envisioned that this Activity document.
certification checkbox. 

will be automated and/or Document will be 
Select status drop box ­

digitized. scanned when received, 
"Application pending approval." 

or data may be 
Enter status date. 

automated and entered 
Select DO representative. 

by applicant via 
Enter AGPA to whom the 

electronic form and sent 
application is assigned for 

directly to CAU .
review. 

Process PTII processes this manually and Input: Future Activities: Future Process: 
application fee carries payment and form to 

HS200 form withAttach payment to copy of Automated via scanning, 
(if applicable) GFAU . 

fee payment HS200 and forward this to digitizing and automated 
Assignment of roles and 

GFAU . workflow applicat ions. 
responsibilities will be 

It is envisioned that this Activity ' determined.: will be automated and/or 
digitized. 

Set up new file PTII is responsible for setting up Input:Future Activities : Future Process: 
folder, matching new or updating existing license 

LicenseIt is envisioned that this Activity Automated via scanning, 
facility type to application file-folders; includes 

application will be initially digitized and digitizing and automated 
color-coded al l activities required to 

packagesupported by SHAREPOINT workflow applications.
folders; or complete the set-up of the file-

software. It is envisioned that
Update existing fo lder. 

this will be fully automated 
CHOW file Assignment of roles and 

through the use of an
folder. responsibilities will be 

enterprise content 
CHOW is not an determined as automation and 

management system. 
"initial" license specialization are introduced. 

application, but 

requires 

completion of 

application 

document. 
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Activity 

AttachfI 
Tracking/Control 
Route Sheet to 
front of file 
folder. 

f 

Print "Secretary 
of State" and 
other 
documentation 
that provides 
licensee 
application 
entity details 

Process 
fingerprint 
clearances (if 
applicable) 

J 

Activity Description Future Roles and Process Function Input-Output 
Responsibilities (Manual, Automated, 

Digital/Scanned) 

Future Activities: 

The Tracking/Control Route 
Sheet tracks the status of the 
application file includes: who 
has accessed the file, and who 
is currently working on the 
application. 
It is envisioned that this Activity 
will be automated and/or 
digitized. 

Future Activit ies: 

Print documents and place in in 
the application file-folder: 
CAU Checklist 
Secretary of State 
Facility profiles for CHOWs 
Acknowledgement l_etters 
Other required forms and 
documents specific to facility 
type and license/application 
request. 
It is envisioned that this Activity 
will be automated and/or 
digitized. 

Future Activities : 


Currently this is required for 

HHA and ICF facility types. 

This activity is to be evaluated 

further for applicability to other 

facility types and individuals. 

This process will be automated 

in the future. 


PTII prints the paper form that is 
currently stored on the CAU "G" 
drive, and places it on the front 
of the folder. 
Assignment of roles and 
responsibilities will be 
determined. 

PTII is responsible for printing 
required documents and having 
them ready when the application 
is being reviewed for 
review/analysis. 
Assignment of roles and 
responsibilities will be 
determined. 

PTII copies and forwards 
fingerprint clearance 
documentation to AGPA (if 
applicable) for HHA or ICF license 
request. 
AGPA uses HALS to gather 
fingerprint information, then 
forwards the file to assigned 
Analyst for completing the file 
review. 
Assignment of roles and 
responsibilities is determined. 

Future Process: 

It Is envisioned that this 
activity will be initially 
digitized and supported 
by SHAREPOINT 
software. It is envisioned 
that this will be fully 
automated through the 
use of an enterprise 
content management 
system and enabled via 
an Automated Workflow 
system. 

Future Process: 

It is envisioned that this 
Activity will be initially 
digitized and supported 
by SHAREPOINT 
software. 

Input: 

Tracking 
Control Route 
Sheet 

Input: 

Secretary of State 
document 

Future Process: Input: 

To be determined: Fingerprint 
combination of process clearance form. 
functions. 
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Activity Activity Description Future Roles and Process Function Input-Output 

Responsibilities {Manual, Automated, 
Digital/Scanned) 

Hand-off PTII is responsible for preparing Future Process:Future Activities: 
the application package file forlicensee 

Staff reviews file to ensure all It is envisioned that this
application file review by the AGPA; and then, 

Activity will be initially documentation and forms are 
to assigned notifies AGPA that file is ready to 

digitized and supported available for AGPA to review
AGPA. be reviewed/analy-zed. 

by SHAREPOINTfile, and gives file to designated 
Assignment of roles and 

software. It is envisionedAGPA. 
responsibilities will be 

It is envisioned that this Activity that this will be fully 
determined. 

automated through the 
digitized. 
will be automated and/or 

use of an enterprise 
content management 
system and enabled via 
an Automated Workflow 
system. 

AG PA receives AGPA is responsible for Input:Future Process: Future Activities : 
application reviewing and 

LicenseAGPA uses printed checklists to It is envisioned that this
package file and reviewing/analyzing the 

applicationActivity will be initially ensure all required documents 
begins the information provided for 

packagedigitized and supported and forms are correctly placed 
review & Initial/CHOW license.

and in the file. by SHAREPOINT
analysis process. Information must be complete 

CLB designated staff will software. It is envisioned
and accurate. 

continue to use the checklist to that this will be fully 
Assignment of roles and 

ensure all required documents automated through the
responsibilities will be 

and forms are complete and use of an enterprise
determined

placed accurately in the file. content management 
It is envisioned that this Activity system and enabled via 
will be automated and/or an Automated Workflow 
digitized. system. 

Provider AGPA reviews the claim Input:Future Activities:: Future Process: 
Enrollment documentation and notifies 

Medi-calAGPA processes the exemption It is envisioned that this
sends CLB AGPA DHCS of approval/denial for 

exemption package: Activity will be initially 
Medi-Cal exemption, and files paper-based 

package, DHCSReviews documents to confirm digitized and supported 
exemption file with CLB.

provider meets requirements 6201by SHAREPOINT
package, DHCS 

supporting the claim of software. It is envisioned
6201 (if 

exemption. that this will be fully Output:applicable). 
It is envisioned that this activity automated through the 

Completed Medi­
will be automated and/or use of an enterprise 

cal Exemption 
digitized. content management 

package is filed 
system and enabled via 

w ith CLB 
an Automated Workflow 
system. 

CLB application AGPA maintains a log of their Input: Future Activities: Future Process: 
review status is workload activities. 

