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includes retirements, dismissal, and reassignments. At 13%, resignations
among caseworkers in 2016 were double the state average of 6%.

Turnover varied among the districts. Three out of 16 districts were at or
below 15%, and four districts were 40% or higher. One small district had a
turnover rate of 75%, with about 12 out of 16 caseworkers leaving their
positions. Turnover for all Child Welfare staff, including caseworkers,
support staff, supervisors and central office program staff and
management, increased from 15% in 2014 to 18% in 2016.

As all caseworkers are classified as Social Service Specialist 1 and turnover
is tracked by classification, DHS cannot determine which caseworker
positions are experiencing the highest turnover and where the greatest
need for attention may be. Anecdotal evidence suggests that CPS workers
experience unusually high turnover due to the high demands and
emotionally taxing nature of the job, but DHS is not able to confirm this.

Turnover at the staff level also makes field supervisor positions more
difficult to fill because it reduces the pool of workers experienced enough
to be supervisors. Supervisors oversee a team of caseworkers, and work
with large caseloads, overwhelming demands, and little ongoing training.
Supervisors do not qualify for overtime pay, although many supervisory
staff interviewed said they worked extra hours anyway. One District
Manager mentioned having difficulty finding qualified candidates for open
supervisor positions, and that members of their own staff were reluctant to
apply given the high demands and unpaid overtime.

Caseworkers do not have interim promotional steps before supervisor.
That lack of a “career ladder” may increase turnover.

When staff leave, it may take several months, or even up to a year, to fill the
vacant position. In the meantime, other caseworkers and support staff
must shoulder the additional workload, further reducing the time they
have to work directly with children.

Turnover also increases costs. According to the National Child Welfare
Workforce Institute, training costs alone total $54,000 for each new social
worker. DHS spends an estimated $28 million per year on training and
onboarding new caseworkers, due in part to the high turnover rate.3¢

Family Medical Leave: This leave is reportedly often used by caseworkers
for stress and burnout. At any given time, multiple Child Welfare field staff
are out on medical leave under the Family and Medical Leave Act (FMLA).
FMLA has multiple use restrictions, and is typically granted to staff in need
of leave time for personal or family health conditions, pregnancy, or
military family leave. A qualifying reason is one that renders the employee
temporarily unable to perform the functions of the job. Staff in Portland
reported that six caseworkers were out on stress-related family medical

36 The cost of turnover, training and onboarding was calculated by multiplying the SSS1 staff turnover
by estimated total compensation for a new caseworker for one year.
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leave in July alone, and that it was a very common occurrence. Other
districts indicated a similar trend in their offices.

In 2017, Child Welfare caseworkers used roughly 4,234 hours of FMLA per
month, which reduced total available staffing by 24 FTE per month. That
loss is about 2% of total caseworkers but it transfers more cases to the
already overburdened caseworkers who remain.

Given the high-stakes interactions with families, a caseworker’s job would
be stressful even with normal caseloads. The high workload and difficulty
staying on top of it further increase that stress. We were told caseworkers
who experience unusually violent or traumatic events, such as witnessing a
parent’s suicide or having to inform a parent or family member of a child’s
death, are sometimes expected to return to the field the following day and
make decisions on other cases.

Sustaining a large workforce requires a substantial resource investment
and a certain amount of staff turnover, FMLA use, and sometimes overtime
use are to be expected. However, DHS may benefit from exploring ways to
reduce caseworker turnover and retain skilled staff, reduce excessive
overtime use, and address the causes of medical leave for stress and
burnout.

Caseworkers with limited field experience are taking on full caseloads

Given the turnover, many staff are relatively new. About a third of front line
Child Welfare staff are in their first 18 months on the job. Many of these
newer staff are taking on full caseloads, even though they have not been
through the recommended 18-month training period.

Navigating even relatively straightforward cases requires a high degree of
familiarity with DHS policy and practice, local courts, local and regional
public services, schools, and mental health and health care providers. Due
to understaffing, newer and less experienced caseworkers may be assigned
to complex cases. Supervisors, also facing high caseloads, may not be able
to help them handle those cases.

For example, one caseworker who had been employed for less than a year
had one case with eight siblings, some with disabilities, and biological
family members with ties to a violent motorcycle gang. Another
caseworker mentioned having to sit with toddlers and school-age children
as they went through withdrawals for drug addiction.

After years of discussion, DHS has developed an improved four- to six-week
preliminary training for new caseworkers with the help of Portland State
University. The new training began in September 2017. However, ongoing
training options and expectations for caseworkers, supervisors, and
support staff are still unclear, and there is limited tracking and monitoring
of staff participation in the training.
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“From the top down in child
welfare...an unhealthy and even
toxic workplace where
disrespect, favoritism,
harassment, intimidation, and
retaliation are allowed has been
and continues to be nurtured.
As a result, this same culture is
seen as acceptable at all levels
of child welfare. The first step is
to make sure people are treated
humanely.”

-Respondent to the Work
Environment Survey Conducted
by Audits Division in 2016
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In 2017, the Legislature set aside $2 million dollars to develop new
supervisor training. While funding is ensured, the new training is not
scheduled to roll out until August 2018.

Workers report disrespectful management practices and fear for their
personal safety on the job

Staff at all levels of the Office of Child Welfare Division reported incidents
of bullying, intimidation of caseworkers by senior staff, and management
efforts to suppress information. Some staff shared that management
threatened to take away scheduled leave time from field staff unless
monthly case goals are met. Several central office staff mentioned specific
instances of bullying in meetings, including being shouted at and verbally
abused. Some told us that they had been instructed not to talk to the state
audit team.

