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Practical Tools
Gain frameworks to enhance leadership 

collaboration across CMAA claiming units

SESSION FOCUS
Learn how CCPH's CMAA revenue and request policy (anchored 

by a transparent budget and scope of work) turned funding 

challenges into strategic gains, streamlined operations, and 

unified recurring costs.

Strategic Gains
Transform funding challenges into 

opportunities for innovation and growth

Streamlined Operations
Unify recurring costs and improve cross-

departmental consistency
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CMAA IN CALAVERAS 

ÅClaiming since 2003
ÅPH is 1 of six claiming units
ÅAveraging $60,000 a quarter in PH Claiming 

Unit
ÅClaiming primarily occurs in Oral Health, 

Administration, Equity, and clinical programs. 
ÅFunds were historically used for ad hoc 

purchases (e.g. new vehicle)

Background
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THE CHALLENGE

The Opportunity
Realizing the Need for Change
Develop a comprehensive policy to optimize revenue use for 
essential operations, foster collaboration, and address pressing 
community issues

Before 2025
CCPH participated in the CMAA program but had no formal 
system guiding the allocation of these critical funds.

Key Issues:
ÅLimited interagency collaboration
ÅNo standardized processes
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Diagnosis

Problem: How do we utilize 
our CMAA revenue in a 

more intentional and 
relevant way?

Action Planning

Engaging leadership, 
delineating parameters, 
create timeline, naming 

conventions, policy 
structure

Intervention

New process formalized 
by policy - SOW, 

Budget, and evaluation 
components

Evaluation

Identified in SOW, metrics 
tracked, narrative and 

financial data provided to 
Agency leadership

POLICY DEVELOPMENT
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POLICY IMPLEMENTATION

Leadership Buy -In 
Agency leadership has PH 

present the policy to 
Agency Executive Team

Pilot Testing
6-month Pilot test from 

December - June

Launch Phase
Rolled the finalized policy 
out to four other claiming 

units

Full Deployment
Policy has been revised 
and fully implemented 

across the Agency
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POLICY KEY 
ELEMENTS

Develop SOW and Budget
Each claiming unit's Fiscal 
Manager provides total available 
CMAA funds, while departments 
create budgets and scopes of work 
using standardized templates.

Agency Leadership Review
Division leaders review 
proposals to provide feedback, 
foster collaboration, and avoid 
duplicate CMAA expenditures.

Evaluation
Each proposal objective must 
have indicators and a 
methodology for evaluating 
effectiveness/impact. 
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POLICY PROCESS FLOW
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SOW & 
BUDGET 
TEMPLATES

Standardized 
templates were 
developed to 
streamline the process 
and guide claiming 
units less familiar with 
creating budgets and 
SOWs. 

Background
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SOW & 
BUDGET 
TEMPLATES

Standardized 
templates were 
developed to 
streamline the process 
and guide claiming 
units less familiar with 
creating budgets and 
SOWs. 

Background
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Asses
Leadership 

Buy -In

CHA/

CHIP
Strategic 

Plans

Review your current 
CMAA processes

What will bring 
leadership on board? 

Review LHJ̳s 
CHA/CHIP - Where 
are the opportunities?

Can CMAA funded activities 
align with existing strat plans? 

BEST PRACTICES
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POLICY OUTCOMES

Improved Consistency

Standardized budget and 
scope of work templates 

across departments

Transparency

Open processes that 
promote visibility and trust

Accountability

Clear deadlines and 
expectations to keep 
projects on track

Equity

Equitable distribution of 
funds among high-need 
populations
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CURRENT CMAA 
FUNDING USES

Sudden Operational Costs

Having a defined CMAA budget process allowed 
CCPH to strategically move some operational and 
administrative costs to CMAA in the wake of 
federal/state fiscal turbulence

Pubic Health Vending Machine

Our current CMAA budget allocates $10,000 a year 
to sustain the Calaveras Public Health vending 
machine
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Investing CMAA in clinic infrastructure and 
personnel - increasing future claiming potential! 

Investing in Clinic Operations

Funding time and operational costs to improve 
local data around key county health issues

In-Kind Data Collection/Research

Funding the Calaveras Annual Health Summit to 
create a forum for continuous communication 
with stakeholders

Cross County Collaboration

LOOKING FORWARD
Creative ways CCPH is looking to weave CMAA 

revenue into department strategic goals. 
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EXAMPLE: SOCIAL 
ISOLATION

What you need but don't have:
ÅBaseline data  - How many isolated seniors? Which areas?
ÅRisk factors  - Health outcomes, hospitalization rates, mental health impacts
ÅDemographics  - Age ranges, income levels, cultural groups affected
ÅService gaps - What's missing vs. what's already available
ÅEvidence base  - Literature review on effective interventions

CMAA Fund Use:  Use CMAA funds to conduct community health assessments, 
surveys, focus groups, and data analysis to quantify the problem and build the 
evidence base needed for major grant applications.

The Value:  CMAA covers the upfront research costs that transform a general 
community concern into a data -driven, fundable project proposal.

Community members are reporting increased social isolation 
among older adults. Anecdotal reports from healthcare providers 
and senior centers corroborate that this appears to be an ongoing 
issue affecting the senior population.

Scenario

Issue -  Lack of Data
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Interagency Synergy Equity Advancement

BENEFITS & OUTCOMES

Consolidated Costs Research Funding

Streamlined approach 
consolidates department 

costs and reduces 
administrative burden

New opportunities to 
fund local research 

initiatives and evidence-
based practices

Enhanced collaboration 
between departments 
and external partners

Focused investment in 
high-need populations 

and underserved 
communities
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QUESTIONS?

CRodriguez@calaverascounty.gov
KByker@calaverascounty.gov
HGraham@calaverascounty.gov
JBarnes@calaverascounty.gov

Email
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