Each AGPA keeps one's own AGPA work log isProcess is to be
entered into the Tracking the status of 

currently stored work log that tracks the automated in the future.
AGPA work log. applications will be the

application status they have on the CLB "G" 
responsibility of designated staff. 

drive 

this Activity will be automated 
and/or digitized. 

worked on. It is envisioned that 
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Activity Activity Description Future Roles and Process Function Input-Output 

Responsibilities (Manual, Auto111ated, 
Digital/Scanned) 

Review Office of Future Activities: AGPA reviews this information Future Process: Output: 
Inspector (OIG), 
Google, CMS, 
and other 
Internet 
websites for 
licensee/facility 

Check websites for information 
about the licensee/CHOW 
applicant that would show if 
provider is an eligible/ineligible 
Medicare provider. 

for compliance/non-compliance 
reports that will be used to make 
the license approval/denial 
decision. 

This will be automated 
via the Internet in the 
future. 

Print-outs of 
document 
findings 

r information. 

Prepare Future Activities: AGPA prints and sends (mail or Future Process: Input: 
notification 
letters to license 
requestor. 

Notification letter informs 
designated District Office and 
other individuals that a license 
application has been received 
and is being processed by CLB. 
It is envisioned that this Activity 

email) notification letters. 
Templates are currently stored 
on the CLB "G" drive. 
Assignment of roles and 
responsibilities will be 
determined. 

Process is to be 
automated in the future. 

Letter template 

Output: 

Notification letter 

will be automated and/or 
digitized. 

Review analyze Future Activities: AGPA sends (mail or email) the Future Process: Input: 
all application 
forms and 
documentation 

Review each form for 
completeness. 
If application has deficiencies, 
send requester deficiency 
notification letter requesting 
required information. 
Required review/analysis 

requester a deficiency 
notification letter stating what 
information that is required for 
license approval. 
Assignment of roles and 
responsibilities will be 
determined. 

Process is to be 
automated in the future. 

Letter template 

Output: 

Notification letter 

activity will not change. 
It is envisioned that forms will 
be automated and/or digitized. 

Research Initial Future Activities: AGPA is responsible for Future Process: Input: 
licensee and 
CHOW facility's 
Compliance 
History. 

reviewing the facilities past 
When all forms and documents 

compliance history; this is used 
have been reviewed and are 

to make license approval/denial 
complete and accurate, check 

decisions. 
the facility's compliance history. 

Assignment of roles and 
In ASPEN & ELMS, check all 

responsibil ities will be 
stakeholder compliance history 

determined.
information. If compliance 

A new CLB "Health Specialist 
history passes, indicate 

Unit" will be formed staffed with 
completion on the checklist. 

legal/policy specialists to
If not, notify the manager of the 

facilitate these activities. 
findings. 

Process is to be 
automated in the future. 

Facility's 
compliance 
information 
located in ASPEN 
and ELMS 

Output: 

Print-out report 
of compliance 
history findings 

Compliance History Review will 
not change. It is envisioned that 
this activity will be automated 
and access to information will 
be more user-friendly. 

CAU Program Assessment and Redesign Project- Final Report 13 



C') _! The Results Group 

Activity Activity Description Future Roles and Process Function Input-Output 

Responsibilities (Manual, Automated, 
Digital/Scanned) 

Update Future Roles and Input:Future Activities: Future Process: 
Responsibilities: tracking/control 

ReviewedUpdate the Tracking & Control This is both and manual 
route sheet & AGPA forwards application 

applicat ion Route sheet; and automated process.
give file to SSM. package to SSMI for fina l review 

packageGive the licensee applications Automation will be 
of all documentation and 

file to the SSM I for final review, applied where possible 
research results . Assignment of

completion & sign-off It is in the future Output:roles and responsibilities will be 
envisioned that this Activity will 

Application ready refined. 
be automated and/or digitized. 

for SSM I 
approval/denial 
decision 

Conduct the Future Roles/Responsibilities: Input:Future Activit ies: Future Process: 
final review of Future SSMI does a final review 

CompletedCLB SSMI reviews all This is both manual and 
the Initial or of the application package 

applicationdocumentation in _the licensee automated process 
CHOW before making license 

packageapplication file Process functionality is
application application approval/denial 

Updates the checklist. to be determined 
package decision. 

Activities will not change.
documentation. Assignment of roles and

It is envisioned that this Act ivity 
responsibilities wi ll be revised. 

will be automated and/or 
digitized. 

SSM approves or Future Roles/Responsibilit ies: Input:Future Activities: Future Process: 
denies initial SSMI makes applicat ion 

CompletedCLB SSMI approves the Initial or This is both manual and 
license or license approval/denial decision. 

applicationCHOW application. automated process. 
change 

packageActivities will gradually include 
application. 

all Initial license and Change of 
Output:license requests. 

It is envisioned that this activity Application 
will be automated. approval/denial 

decision is made 

SSM sends SSMI notifies district office of Output: Future Activities : Future Process: 
original application decision; and then, 

Completed SSMI sends applicat ion package Activities will be 
application file sends file to the district office for 

applicationfile to designated DO for site- automated (scanning 
to 0 .0 . for site­ site-survey. 

package survey. and automated 
survey. SSMI or other designated staff 

Changes to this activity: workflow applicat ions) 
will notify the D.0 . application is

Initia l and CHOW application Immediate future: copy 
ready for the site-survey. 

files will stay with CLB, and of the original 
pertinent documents will be application file will go 
copied and sent to the DO the district office; 
Application documents will be original application file 
digitized for on-line access by kept at CLB office. 
designated staff. 

AGPA Updates AGPA updates ELMS, logs and Input:Future Activities: Future Process: 
CLB forms and forms and spreadsheets that are 

Logs andAnalyst updates: Logs and spreadsheets 
systems noting stored on the "G" drive. 

spreadsheetsare stored on the "G"ELMS Tracking/Control Route 
what work have Assignment of roles and 

stored on the CLBsheet and AGPA workload log drive, and will become 
been completed. responsibilities will be revised. 

"G" drive are 
wi ll be updated (application 
Existing software applications automated/electronic 

updated 

work status). Tracking/Control 
and stored on t he 
lntranet's CLB library. 

Route sheet will be automated. 
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Activity Activity Description Future Roles and Process Function Input-Output 

Respon sibilities (Manual, Automated, 
Digital/Scanned) 

District Office Future Act ivities: District office performs survey Future Process: Input: 
completes site-
survey. 