In one example, a manager was told if they testified in front of the
legislature on a failing program they would lose their job. In another
example, management told an employee to respond to a Senator that the
information they needed was not available, when it was. A third manager
told us that they and their team were treated ‘as saboteurs’ for sharing
information about a child safety review with management, and that the
report was essentially dismissed and ignored.

Caseworkers also reported concerns about personal safety. Given high
caseloads, caseworkers are typically alone when visiting homes or
following up on a report. On a ride along we took part in, a young female
caseworker had to drive to a remote area to find an alleged abuser. The
caseworker indicated this is a normal part of the job and that she is often
alone hoping nothing goes wrong.

In districts that lack a sufficient number of fleet vehicles, caseworkers may
also have to use their own vehicles in the field, which could make them
personally identifiable when off duty.

Staff working night shifts to supervise children staying at hotels reported
feeling unsafe, and several shared stories of them or their coworkers being
physically assaulted by some children while on duty. Staff also shared that
they felt coerced into taking hoteling shifts.

Similar concerns were reflected in a 2016 Oregon Audits Division work
environment survey of DHS staff.3” Numerous Child Welfare field staff who
responded shared concerns about a lack of empathy about the excessive
workload, examples of bullying, personal safety and fears of retaliation for
speaking up about problems to managers.

37 Secretary of State audit, Report No. 2016-24
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The negative work environment could be both a cause and an effect of high
caseloads and high turnover, with both staff and management reacting
poorly to overwhelming workloads and increasing demands on their time.

Caseworkers lack full legal representation and support

Despite recent efforts to ensure that all child welfare caseworkers in
Oregon have access to adequate legal representation and support while
conducting agency business,38 many caseworkers in Oregon continue to
have neither. Oregon is one of two states in the country that does not
require that caseworkers have access to full legal representation in
dependency hearings for foster children. Some caseworkers reported that
they were expected to write their own petitions and present arguments
with no legal representation.

Though District Attorneys often support CPS workers in initial court
hearings, they do not always agree with the agency’s decisions, hindering
the CPS worker’s ability to ensure children are safe. CPS workers were
particularly concerned about ‘practicing law,” as generally only
permanency staff have any access to representation by the Department of
Justice.

The lack of legal representation may also contribute to safety issues for
children, since all parties except the child welfare caseworker are granted
representation in court. One example shared was that a young child could
choose to return to an abusive parent. Since the child’s lawyer is legally
bound to represent the child’s interest as stated (which may not necessarily
be in that child’s best interest), some children could potentially be returned
to unsafe situations, even if the caseworker disagrees with the decision.

Caseworkers also shared that some counties have courts and Citizen
Review Boards3? that can be very difficult to work with. The Department of
Justice has also coordinated meetings with some judges in recent years to
compel them to treat caseworkers less harshly.

High caseload and turnover compromise child safety and outcomes
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High caseloads and high turnover can negatively affect children during
initial investigations and as caseworkers try to build relationships with
parents, children, and foster care providers.

38 HB2345 would have funded staffing needed for the Department of Justice (DOJ) to cover
caseworker representation in court, but that bill died in committee in 2017. With the sunseting of
2015 SB222 in June 2018, DOJ will be required to provide coverage, but may not have the staffing
necessary to ensure adequate statewide coverage for DHS staff needing support in dependency
hearings.

39 The Citizen Review Board (CRB) is a program within Oregon’s state court system that allows
volunteer boards made up of community members to review the cases of children in foster care.
Currently, there are 62 boards in 33 of Oregon’s 36 counties.
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When investigating a report of abuse or neglect and deciding what to do
next, caseworkers must quickly make critical decisions. Miscalculations can
lead to children being left in dangerous home situations, removed
inappropriately, or placed in inappropriate foster homes or residential
centers. The wrong decision can lead to further trauma for the children,
and in some cases, endanger their lives.

Finding an appropriate placement also requires caseworkers to consider
multiple factors, including the child’s cultural background, sexual
orientation, religion, family dynamics, and relationships with extended
family.

Making appropriate decisions in this early stage requires time and a
thoughtful approach. In Oregon’s system, high caseloads reduce the amount
and quality of time caseworkers can spend evaluating their cases. This
increases the risk of making wrong decisions.

Once a child is through the initial stage, caseworkers are required to check
in with them regularly, with the intent that they will build a stable
relationship and be a constant in their lives. Federal law requires
caseworkers to have face-to-face contact with a child at least every 30 days,
for 95% of their cases.

DHS says its caseworkers meet that requirement 90% of the time, despite
the high caseloads. That still leaves 700 children not receiving face-to-face
contact in a month and results in a 1% reduction in federal funding for the
Child Welfare program per biennium — a loss of about $4.9 million that
could go to support increased staffing. In addition, many caseworkers told
us that they are unable to spend the time needed to build and maintain
relationships with the children in their caseload.

While they might technically meet the face-to-face contact requirement,
many of the meetings take place in passing, such as waiting for a court
appointment or having a casual conversation in the hallway between other
meetings. Caseworkers stated that these meetings were often inadequate.

High caseworker turnover can also damage relationships and reduce the
chance a child will end up in a permanent, stable home. One well-known
study*? found that a child with just one caseworker in a year had a 74%
chance of ending up in a stable home. A child with three caseworkers in a
year had just a 5% chance. The stability of the caseworker/child
relationship supports effective case management and positive outcomes for
foster children. Caseworkers are a key resource for children in the foster
system; permanency caseworkers may carry one case for several years and
be intimately familiar with the needs of the children on their caseload.

In our interviews with current and former foster children, several reported
having multiple caseworkers throughout their time in the foster care

40 Review of Turnover in Milwaukee County Private Agency Child Welfare Case Management, January
2005.
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system. When asked what adults they would consider turning to when they
had needs or questions, children mentioned independent living workers,
counselors, and foster parents. Few included their caseworker.
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BRIDGET RAYBURN

Caseworkers: 149 allocated as of July 2017
(including screeners)

CPS Caseworkers: 56 allocated as of July 2017
2016 Turnover rate for D3 caseworkers: 25%
Average monthly cost of D3 overtime: $49,241
Number of children in foster care for at least
one day (2016): 1,211

2016 foster care entries/foster care exits:
454/481 (decline in total of 2%)

Number of certified foster homes (as of Sept.
2016):348

Change in number of foster homesin 2016: net
loss of 37 homes (11% capacity lost)

As of June 2017, District 3 lost 3 caseworkers a
month to FMLA and 2 per month to turnover.

“I feel like ’'m burning out.”

In February of 2017, a member of the audit team rode along with CPS caseworker
Bridget Rayburn as she responded to reports of abuse and neglect. We checked
back in with her in November of 2017, after she had been on the job a little over one
year. She provided the following comments:

There are aspects of the job that are awesome. If | can take a kid out of a
truly dangerous situation, then | am helping. But right now, half of my CPS
unit is looking for other jobs. You don’t do this for the money. You do it
because you love kids. |love my job, but | feel like it’s not sustainable.

Right now me and everyone in my unit is getting a new assessment every
day, and averaging 21 per month. Some people got 23 assessments last
month. We’re supposed to be getting 6 new assessments in a month.

| understand that it’s never going to be easy. It's a hard and emotional job,
but things could be done to improve it. It’s not the work that makes you
want to leave. It’s not the families, or the trauma, that make you want to
leave. It's the workload. You can’t even keep track of it all. I've gotten
calls from people that | should have recognized from a case, but | couldn’t
remember who they were. Because there is too much.

| am here because of the kids and the feeling of helping. | wish that | could
spend more time with the kids on my caseload because | love working with
kids, but | can’t do this because my caseload is so high. Removing kids from
their family home and placing them in stranger foster care is always hard. A
lot of our foster homes are overfilled. It feels good when we can certify a
family so the kids can stay with someone familiar. Getting a hand drawn
picture from a kid makes this job worth it. At the end of the day, the job is
about keeping kids safe and it’s rewarding to know that | play a part in that.

| really love my job. If the workload were manageable, | think that | could
do it forever.

I've become a more jaded person. My whole perspective on what consti-
tutes abuse and neglect has shifted. I've become desensitized. That’s just
normal. I'm so discouraged by DHS, though. They have so many great
workers, and they’re just throwing them away.

This job has taken a toll on my personal life. | feel like I’'m burning out. It's
hard to leave work at work. | still go out and see friends, but | have this
constant anxious feeling. Sometimes I'll wake up in the middle of the night
because | forgot to call a parent back, or some form didn’t get completed.
I’'m always afraid of having missed something, or something going wrong.
And it’s my responsibility. Sometimes it’s just overwhelming.

The turnover is unreal. I've been in CPS for a little over a year, and in my
unit I’'m one of two people that have been there longer than a year. Some-
one cries at their desk every day. Not because of trauma. Because they’re
overwhelmed with work.



Approaches used in other states may help DHS more effectively
address staffing challenges.

“Right now its sink or swim,
and everyone’s drowning.”

- Caseworker discussing the
lack of a support structure
and the need for an
appropriate training period
for new staff.
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Some states and cities facing high caseloads and caseworker turnover in
their own foster programs have taken steps to address their problems.
Their strategies, ranging from hiring more caseworkers to upgrading
technology used by caseworkers, could help improve Oregon’s Child
Welfare program.

Reduce caseloads and turnover

Other states, including New Jersey, Michigan, and Arizona, mandate
caseload limits for child welfare caseworkers. In all three states, lawsuits
led to the caps.

In New Jersey, under court order to reduce caseloads since 2004, the state
increased caseworker salaries and took other measures, such as
emphasizing caseworker professional development and career
progression. The state has reduced caseworker turnover from 18% to 7%.

In Texas, a caseworker turnover crisis resulted in emergency funding for
829 workers to reduce unmanageable workloads and better ensure
caseworkers meet guidelines for face-to-face contact with children. In
addition, front line workers received a $12,000 salary increase to bring
their compensation in line with similar professions. Other vital positions
that support caseworkers will also receive a salary increase.

Provide incentives for social work education

Some states have developed university-agency partnerships to encourage
bachelor’s and master’s degrees in social work. Measures include loan
forgiveness and specialized child welfare service coursework. Evidence
indicates that professionally educated social workers are better prepared
for child welfare work, stay longer, and influence organizations to support
best practices. Child welfare workers in New York, for example, can receive
loan forgiveness awards up to $10,000 per year of service, up to five years
and not to exceed the total amount of the worker’s student loan debt.

Provide realistic job previews

At least twenty other states develop realistic job previews that present the
unique aspects of their child welfare agency, available positions,
geography, and client populations. These job previews are designed to
present a balanced view of the rewards and demands of child welfare
positions in order to align the goals and expectations of applicants with the
requirements of child welfare work. The goal is to improve the fit between
the applicant and the job.