Surveyor performs the site-
survey to make the final license 
approval/denial decision. 
If applicable, the surveyor will 
prepare the Plan of Corrections 
with recommendations for 
correction . 

Activity and (if applicable) a Plan 
of Corrections is prepared by 
facility. 
DO is responsible for 
recommending if a follow up 
site-surveys is needed and 
forwarding recommendat ion to 
CLB. 

Manually performed by 
district office surveyor 
who makes the license 
approval/denial 
recommendation and it 
is forwarded to CLB 

Application 
package 

Output: 

Survey findings 
document; Plan 
of Corrections 
Recommendations 

CLB receives Future Activities: Assignment of roles and Future Process: Input: 
survey results 
from the D.O. 
surveyor. 

This is a new activity. 
DO sends survey results to the 
CLB for Plan of Corrections 

responsibilities will be 
determined. 

This is a new step. 
Functionality type(s) will 
be determined. 

Site survey results 

monitoring and follow-up. If no Tracking and monitoring 
fo llow-up is required , SSM tool (e.g. tickler report) 

makes the final license To Be Developed 
approve/denial decision. 
If there is a Plan of Corrections 
with recommendat ions for 
follow-up, CLB will track and 
monitor DO follow-up activities. 

Site Re-Survey Future Activities: CLB tracks and monitors on- Future Process: Input: 
required? 

YES : DO conducts follow-up 
survey and CLB designated staff 
tracks status. 
NO: CLB proceeds with license 
application decision . 

going Plan of Corrections follow-
up activities; or CLB proceeds 
with licensing decision. 
Assignment of roles and 
responsibilities will be 
determined. 

Tracking and monitoring 
tool , e.g., tickler report) 
to be developed. 

On-site survey 
results 

Output: 

Report of CLB 
follow-up 
activities 

License is Future Activities : CLB staff has authority for final Future Process: Output: 
approved or 
denied. 

SSM approves or denies facility 
Initial or CHOW license request. 

approval/denial of license. If 
APPROVED: CLB staff issues 
license; If DENIED: SSMI notifies 
requestor of denial. 

New process to be 
developed for CLB. 
Functionality will be 
automated in the future. 

Facility license; or 
Notification of 
license denial 

PTII completes Future Activities: Future activity assignments are Future Process: Output: 
the license 
application 
process. 
Future State: 

PTII currently makes copy of 
original application file and files 
the copy with CLB. 

to be determined. 
Copy of paper-based 
application package is 
filed with CLB . 
Phased-in functions : 

Completed 
application 
package is stored: 
With CLB, or

Current activities 
In automated/Original file will be kept

may be placed 
electronicwith CLB

under the 
applicationCopy of file will be sent

"Special 
to the district office for

Functions Uni t. 
survey 
On-going process and 
functionality will be 
determ in ed . 
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Ill. Roadmap for the Centralization of Licensing (All Facility Types) 

3.1 Purpose of the Roadmap 

The Results Group worked with CAU staff and CHCQ management to outline a " roadmap" to achieve the 
objectives delineated in Section I above. The following summarizes this path forward, and subsequent 
sections of this document describe in greater detail the key components of this roadmap. 

3.2 Steps to Achieve the CLB Objectives 

Centralize all Initial and CHOW applications, and otherfacility filings for the current seven facility types 

processed by CAU. 

A. 	 Transfer from DOs to CLB all activities and responsibilities for processing of initial appl ications, 
CHOWs, and other facility filings submitted for the seven faci lity types currently centralized under 
CAU. 

8. 	 Develop checklists, procedure manua ls, and other process documentation necessary to efficiently 
and consistently process the new transactions. 

C. 	 Hire at least one additional AGPA and two Staff Service Analysts (SSA) to process the increased 
workload. 

Develop CLB organizational capacity and governance. 

A. 	 Identify organizational skills and capacity needed to accomplish the centralization of al l facility 
types. 

B. 	 Clarify roles and responsibilit ies of the CLB and staff in the DOs once application processing is 
central ized. 

C. 	 Identify needed skills, knowledge, and abilities (SKA) needed by CLB staff to process additional 
facility types as they become centralized. 

D. 	 Identify required staffing levels necessary to meet CLB performance goals and licensing activities 
as additional facility types become centra lized. 

E. 	 Identify and meet CLB training needs, and design a career path for CLB employees. 

F. 	 Conduct skills, knowledge, and abilities ()SKA) assessment of current staff, identify gaps between 
current SKA and the necessary SKA for the CLB and its expanded functions. 

G. 	 Develop training curriculum for onboarding new staff, and as needed to improve existing staff 
competencies - this includes identifying training resources internally and externally, developing 
training methodologies and venues, etc. 

H. 	 Continual ly monitor and adjust process and practice tools and technologies. 

Leverage existing technologies. 

The future License Application and Validation system, described below, will include functionality to 
allow CDPH to meet both California State facility licensing program requirements and provide the 
federa l facility certification components as required by the Patient Protection and Affordable Care Act 
(ACA). While planning for and acquiring these new technologies, the following steps will allow CLB to 
utilize existing technologies more effectively and build toward a more r9bust information technology 
system. 
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eorganize the existing-Internet and Intranet web environments so th-at required information can 
be stored, protected and retrieved efficiently. 

B. 	 Create electronic procedure manuals and checklists to be stored on li ne (defining the processing 
steps for each faci lity and application type - from initial application, to CHOWs, etc.) . 

C. 	 Deve lop st andardized letters and notices that w ill be used by all staff t hroughout t he fac ility 
licensing processes, and wil l be sto red online. 

D. 	 Use CDPH SHAREPOINT techno logy to store scanned facil ity app lication packages in a predefined 

fi le folder environment. (Note: this will position CLB to take full advantage of future Enterprise 
Content Management solutions). 

E. 	 Develop and expand access to portals t hat can be leveraged by CLB staff. 

F. 	 Update current phone routing system and instructions. 

G. 	 Estab lish an Automated Help Desk environment. 

H. 	 Work with t he CDPH IT orga nization to update ELMS: 


Update data entry screens. 


Update ability to search and report on ownership information for comp liance reviews. 


Add additional reporting capabilities to ELMS. 


Capture data and implement Performance Management Processes. 

A. 	 Develop processes and procedures for the newly centralized licensing and certification work load 
to be processed in a t imely and consistent manner. 