One county in North Carolina has used job preview videos in part to deter
prospective applicants who may not be ready for the challenges of the job.
County officials also check in with new caseworkers in their first 30, 60 and
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90 days to find out if they are facing any difficulties. In the last decade, the
county reduced caseworker turnover from a high of 39% to 12%.

Increase caseworker teaming

New York has developed a caseworker teaming model, with casework
functions shared among multiple staff and group supervision. These teams
collaborate to make case decisions and decide how to meet client needs.
The team model is designed to reduce caseworker isolation and workload,
improve workforce retention, and strengthen casework decision making.

Improve Technology

Effective case management in Indiana’s child welfare agency was thwarted
by poor data and paper recordkeeping. In 2012, the agency implemented
new casework software from a non-profit that shadowed caseworkers to
develop the system.

With the new system, caseworkers immediately see critical information,
including the number of days since their last visit with a child and how
many days it has been since each child visited with their biological parents.
The system also includes relationship diagrams to help caseworkers
understand family networks and manage complex relationships. Other key
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walls.

Indiana’s Casebook: A state of the art tool designed to help child welfare
workers track and improve results for children in their care.
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Recommendations: DHS Should Address Chronic Management Failures and

High Caseloads
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The numerous problems facing DHS and the Office of Child Welfare are
serious and demand thoughtful and thorough attention.

Management of child welfare and foster care are disorganized, inconsistent
and constantly in a state of flux. There are too few foster placements to
meet the needs of children, and the agency lacks a robust foster parent
recruitment plan. Chronic understaffing, excessive caseloads, high
turnover, and a large proportion of inexperienced staff compromise the
division’s ability to perform basic and essential child welfare functions.

Recent changes to agency leadership set the stage for the agency to address
these challenges. The recommendations below will help DHS ensure child
safety and bring stability to an unstable foster care system.

To improve management in DHS and Child Welfare, the agency
should:

1. Review and address the four foundational recommendations outlined
in the Public Knowledge report:

a) Improve the DHS culture;
b) Focus the whole DHS Agency and Child Welfare on Safety
¢) Adopt data-driven decision making; and

d) Increase staffing resources for Child Protective Services and other
DHS entities.

2. Cultivate a culture of transparency, responsibility, respectful
communication, and professionalism using an array of leadership tools
and measurable through an independent work environment survey.

3. Review the structure and organization of key child welfare programs to
identify and understand long-standing issues and system weaknesses;
set policy and communicate expectations to ensure appropriate
implementation of changes; and ensure changes are not simply
reorganizations or movement of employees, but help management to
address root problems.

4. To advocate more effectively for program and staffing needs to the
Legislature, use clear and accurate data to support budget requests and
show the effects of under budgeting on program stability.

5. Implement a thorough and ongoing evaluation process for agency
programs and initiatives, including the following actions:

e) consider overhauling or replacing the OR-Kids case management
system, and continue to apply lessons learned from this and other
projects to future information systems projects;
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6.

f) review the Oregon Safety Model to ensure that staff fully
understand and can apply key concepts and more effectively
safeguard child safety;

g) assess the true impact of the move to centralized screening on
statewide staffing resources and the consistency of the screening
function; and

h) assess the two-track investigative model used by CPS and OAPPI to
ensure all identified gaps are addressed and consistency of
response to reports of child abuse and neglect.

Establish safe mechanisms for staff to provide input, and develop a
transparent process for reporting concerns, tracking them, and
ensuring top management takes action to resolve them.

To improve management of foster care and recruitment and retention
of foster parents, the agency should:

7.

10.

11.

Develop and implement a statewide strategic plan to increase foster
care capacity that includes using data analytics and tracking to target
the recruitment of foster care placements for every district in the state.
The strategy should include targeted recruitment of specific types of
placements (career foster parents, therapeutic foster beds and
culturally appropriate placements).

Collect and use data to improve the foster care system, including:

a) the availability of foster homes and the true capacity of available
beds in the system;

b) the rate of foster parent turnover and the number of foster parents
trained per year; and

c) astatewide dashboard to compare district performance on key
metrics.

Remove unnecessary barriers that impede timely recruitment of foster
families. Track certification of career foster parents, from inquiry
through certification, and keep foster parents engaged during the entire
process to increase the likelihood of certification.

Build a robust support system to retain career foster parents and
reduce placement instability. This should include a foster care payment
that fully covers the cost of caring for a foster child, options for respite
care providers and encouraging foster families to use respite care, and
ongoing training and support to foster parents so they can continue to
meet the challenges of fostering.

Create and maintain a culture of respectful communication between
foster parents and DHS caseworkers, and allow staff time for
caseworkers to build relationships with foster parents. Use foster
parent satisfaction and exit surveys to measure the quality of the
program over time to understand and address foster parents’ concerns.

January 2018
Page 57



Report Number 2018-05
DHS Foster Care

12.

13.

14.

Design a robust internal policy to reduce the risks of hoteling children
by providing district caseworkers and office staff with clear protocols
and operational support.

Commit to building foster placement capacity across the whole system
for children with a range of behavioral, health-related, and cultural
needs.

Develop a strategy for ending the practice of placing children in hotels.

To improve chronic understaffing, overwhelming caseloads and high
turnover, the agency should:

15.

16.

17.

18.

19.

20.

21.

22.

23.

Understand and clearly communicate child welfare field staffing needs
to the legislature.

Review, revise, and update the current workload model to reflect recent
policy and procedure changes, and field staffing needs.

Work with the legislature to increase child welfare field staffing
according to the revised workload model and reduce the number of
field positions held vacant to balance the budget, in order to reduce
child welfare caseloads to manageable levels.

Monitor caseworker caseloads, district staffing allocations, and the
impact of turnover, overtime use, lack of experience, and FMLA use on
caseloads to support equitable staffing allocations across the state.

Develop and implement strategies to reduce and mitigate workload
stress factors, reduce staff turnover, and reduce the use of paid and
unpaid overtime by child welfare field staff.

Take the following actions to improve caseworker staffing and training:

a) work with DAS to review the Social Service Specialist 1
classification and consider separating casework positions into
separate classes;

b) consider developing a career ladder for skilled caseworkers,
supervisors, and support staff; and

c) Continue to develop and review training and professional
development of casework staff and supervisors in conjunction with
community partners.

Ensure adequate facility space and technological support throughout
the state to absorb needed child welfare staffing increases and support
quality casework.

Work with the Department of Justice and the Legislature to improve
caseworker access to legal representation and legal case management
support.

Consider implementing casework teams for responding to potentially
dangerous calls and managing unusually complex or difficult cases.
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24. Ensure that the central and district offices are in regular
communication with field offices throughout the state and provide the
necessary support and resources to field offices when requested.
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strategies in the Program Improvement Plan to address these very issues. A proposal outlining those
needs will be submitted to the Child Welfare Director by March 31, 2018.

As the statewide strategic plan is developed, it will incorporate the statewide plan for expansion of
the Every Child model. In addition, the Oregon Foster Family Recruitment Retention and Support Diligent
Recruitment planning tool (developed through the GRACE project) will be utilized to create recruitment and
retention plans at the statewide level.

The statewide strategic plan which will be complete by June 30, 2018, will be informed by strong data
analytics. We will strategically place staff with the knowledge, skills and abilities to bring families
forward and review various other states strategies as part of this planning.

RECOMMENDATION 8
Collect and use data to improve the foster care system, including

a. the availability of foster home and the true capacity of available beds in the system;
b. the rate of foster parent turnover and the number of foster parents trained per year; and
c. a statewide dashboard to compare district performance on key metrics.

Target date to complete

Agree or Disagree with implementation activities Name and phone number of

specific point of contact for

Recommendation (Generally expected . .
within 6 months) implementation
Agree October 31, 2018 Kevin George 503-945-5897

Paul Bellatty 503-569-9700

Narrative for Recommendation 8

a. Collect and use data to improve the foster care system, including the availability of foster

home beds and the true capacity of the system.

We are continuously making efforts to right-size the capacity of care to help assure safety,
wellbeing and permanency for children/youth experiencing foster care. Data analytics is an
essential tool in the effective utilization and development of foster care and other substitute care
resources. The department gathers a tremendous amount of data through its information systems
but has not had an effective way to assure the accuracy of data entered, or had access to timely
and effective analysis of the data. Timely, accurate, and appropriately analyzed data is critical to
making good data-informed decisions. The newly formed Office of Reporting, Research,
Analytics, and Implementation (ORRAI) will play a critical role in our ability to use data to
improve the foster care system.

As discussed above in recommendation 1. ¢, ORRALI is working on the development of data-
informed tools including capacity and service matching. The placement of children/youth in
Oregon has been primarily dictated by bed availability, with limited recognition of a child’s
specific needs and/or foster parent capabilities. Knowing the number and type of placements
needed (foster care, kinship care, treatment/proctor foster care, behavioral rehabilitation services,
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psychiatric residential treatment services, sub-acute, etc.), and which child/youth should be placed
into what type of setting will help improve outcomes for children and families.

The placement capacity research will estimate the number and type of placements needed to
optimally serve children’s needs through a two-step process. First, an ideal service level will be
determined using a random sample of children/youth, then statistical analysis will be used to
identify the best outcomes of similar individuals placed in various service levels. The differences
in these two results will refine estimates of what capacity is needed to create an optimal continuum

of care.

Through a Federal grant opportunity DHS Child Welfare created the GRACE (Growing
Resources and Alliances through Collaborative Efforts) project in Oregon. This program
developed a Diligent Recruitment Practice Model informed by data and using a customer service
approach, to recruit and retain resource/foster families who reflect the culture and characteristics
of the children in foster care and to develop and sustain thriving community partnerships. We are
currently evaluating how to sustain the positive impacts of GRACE as the grant funding ends in

the fall 2018.

b. Collect and use data to improve the foster care system, including the rate of foster parent
turnover and the number of foster parents trained per year.
The department will conduct a review of the historic turnover rate of foster parents in Oregon,
along with a scan of literature and national surveys to assist in creating a baseline turnover rate
for foster parents in Oregon. This review will be completed by June 30, 2018, and the results will
help inform the Statewide Strategic Plan for Recruitment, Retention and Support at the district

level.

The department will address the need to track foster parent training. By the end of April 2018, the
Foster Care and Youth Transitions program area will add a foster care coordinator focused solely
on caregiver training for both foster parents and relative caregivers, and will have a caregiver
training strategic plan developed by October 2018.

¢. Collect and use data to improve the foster care system, including statewide dashboard to
compare district performance on key metrics.
ORRAI is currently using geographic information systems technology to create mapping
statewide that will provide data about how many children are in care by county/community,
including demographic information, and how many current foster homes are certified by
county/community, identifying which are kith/kin and which are general applicants. This
information will inform the statewide strategic plan and help track performance across districts.
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RECOMMENDATION 9

Remove unnecessary barriers that impede timely recruitment of foster families. Track
certification of career foster parents from inquiry through certification, and keep foster parents
engaged during the entire process to increase the likelihood of certification.