B. 	 Estab lish performance objects and capture and report data pertaining to them. 

Centralize Initial and CHOW Applications for remaining Facility Types. 

A. 	 Plan the centralization of all License and CHOW reviews and approvals. 

B. 	 Sta ndardize CLB processes for exist ing facil ity types. 

C. 	 Add addit iona l st aff to CLB as workload increases. Current est imate is that one SSM I, seven 

AGPAs, two SSAs, and one PTII wi ll be needed . 

D. 	 Based on 2014 license appl ication and CHOW transactions data in Appendix A, CHCQ leadership 
will determine the order of centralization for the remaining in itial and CHOW facility type 

appl ications . The foll owing illust rates a possib le approach to facilitation of the rema ining Initia l 
and CHOW fac ility type app lications: 

Start with the simp lest and easiest facility types processed by a DO that has well-developed 

procedures and practices in place. 


Develop: Check lists" and refine regulations, procedures and policies . 


Identify required staffing levels necessary to meet CLB performance goals and licensing activities 


Acquire and tra in resources. 


Identify key performance indicators that need to be collected and discuss why these are 

important to col lect. 


Create non-intrusive process for col lecting, ana lyzing and reporting status and performance 

indicators. 


Modify process and practices to improve performance. 


E. 	 Continue unt il all faci lity types initial and CHOW applications are centralized. 
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1\f. New CLB Organizational Capacity and Governance 

The following chart (also presented in the Introduction above) illustrates the current CAU organization 
chart, as compared to a preliminary organization chart for the new CLB. 

Current State Future State 
CAU CLB 

Manage, SSM Ill 

I 
I I I 

SSMI 
Supervisor 

PT II 

Man.igerSSM I Manager SSM I
Long Term Care Mai\J8er5SM II

Other Health Facilities
ucenslng Umt S~ial Fv,xtlons Umt

Llten$lngUl'lit
(LT() 

I I I 
l H..lth Proi!f3m7 AGPAs 7 AGPAs 

Intake Proce,..sjng of 
Initial and CHOW 


Applications 


PTU 


SSMIII 
Field Operations 

Supervisor 

AGPA-RA 

.5 FTE 


4.1 Developing Organizational Capacity 

IStaff will be adjusted 
based on lncreasmg 

the woli<loads 

I 

2SSAs 

Stafhvlll be adjusted 
bas.ed on increasmg 

the ,vor1doads 

I 

PTll 


Intake Proceulng of 

Initial and CttOW 


Applic.itoons 

Spe<l.ilist Unils 

I 
Co0<dlnat1on with 


District Otnce 


I 

Proje<t Management IPMOI 

Funwons: 
Coordinating : 


OHCS Certification 

llmellne~ 


"Pending• Fi l~ 

DO Survey Follow-up 


Other Activrttes 


I 

Health Facllltl~ 

Consumer 

Information System 


(HFCISI Analys,s 

I 

lAGPA 

Uc1!!1>1ng SME 

I 

Administrati\le 

Support Functions: 

Tel~phooe 

Help Desi< 


Slaff will be adjusted 
based on increasing 

the wotidoads 

I 

2SSAs 

Staff will be adjusted 
based on increasing 

thewortloads 

I 

PTII 

Intake Processing of 
Initial and CHOW 

Appl1c:ltl0ns 

AGPA 
Reviews{Analyzes 
Initial and CHOW 

To build organizational capacity and competency to effectively process the full range of faci lity 
applications, CLB will need to expand the skills, knowledge and abilities of its workforce . This will be 
accomplished by transferring best practice knowledge and skill from the DOs to existing and newly hired 
CLB staff as well as on-boarding and training of CLB staff utilizing additional resources from within and 
outside CLB. Staff come to their positions with a set of abilities that, unlike knowledge and skills, are not 
as easily transferred to build organizational capacity . Therefore, required abilities should inform CLB 
hiring decisions. 
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CLB management will lead the following process to ensure comprehensive transfer of knowledge from 
DOs to CLB staff, ramp-up of staff competency to meet the future needs of CLB, and ongoing assessment 

and training. 

1 

Create Staffing 

Structure 


/' 
2s 

Asess Need forContinually 
Knowledge, Skills 

Assses and Abilities 

J 
4 

Create 

Accountibility 


System 


1. Assess knowledge, skills and abilities required by staff to meet CLB goals and objectives stated above . 

A. 	 Assess what additional knowledge, skills and abilities (KSAs) will be needed to ensure successful 
execution of all functions. Appendix A provides a template for identifying needed KSAs; it is to be 
completed based on current understanding of future functions . As the plan for the acquisition of 
additional facility types is finalized, CLB leadership will update the KSA column of the assessment 
form. 

B. 	 Identify current capacity to meet the required KSAs needed to accomplish functions by using the 
KSA Assessment form for all existing staff. 

C. 	 Identify gaps between the needed KSAs post-centralization versus current KSA capacity among 
individual staff. 

2. Create a training plan to ensure all current and new staff are competent in the required knowledge and 
skills for their particular positions. 

A. Identify existing sources for required knowledge and skill transfer. Identified sources are to be 
entered into the KSA Assessment form corresponding to the targeted KSA. Sources will include: 

Individuals in the district offices that are efficient and effective at particular tasks, documents, 
and current training offered outside CLB. 

Current experts within CLB. 


Policy and Procedures Manual regarding facility application types currently processed by CLB. 


Additional documentation including manuals for ELMs, HALs and ASPEN. 
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B. Develop additional strategies to transfer i entifie remaining KSAs to oulids taffcompetency to 
complete assigned functions. 

After completing the policy and procedures manual for processing existing CAU facility 
application types, work with experts identified within DOs to document processing of additional 
facility application types into the policy and procedures templates and add to the manual. 

Draw upon internal source documents and staff as well as external entities to develop and 
deliver additional formal training. 

C. 	 Use the KSA Assessment to uncover remaining knowledge and ski lls needed in the unit. 

3. 	Create an accountability system to ensure staff receive all necessary knowledge and skill transfer. 

Develop formal mentoring program, including: 

Assignment of new staff to a senior staff to function as their mentor. Note: Senior staff will 
need training to understand their role as mentor and how to support adult learning. 

Use of a checklist to structure content delivery and ensure the transfer of all necessary 

knowledge and skills. A sample checklist is provided in Appendix C. 


Hold supervisors accountable for tracking completion of the mentoring process. 


D. 	 Create individual checkl ists to inform the transfer of knowledge and skill as well as monitor 
compliance wit h all transfer of knowledge activities identified. 

4. Continue ongoing assessment and monitoring to make adjustments to staffing and knowledge transfer 
plan. As staff gain experience the KSA assessment will bring to light new or on-going knowledge and 
skill transfer needs. Continual assessment will ensure that staff are competent to complete the 
assigned functions as well as ensure limited resources are targeted appropriately. 

4.2 	Maintaining Organizational Capacity: Ongoing Training and Professional Development 

Significant investment of time and resources will be necessary to build staff capacity to support the new 
centralized structure. Ongoing training to improve efficiency and practice skills will be needed and can be 
provided through several modalities: 

l. 	 Didactic training: The CHCQ Staff Education and Quality Improvement Section (SEQIS) offers 
training on subjects such as Supervisory Skills Modules, Interaction Success, Hiring 101, and more. 
SEQIS also provides the New Surveyor Academy Series and the Office Staff Academy. SEQIS does 
not have current capacity to customize these trainings for CAU, but CAU can identify trainers from 
within to learn the relevant modules and train future CAU staff. 

2. 	 Online training: CDPH's Information Technology Services Division has contracted with !Sine. for 
access.to on line technical training in using Word, Exce l, etc. As internal transfer documents are 
created, such as the policies and procedures manual, these documents can be uploaded into 
on line training software with voice-over to walk new staff through the steps, allow for live link 
exploration, etc. 

3. 	 Formal mentoring: CAU has historically relied on existing staff to mentor new staff, but has not 
implemented a formalized mentoring program to ensure thoroughness of knowledge and skills 
transfer as well as track activities for accountability. A sample mentoring checklist is provided in 
Appendix C. This sample is targeted for the on-boarding of new staff, but can be adjusted to 
reflect mentoring provided by DO experts to CLB staff or other mentoring activities. 
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4. 	 Peer Learning: CLB managers will include case presentations as a standing item on staff meeting 
agendas. During this time staff will present challenging applications and troubleshoot next steps, 
developing critical thinking ski lls and institutionalizing the peer process as a mechanism for shared 
learning experiences. 

Once staff skills and knowledge are developed, the key to retention for many staff wi ll be opportunities 
for mobility and progress through an articulated career path. These opportunities need to be explicitly 
stated and prioritized. Ongoing tra ining and knowledge transfer should focus on not only meeting the 
need to build competency in the knowledge and skills identified for each individual, but also to build 
capacity for mobility. In the future CLB is envisioned to have the support of a training unit, much like the 
Staff Education and Quality Improvement Department. By integrating best practices into efficient and 
high-quality training, the organization maintains staff competency, upholds high standards of 
professionalism, and maximizes employee retention. 
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V. Leveraging Future Enabling Technologies 

The future License Application and Validation system will contain functionality to allow CDPH to meet 
both State facility licensing program requirements and provide the federal facility certification 
components as required by the Affordable Care Act (ACA). These include online submittal of initial license 

a1>plicationsi tools to verify and validate licensee application information; automated work flow 
~ -
capabilities; compliance checking; tµickjng of facility smvey cesiuts; mandatory certification screening; 
i~tialand on-going monthly checks against exclusionary databases for licensee and providers and checks 
on those with ownership, control interests, agents or managing employees; and functionality to efficiently 
manage the license renewal and federal revalidation of all licensee/providers as required . This new 
system wi ll leverage technology to realize process efficiencies. The solution will feature a secure web 
portal, intelligence-embedded applications, risk assessment, case management and automated workflow 
components. It will also interface with legacy provider files and integrate numerous eEnterprise content 
management systems. 

The future Licensing Application and Validation system should consist of the following seven essential 
elements: 

• 	 Intake - activities and technologies used to accept information 
into the environment. Proposed input mechanisms are 
paperless, supported by scanning and optical character 
recognition (OCR) capability needed to digitize paper documents; 
intelligent electronic Forms (eForms), or web-based screens that 
are made available via the CDPH portal that are electronic in 
nature, secure, and embedded with functionality to digitize 
information such as applications, request for certification, 
change of ownership, complaints, invoices, inquires and correspondence. 

• 	 Information Association - Represents activities and 
technologies to bring related information together in a secure 
processing environment. For instance, the ability to combine 
incoming information, correspondence, forms and data 
associated with an individual Licensee or facility application with 
existing information about that proposed owner, individual 
applicant or facility and related historical activities. Associating 
information requires the ability to retrieve data/information, create an association between the new 
and existing data, and then store the information as the single authoritative source of information 
pertaining to the entity under consideration. 

Paper 

iForrri 

PhOne 

Intake 

Lookup 

Store 

lnfonnation Association . 

• 	 Work/low - Represents activities and technologies to 
electronically process a transaction, document, correspondence 
or application through an organization using appropriate business 
rule controls and electronic approvals. To provide electronic 
workflow, the automated environment must be able to acquire 
the requested transaction in digital form, enact the prescribed 
electronic business process route that the transaction should take 
based upon a predefined and controlled automated approval 
process and validate that the transaction was completed and approved as expected . 

Workflow 
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• lnte.fligence- Represents activities and technologies that enable 
the application, certification, or investigat ive processes to execute 
queries into content and data repositories for strategic, tactical 
and operational decision-making. Business intelligence requires 

the ability to acquire data from various sources (ot her 
departments fo r example), provide the means to effectively 

ana lyze the data and use the analysis to make data -based 
business decis ions. 

• Collaborate- Represents the ability for system-to-syst em 
communication and sharing of common data stores. Automat ed 

collaboration represents the ability to share data electronically, 
based on predefined permissions w ith executive and senior leve l 
management and process owners and stakeholders in a bi­
direct ional manner and independent of dissimilarities between 

the underlying systems. 

• Output - Represents activit ies and technolog ies associated with 
creating and electronically exporting business products (report s, 

forms, activity lists, metrics, dashboards, etc.) from the CDPH 
technology environment t o it s int ended customers in a defined, 

secure manner. 