Target date to complete Name and phone number of

Agree or Disagree with implementation activities specific point of contact for
Recommendation (Generally expected peethic p .
within 6 months) implementation
Agree June 30, 2018 and ongoing | Kevin George 503-945-5897

Paul Bellatty  503-569-9700

Narrative for Recommendation 9

We will work to remove unnecessary barriers that impede timely recruitment and to improve the
retention of good foster families. Utilization of data analytics is one necessary element to help identify
the specific barriers.

DHS Child Welfare has identified the need for a workload model analysis to be completed for all
staff identified as Foster Care Certification workers. This is one area that has not received a thorough
workload analysis in the past, and with the number of significant changes over the past 5-7 years (see
below), a workload analysis is necessary.

The foster care program began using a Structured Analysis Family Evaluation (SAFE) approach to
completing home studies as a critical piece of the certification process of foster families. While this
tool has been identified as very thorough and helpful, it is also time consuming and was not
considered in the existing workload model. We will consider this as we develop our new workload
model.

The department will initiate a relative caregiver review utilizing national standards, literature and
other state’s models to learn how other states work with and/or certify relatives who care for children
being served by Child Welfare in those states. This review will include recommendations to the Child
Welfare Director by June 30, 2018 for consideration regarding modifying and continuing the current
model or movement toward a new model.

DHS Child Welfare is currently developing a Mobile Certification and Training Team to test a model
that will allow more flexibility of staff to meet the needs of potential foster families within
communities throughout the state. This team is not dedicated to any one county, but will be deployed
according to need. This is a small team—three foster home certifiers and two trainers to test the
intervention. This team is projected to be up and running by March 2018.

RECOMMENDATION 10
Build a robust support system to retain career foster parents and reduce placement instability.
This should include a foster care payment that fully covers the cost of caring for a foster child,
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options for respite care providers and encouraging foster families to use respite care, and ongoing
training and support to foster parents so they can continue to meet the challenges of fostering.

Target date to complete
. . . . o e Name and phone number of
Agree or Disagree with implementation activities specific point of contact for
Recommendation (Generally expected pectlic p of contact 1o
within 6 months) implementation
Agree September 30, 2019 Kevin George 503-945-5897

Narrative for Recommendation 10

During the last legislative session, the Legislature authorized increased reimbursement rates for
family foster care effective January 1, 2018.

The Legislature also set aside $750,000 for Foster Parent Supports. The department worked with the

Legislative Fiscal Office during the fall of 2017 to prepare the legislative request which was

submitted on January 12, 2018. This plan includes developing the following programs to support

foster parents:

e Respite Care — Approximately 65% of the funding ($487,500) will be used to provide two
conservative models of respite care for foster parents—a ‘general respite’ model and a ‘child
specific’ model;

e Mentoring — Approximately 20% of the funding ($150,000) will be used to develop mentoring
programs to help support new foster parents; and

e Immediate Needs — Approximately 15% of the funding ($112,500) will be used flexibly to meet
the immediate needs of foster parents (i.e., purchasing a crib, car seat, etc.) so they are able to
more immediately care for a child or sibling group.

In addition, we have prioritized providing a child care stipend to offset the cost of child care for
working foster parents. This will be achieved by reinvesting general funds ‘saved’ through the Federal
Adoption and Safe Families Act of 2008 (Public Law 110-351). This law changed Title IV-E adoption
assistance eligibility requirements to allow federal funds to be claimed where they couldn’t be before.
In return, the state is required to reinvest the ‘savings’ into Child Welfare services not currently
offered (i.e., supplement not supplant existing services). A letter was submitted on January 12, 2018,
to the Interim Joint Ways and Means Committee requesting permission to implement a Child Care
Stipend Program that would allow a $375 per child/per month stipend to be provided to working
foster parents who care for children 0 through 5 years of age.

Both requests — for the foster parent supports and the child care stipend — require action by the
Legislature during the February session before we can move forward. Program development for foster
parent supports will begin approximately 30 days following legislative approval, and the Child Care
Stipend Program is ready to begin within 60 days of legislative approval.

A sustainability proposal supported by data showing the successful work conducted through the
GRACE project will be submitted to the Child Welfare director by March 30, 2018. This
sustainability proposal will identify staffing resources necessary to help increase recruitment,
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retention, and support of caregivers through a customer service, data-informed approach. The
GRACE project is currently supported by a federal grant, set to expire in the fall, and is only available
in 5 districts throughout the state. More information can be found at:
http://www.nrcdr.org/diligent-recruitment/dr-grantees/story?k=dr_grace

RECOMMENDATION 11
Create and maintain a culture of respectful communication between foster parents and DHS

caseworkers and allow staff time for caseworkers to build relationships with foster parents. Use
foster parent satisfaction and exit surveys to measure the quality of the program over time to
understand and address foster parents’ concerns.

Target date to complete
. . . . . Name and phone number of
Agree or Disagree with implementation activities specific point of contact for
Recommendation (Generally expected within 6 peethic p .
months) implementation
Agree December 31, 2018 Kevin George 503-945-5897

Narrative for Recommendation 11

The audit has identified significant staffing needs for Child Welfare caseworkers. Addressing the
staffing needs is essential to providing capacity for workers to engage in more quality time with
children and foster parents. This will allow caseworkers to build necessary relationships.
Meanwhile, the new leadership in Child Welfare is communicating a set of expectations for
respectful communications and interactions.