Decid e 

Intelligence 

A¢quire 

Other Agencies 

Atqulte 
from/ Stakeholders 

Prov1dB 
IO 

Taxpa yer 
Systems 

Collaborate 

• 	 Support- Represents human and financial resources, skill sets and services levels necessary to ensure 
t hat the technology environment supporting CDPH processes is available when needed and 
consiste ntly meets and ma intains its performance, functional ity, availabi lity, recoverability, scalability, 

and securit y requi rements. 
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The following table describes high-level business requirements of the envisioned automated License 
Application and Validation system. 

Business Solution Area 

Intelligent Electronic 
eforms Process 
Management 

Licensee/Provider 
Relationship 
Management 

Business Requirements 

Given the urgent need to improve the efficiency of the licensing application 
process, and to substantially reduce the number of revisions required for 
initial appl ication approvals, t he licensing solution should have the following 
characteristics: 

• 	Provide for an electronic forms solution that will allow both interactive and off-
line completion by the applicant with: 

Built-in easy to use help capability. 

The look and feel of the actual paper form. 

Built-in "edit" capability to validate each field while entry is being 

made. 

Drop down selection field capability where appropriate 

Compatibility with the Adobe PDF format so that it can be widely 

used by any end user. 

Standard features for viewing, indexing, storing and retrieving stored 

forms. 

The capability to validate that a form was not altered after being 

stored. 

Compatibility with technology that can "sign" the form with 

electronic tokens or certificates. 

Compatibility to provide statistics to the department. 

Compatibility to provide "access controls" so that levels of authority 

to access can be enforced. 

Compatibility to provide for "workflow" that will enable flexible 

routing of forms to various interdepartmental systems. 

Industry-standard capabilities to interface to other departmental 

systems. 

Optional features that will allow the scanning and storage of 

historical forms and will allow the continued input of "paper forms" 

into the system via scanned methods. 


To support CLB's need to improve interactions with Licensees/Providers, the 
solution should have the following characteristics: 

• 	Provide a "Single View" of the Licensee data via a common entry point. 

• 	Provide a "single entry point" for all information exchanges with Licensee that 
supports entry of all requests, information status checking and other functions. 

• 	Provide a "single entry point" for all information exchanges, entries and requests 
for departmental users. 

• 	Provide internal departmental staff with the same forms entry capability as the 
stakeholders. 

• 	Provide for multiple access methods to get at licensee data (such as ID number, 
Name, Address, Date of request etc.). 

• Provide for a "folder" view of information about the Licensee so that it is all 

gathered logically in one place. 
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Business Solution Area 	 Business Requirements 

-Automation nworkfloyv'.' 
and Integration .. 

. .; , 

,,. 

• 	 Provide for "search" and "list" capability that will enable finding Licensee/owners 
with similar characteristics. 


Provide for a "partial index" search and list capability so t hat if only partial 

information is known about a Licensee/owner, an iterative search and refine 

process can be used. (Such as a street name look up where address is unknown, 

or a last name search). 


Keep all of the information in data base management system (DBMS). 


Optional integrated features that provide the capability to automatically archive 

or destroy records based on different sets of business rules. 


The capability to provide a framework and extensions to act as a single point of 

entry to the entire department. 

• Use industry standard interfaces to interface to existing departmental systems. 

To support CLB's need to improve the flow of information through the 
department and to Licensees and other stakeholders, the solution should 
have the following characteristics: 

• 	 Processes must be automated, monitored and integrated through Workflow and 
Business Integration Tools. 

• 	 Information can be efficiently routed to the proper channels. 

Routine business routing rules for process and sharing information must be able 
to be enforced by the solution. 

User management must be able to reroute information based on reported or 
observed exceptions. 

Management must have visibility to the work in process and workloads for st aff 

Information must be able to be routed within and externally to other 
departmental systems. 

• 	 Interfaces to other systems must be supported 

An optional instant messaging capability should be available via the st andardized 
access for all users. 

To support CLB's need to gain better business insight into program 
information, the solution should have the following characteristics: 

The data storage solution shall support the use of the Departments reporting 
tool. 

The solution shall provide for both immediate access to the departments data via 
industry SQL reporting tools. 

• 	All repositories must be have the ability for query programs to be written against 
them. 

• Automated forwarding or querying of data to and in other systems or the 
speciali zed repositories must be supported. 

The repositories for all system information (forms, business data etc.) must all 
reside on a common COTS database solution 

The system must have the capabi lity to import none departmental data 

• 	The system must incorporate daily back-up. 
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Agency ,Systems To support the need to manage information exchange and collaboration with 

Collabo ration other systems, the solution should have the fo llowing characteristics: 

• 	The ability to access information from multiple external data stores and provide 
one view of the information to the departmental user, although the data sources 
might be spread over many different technologies and departments. 

• 	Facilitate connection between unlike technologies maintained by the Department 
and other departments. 

• Tools to provide access to existing systems should be provided so that current 
systems can become part of the overall "new" system . 

• 	Messaging components should be available so that information can be 
exchanged with other technologies via queuing mechanisms. 

i! 

'· 

1, • 	The optional ability to provide an interface to other agencies that appears to be a
I!< 

"web service" must be inherent in the solution. 

General To support CLB's general business needs, the solution should have the 

following cha racteris~ics: 

• A solution that is built upon a business-based methodology or business 
architecture and will allow for the transformation of the business to operate 
more efficiently. 

• The technical architecture shall be service oriented, and allow for functional 

' 
 components to be added flexibly as the Department's ne.eds grow with time and 

experience. 

• 	The technical architecture shall be component based so that new elements can 
be added or changed without rewriting the application. ' 

.i • 	The solution shall use open Application Program Interfaces (APls) and industry 
I standard J2EE compatible components. 

;, 

• 	The solution must be shown to be able to interface to other state systems using 
messaging technology and direct API interfaces. 

!! 
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VI. Data Collection and Performance Management 

As the business process are centralized (transitioned to the new organization) and documented, it will be 
important to establish a Data Collection and Performance Management System. The specifics of that 
system will need to be designed as the centralization process moves forward (i.e., processing of 
applications from additional facility types are centralized) and the CLB organization is established. 
However, the consulting team has worked with CAU and CHCQ management to outline the following key 
attributes of the future Data Collection and Performance Management System and the process for 
creating it . 

To implement and maintain an effective system, it is essential that staff at all levels be involved in 
developing the outcomes, objectives, performance indicators and data collection processes. Because staff 
will be responsible for entering most of the data (and thus need to understand the nuances of how the 
data will be used), a Performance Management system is only successful when staff understand its 
purpose and have ownership of the process. 