RECOMMENDATION 12
Design a robust internal policy to reduce the risks of hoteling children by providing district

caseworkers and office staff with clear protocols and operational support.

Target date to complete
. . . . . Name and phone number of
Agree or Disagree with implementation activities specific point of contact for
Recommendation (Generally expected peeriie p .
within 6 months) implementation
Agree Completed August 1, 2017 Peter Rosenblatt 503-945-5732

Narrative for Recommendation 12

DHS worked with the Service Employees International Union (SEIU) to develop the Oregon DHS
Statewide Protocol for Children in Need of Placement. In addition to the development of this
protocol, a supplemental training was developed and posted on iLearn, the state’s on-line
employee education system. All Child Welfare employees providing supervision of a child in a
hotel setting were required to read this protocol and take the online training, prior to August 1,
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2017. Thereafter, all new Child Welfare employees providing supervision of children in a hotel
must read the protocol and complete the training prior to supervising a child.

RECOMMENDATION 13
Commit to building foster placement capacity across the whole system for children with a range of

behavioral, health-related, and cultural needs.

Target date to complete
. . . . e Name and phone number of
Agree or Disagree with implementation activities specific point of contact f
Recommendation (Generally expected pecttic pount oF €on or
within 6 months) implementation
Agree July 1,2019 Kevin George  503-945-5897
Peter Rosenblatt 503-945-5732

Narrative for Recommendation 13

Audit Recommendation 7 identified the need for a statewide strategic plan to increase foster care
capacity. This will help address one area of need in a continuum of care. Developing a comprehensive
continuum of care model in Oregon will require a public/private solution-based approach. DHS Child
Welfare cannot create the solution alone.

In July 2017, DHS Child Welfare made a significant investment to expand capacity in the DHS
Behavioral Rehabilitation Services system (BRS). This investment is projected to yield an increase
of 90 BRS Shelter/Basic Residential/Intensive Residential placements and an additional 150 BRS
treatment foster care placements in the 17-19 biennium.

To help address the gaps in other child-serving systems and assist in the development of a true
continuum of care model, the DHS Unified Child and Youth Safety Implementation Plan —Continuum
of Care Project was created.

Continuum of Care Project Status and Updates

Task E, listed in Audit Recommendation 1.b, creates a service array and placement structure based
on the individual needs of the child/youth, aligns policies and procedures across state agencies, and
improves state agency coordination and service delivery. OHA Director Allen and I (DHS Director
Pakseresht) gave this group a joint mandate to work cooperatively and to propose solutions directly
to them. This service array will be developed by the end of December 2018.

DHS and OHA are co-sponsoring a youth system improvement effort.
A small group of subject matter experts from both agencies, including representatives from Child
Welfare, I/DD and OHA’s children’s mental health system, have been working on a proposal for the

directors to review. The timeline for completion of the proposal is January 31, 2018.

DHS commits to continuing to work with its partners to develop a sustainable, full continuum of care
that begins with the availability of comprehensive supports to help children remain in their own
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homes whenever possible. With an effective continuum of care model, many of the children currently
requiring care by DHS Child Welfare would instead receive care and support within their
communities with or without DHS Child Welfare involvement.

In January 2018, Child Welfare Director Jones called together a team, including representatives from
OHA, Coordinated Care Organizations, and DHS, to discuss developing a strong continuum of care
for Oregon’s children. Several partners have committed to work with us to address providing
comprehensive services for behavioral, medical and cultural needs of our children.

RECOMMENDATION 14
Develop a strategy for ending the practice of placing children in hotels.

Target date to complete
. . . . ‘e Name and phone number of
Agree or Disagree with implementation activities specific point of contact for
Recommendation (Generally expected peethc p .
within 6 months) implementation
Agree July 1, 2019 Peter Rosenblatt 503-945-5732

Narrative for Recommendation 14

Most often, children placed temporarily in hotel settings are not there due to a lack of family foster
homes, but rather due to a lack of appropriate services and supports that should be available through
other child-serving systems. DHS is addressing this recommendation directly by focusing on what
we can be doing differently in the short term and partnering with system partners for long-term
solutions. This is a child-serving systems problem that will only be resolved through the development
of a true continuum of care that can meet the needs of children requiring high-level services to address
extreme mental health or I/DD issues. Please refer to the information provided above, under Audit
Recommendation 13, for a description of the efforts of DHS Child Welfare in helping to develop a
true continuum of care for Oregon’s children.

RECOMMENDATION 15
Understand and clearly communicate child welfare field staffing needs to the legislature.

Target date to complete Name and phone number of

Agree or Disagree with implementation activities secific point of contact for
Recommendation (Generally expected peethe p .
within 6 months) implementation
Agree January 1, 2019 Marilyn Jones 503-945-6627

Paul Bellatty 503-569-9700
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Narrative for Recommendation 15

DHS’ Office of Child Welfare Programs is working closely with the Office of Reporting, Research,
Analytics and Implementation (ORRAIT) team to develop a workload model that accurately reflects
the work associated with practicing the Oregon Safety Model to fidelity and building strong
relationships with children and families to improve outcomes. Please see the responses included in
Audit Recommendation 1.c., 1.d, and 4. This information will be collected and used to present the
2019 Legislature with a well-informed request to increase staffing to what the workload model
indicates is needed to do the work properly, with manageable caseloads, and necessary Central Office

supports.

RECOMMENDATION 16
Review, revise, and update the current workload model to reflect recent policy and procedure

changes and field staffing needs.