In designing the system CLB will need to give high priority to: 

Identifying CLB outcomes and key performance objectives. 

Developing a set of performance indicators (metrics) that: 

Provide management information to support data-driven decision making at the Branch, Center, 
and Departmental levels. 

Consider the driving factors that determine turnaround time for application processing, and 
build in sufficient detail to account for different circumstances that can affect turnaround time. 

Can be collected routine ly without overburdening the organization. 

Establishing policies, procedures, and technology systems that are able to: 

Collect and analyze the data and provide meaningfu l "dashboard" information to management. 

Respond to management inquiries and generate a range of special reports. 

Once the system is in designed, implementing and maintaining it will require having a staff structure in 
place. A CLB staff position will need to be designated to coordinate data co llection as non-intrusively as 
possible . The analyst assigned to the gathering, interpreting and reporting this information will work with 
CHQC executive team to continuous evolve the reporting format and distribution of performance 
information . This process should define target thresholds with documented actions to be taken once the 
thresholds are attained. If minimum thresholds are not met then an analysis of the current process and 
practices should be undertaken to identify where improvements can be made. If performance thresholds 
are exceeded, staff and management should celebrate their success and reward the team where possible. 

CA U Program Assessment and Redesign Project - Final Report 27 



C'~.! The Results Group 

VII. Developing the CLB Communication Plan 

As centralization progresses and the new organization takes shape, CAU management and CHCQ 
leadership have identified the need for a Communications Plan that provides a framework for information 
exchange regard ing CLB. The plan ident ifies aud iences and communication methods to be employed 
throughout the implementation of the CLB. It w ill be specifica lly designed to inform any ind ividual or 
entity who is involved with, impacted by, or interested in the implement ation CLB. A comprehensive 
communication plan wi ll: 

Present a consistent message to all audiences. 

Ensure appropriateness of communication t o va rious stakeholders and audiences. 

Promote understanding and acceptance of CLB objective s. 

Increase the effectiveness of the implementation process. 

Increase the probability of CLB success . 

Maximize team building and establishing team-based work processes (includ ing performance 
management and continuous im provement) . 

Some vital components of the Communication Plan include: 

Articulate CLB's vision to internal stakeho lders and external partners. 

Within CHCQ, conduct presentations for each branch, unit, and office expla ining the purpose and 
role of the new organization; present information tailored to the organ izationa l unit receiving the 
presentation (how CLB w ill interact w ith them, work process touch points, etc.) . 

• Communicate the CLB vision to business partners and control agencies (DHCS, CMS, etc.) . 

Develop a CLB Web Page and mechanisms to continuously update information of interest to 
various audiences. 

The following principles w ill guide communication during CLB implementation: 

Provide succ inct and informative commu nication w ith all audiences throughout the CLB 
implementation process. 

For each target audience, utilize thei r preferred information channels and mechanisms (based on 
their most prevalent form of access to information). 

Encourage and maximize opportunities for input from all audiences, includ ing both " quick-h it " 
options (e.g., surveys and top ic-specific email inqui ries), and more in-depth, substantive 
conversations (e.g., interviews, focus groups, brown bag lunches, biogs, et c.). 

Reinforce the message through repet ition to help ensure a shared understanding. 
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Appendix A: KSA Transfer Plan and Competency Assessment 

The following chart presents a summary ofthe Knowledge, Skills, and Abilities (KSA) Transfer Plan and 

Competency Assessment developed in collaboration with CAU staff and CHCQ management. 

Foundational Skills and Abilities 

Writing skills: write clearly and concisely as well as 
use proper spelling, grammar, punctuation, and 
sentence structure 

Verbal Communication Skills: clearly communicate 
ideas and information oral ly to public and private 
entities 

Time management ski lls 
Multitasking skil ls 
Analytical skills: 
-Abi lity to evaluate written materials to make 
recommendations for action based upon the 
documented data and information. 
Ability to break down procedures and processes 

Ability to conduct research and interpret data of 
various written and electronic materials 

Ability to conduct research and interpret data from 
various verbal/oral sources such as interviews, 
classes, lectures, etc. information and data. 
Basic math ski lls: such as addition, subtraction, 
multiplication, division, ratios, decimals, and 
percentages 

Ability to present numerical data in a clear and 
logical format (such as tables, bar charts, pie 
charts, and graphs). 

Ability to read and interpret charts and graphs 
(such as bar chart s, pie chart s, and line graphs) to 
determine meaning/impact of data presented 
Ability to identify, analyze, and evaluate situations 
or problems to determine and implement 
appropriate courses of action 

Ability to analyze and evaluate the impact and 
effectiveness of programs, policies, and/or 
procedures 

Ability to introduce change in a positive manner to 
generate support for the change and minimize the 
perceived impact on others 

Ability to work independently on projects or 
assignments without close supervision or detailed 
instructions 

Assess in hiring 

Assess in hiring 

Assess in hiring 
Assess in hiring 

Assess in hiring 

Assess in hiring 

Assess in hiring 

Assess in hiring 

Assess in hiring 

Assess in hiring 

Assess in hiring 

Assess in hiring 

Assess in hiring 

Assess in hiring 

Assess in hiring 
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Ability to establish and maintain cooperative 
working relationsh ips with management, staff, and 
internal and external stakeholders 

Position Specific Knowledge and Skills (Current CAU) 

Knowledge and skill to navigate in house databases 
(ELMs, Aspen, HALS) 

Knowledge how to read and comprehend various 
technical documents such as policies, procedures, 
standards, regulations, technical reports, and 
contracts 

Customer Service Skills 

Skills to use spreadsheet software (MS EXCEL) to 
compile, compute, organize, and present tables, 
graphs, and charts for use in reports (MS WORD) 
and other tracking activities 

Skills to use the internet to conduct on-line 
research and obtain information related to 
departmental policies, procedures, and resources 
to complete program or project activities 
Knowledge of how to use and operate a variety of 
basic office equipment (including copiers, 
calculators, telephones, and fax machines) 
Skil ls and ability to facilitate focused and 
participatory meetings and discussions 

Skills to function as a liaison on behalf of assigned 
program or project in interacting with 
management, staff, internal and external 
stakeholders to provide program specific 
information, answer questions, and address 
issues/problems raised 

Knowledge of how to maintain the confidentiality 
of sensitive and confidential information and what 

qualifies 
Skills and knowledge to provide one-on-one 
training to facilitate the transfer of specific 
knowledge and/or skills 

Assess in hiring 

CAU manual on 
ELMS, senior 
staff (mentor 
checklist) 

Mentor 
Checklist 

Excel training 
offered by !Sine 
(contract 
through CDPH IT 
Division) 

Mentor Checklist 

Leadership 
Training (variety 
of top ics) Staff 
Education & 
Quality 
Improvement 
Section 
Mentor Checklist 

Leadership 
Training (variety 
of topics) Staff 
Education & 
Quality 
Improvement 
Section 
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Know State and Federal Regulation and how to 
look them up for reference 

Mentor Checklist 

Know how to apply health regulations, policies 
and procedures 
Knowledge of the background of L&C 
General Knowledge of the California Code of 
Regulations Title 22 
Understanding of the licensing and certification 
process for health facilities in California 
Knowledge of where to get legal consultation . 
Knowledge of what is necessary for a complete 
application. 

Procedures 
checklists 

Position Specific Knowledge and Skills (Future CLB) 

Knowledge of application requirements and 
processing for CHON 

DO expert 

Knowledge of application requirements and 
processing for CHOL 

Mentor 
Checklist 

Knowledge of how to track and monitor Plan of 

Correction 

DO expert 

Skills to engage facility leadership in compliance 
activities to meet Plan of Corrections 

Knowledge of standards for denial or confirmation 
of licensing application, including policy foundation 
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Appendix B: Mentor Training Checklist 

The following checklist is for use with all staff, and is to be completed with in 30 days of the employee's 
Start Date. 

Supervisors: Complete this form and submit to ______________ 

Employee Name: Start Date: 

Supervisor Name: Checklist Completion Date: 

Site Logistics Supervisor 

Sign Off 

Meet with and Receive Access Information •
1. 	 Security card 

2. 	 Intranet access 

Site Tour 

1. 	 Introductions to staff 

2. 	 Bathrooms 

3. 	 Emergency plans 

4. 	 Coffee, fridge and common area protocol 

5. 	 Locked fi les location and procedures 

6. 	 Location of forms 

7. Dangerous materials 


8. 


Workspace Set Up 

1. 	 Phone number 

2. 	 Set up voice mail box and review phone functions 

3. 	 Computer set up 

• Supervisor 

Sign Off 

Personnel Policies 

1. 	 Review dress code 

2. 	 Review Personnel Policies- show staff where to find policies for future 

reference 


3. 	 Phone and e-mail etiquette 

Supervision 

1. 	 Schedule, lunch break and breaks 

2. 	 Overtime- When is it appropriate and approval process 

3. 	 Procedure for Ca lling Out Sick/Time-off Request 
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4. Meeting and supervision schedule 

5. Employee reads" Office Expectations" Document 

6. Review duty statement 

7. Performance Evaluation Process 

Confidentiality Policy and Process 

1. 

2. 

Training 

1. Discuss training expectations {federa l and state) and how to access 

2. Register for: 
a. CMS training 
b. 

3. Review upward mobility opportunities and process 

4. 
CLB Overview Supervisor 

Sign OffIii 
Organizational Structure 

1. 	 Discuss context and roles of CDPH, CHCQ, DOs and CAU 

2. 	 Review organizational chart 

3. 	 Role of DO vs. CAU {introduce new staff to DO point people) 

4. 


5. 


6. 


7. 


Facilities 

1. 	 Review types of facilities 

2. 	 Review Title 22 regulations 

3. 

4. 


Supervisor 

Sign OffIii 
Intake Process 

1. 

2. 

3. 

Databases 

1. 	 Review online user guides avai lable online for ELMs {N/A if complete the 

centralized surveyor course first) 


2. 	 Review CAU specific Manual for ELMs, HALs, and ASPEN 

3. 	 Review understanding of databases within CAU 

Meet with OLS Point Person 

1. 	 Discuss what to look for on documents 

2. 
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Appendix C: CAU and DO Application Processing Workload 

By Facility Type and Transaction Type - Calendar Yea r 2014 
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l I 

SURG 1 i 
' 10 10 

3 _____ 3, 

Totals so I 49 63 .. 103 19 58 35 34 4_! l _69 - 1232 • 431 1663!4 ~,~ 33_J ~ _i_ 1 -2.... 4':!__L.1~ _, ~2_ · _s 90_ 1_9~ ·- ~ - -~L __.;..;,.- -- ­
OTHER DO FACILITY TYPES* 

CORF 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 -1-­

FCCL 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


HOH 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


OP/SP 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


OTIP 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


PHF 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


PPSPSCH 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0
. ­
PPSPSCH 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0

• 
PPSREHB 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


PTIP 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


RHC/COMTYC 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


RHC/FREEC 0 0 0 • _o 0 0 0 0 0 0 0 0 0 0 0 0 0 

-· 


RHC/MD 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 
 r.., 
RHC/OP 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 

-

SPHOSP 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


- -
TRANS 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 

-· - - ­
UNLIC _, 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 0 


- · t 
APPLICATION TYPES (TRANSACTION~) 

INITIAL 6 6 10 10 8 0 217 1 0 0 17 25 6 41 0 17 7 4 4 19 398 290 688 

CHOW 0 0 0 2 5 0 6 1 0 0 8 1 0 8 0 5 0 1 1 0 38 92 130 

CHOL 3 4 12 4 1 0 117 8 0 0 5 8 18 21 2 9 18 8 13 17 268 268 

CHON 21 6 6 8 9 1 25 2 2 5 3 23 19 12 1 5 3 6 7 16 180 180 

CH BEDS 3 1 5 8 7 0 0 0 0 0 57 5 8 10 1 9 5 5 4 2 130 130 

CH SVC 
(CHOS) 14 32 1 1 0 0 3 0 0 0 0 31 12 6 14 13 2 9 12 14 164 164 

Stock Transfer 3 0 0 0 0 0 43 0 0 0 0 0 0 5 1 0 0 1 0 1 51 44 95 

SNF 


Conversion 

(Indirect) 

5 50 . . ,. ---r--, - ----s -......,. -. - .-- .,....,.......-- ­

Totals so 49 34 33 30 
-
1 411 12 2 5 90 

I 

93 63 103 19 58 35 34 41 69 1232 431 1663 j 

• CAU Facility Types 

* Other Facility Types is a new addition to ELMS, thus no data is yet available 
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