Target date to complete Name and phone number of

Agree or Disagree with

implementation activities

specific point of contact for

Recommendation (Generally expected implementation
within 6 months) mp !
Agree June 1, 2018 Marilyn Jones 503-945-6627

Paul Bellatty 503 569-9700

Narrative for Recommendation 16

Our Office of Child Welfare Programs is working closely with the ORRAI team to develop a
workload model that accurately reflects the work associated with practicing the Oregon Safety Model
to fidelity and building strong relationships with children and families to improve outcomes. Please
see the responses included in Audit Recommendation 1.c., 1.d, and 4.

RECOMMENDATION 17

Work with the legislature to increase child welfare field staffing according to the revised workload
model and reduce the number of field positions held vacant to balance the budget, in order to
reduce child welfare caseloads to manageable levels.

Agree or Disagree with

Target date to complete
implementation activities

Name and phone number of
specific point of contact for

Recommendation (Generally expected . .
within 6 months) implementation
Agree July 1,2019 Marilyn Jones 503-945-6627

Laurie Price  503-945-6953
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Narrative for Recommendation 17

DHS Child Welfare commits to being transparent and having open communication with the
Legislature about the need to be fully staffed to improve outcomes for Oregon’s children and families,
and to ask for relief from the legislatively required position vacancy hold.

RECOMMENDATION 18
Monitor caseworker caseloads, district staffing allocations, and the impact of turnover, overtime

use, lack of experience, and FMLA use on caseloads to support equitable staffing allocations
across the state.

Target date to complete Name and phone number of

Agree or Disagree with implementation activities specific point of contact for
Recommendation (Generally expected peetiie p .
within 6 months) implementation
Agree June 30, 2018 Marilyn Jones 503-945-6627

Paul Bellatty  503-569-9700

Narrative for Recommendation 18

Caseload and workload will be measured by the ORRIA as described in Audit Response 1.c.3. District
staffing allocations will be determined using caseload and workload information in conjunction with
the number of positions allocated by the Legislature, and will take into consideration turnover,
overtime needs, lack of experienced staff and FMLA.

We have a number of initiatives aimed at improving the quality and quantity of training to increase
the knowledge, skills, and abilities of the Child Welfare workforce, please see the responses under
Audit Recommendation 1.b, Task C, Audit Recommendation 2 and 5.b.

RECOMMENDATION 19
Develop and implement strategies to reduce and mitigate workload stress factors, reduce staff

turnover, and reduce the use of paid and unpaid overtime by child welfare field staff.

Target date to complete
. . . . s Name and phone number of
Agree or Disagree with implementation activities . .
. specific point of contact for
Recommendation (Generally expected . .
within 6 months) implementation
Agree July 1, 2019 Marilyn Jones 503-945-6627
Laurie Price 503-945-6953

Narrative for Recommendation 19

Appropriate staffing levels will assist the department in mitigating and reducing workload stress
factors, reduce staff turnover, and the use of overtime. We commit to working with the Legislature
to reach the level of staffing required to do the work.
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A true continuum of care is necessary to meet children’s needs and reduce the need for overtime to
provide the direct supervision of children and youth. Please see the responses under Audit
Recommendations 1.b Task E and Recommendation 13 for activities the department is currently
taking to help develop a true continuum of care for children across child serving systems.

Placing youth in optimal settings increases the probability of success in placement which directly
impacts workload and overtime. To accomplish this, research will estimate the number of service
level beds needed to optimally serve the substitute care population through a two-step process. An
ideal service level will be identified using a random sample of children/youth, then statistical
analysis will be used to identify the best outcomes of individuals with similar attributes in various
service levels. The differences between the two results will refine the estimates of what capacity is
needed to create an optimal continuum of care.

The Legislature provided the department with 50 positions to assist with the retention and support of
front-line staff. These positions have been allocated and are currently being on boarded throughout

the state.

RECOMMENDATION 20
Take the following actions to improve caseworker staffing and training:

a. Work with DAS to review the Social Service Specialist 1 classification and consider

separating casework positions into separate classes;

b. Consider developing a career ladder for skilled caseworkers, supervisors, and support staff;
and

c. Continue to develop and review training and professional development of casework staff
and supervisors in conjunction with community partners.

Target date to complete
. . . . Il Name and phone number of
Agree or Disagree with implementation activities . .
. specific point of contact for
Recommendation (Generally expected . .
within 6 months) implementation
Agree January 1, 2019 Marilyn Jones 503-945-6627
Becky Daniels 503-945-6470

Narrative for Recommendation 20

a. Work with DAS to review the Social Service Specialist 1 classification and consider

separating casework positions into separate classes.
DHS commits to working with DAS to review the Social Service Specialist 1 classification

and will consider separating casework positions into separate classifications.

b. Consider developing a career ladder for skilled caseworkers, supervisors, and support

staff.
DHS commits to considering developing a career ladder for skilled caseworkers, supervisors

and support staff and taking an associated request to the Legislature if appropriate.
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c. Continue to develop and review training and professional development of casework staff
and supervisors in conjunction with community partners.
The department currently uses employee development plans, allows people to shadow
positions across divisions, and allows for job rotations to give employees the opportunity to
try different jobs. In addition, we have a number of initiatives aimed at improving the quality
and quantity of training to increase the knowledge, skills, and abilities of Child Welfare

workforce.

RECOMMENDATION 21
Ensure adequate facility space and technological support throughout the state to absorb needed

child welfare staffing increases and support quality casework.

Agree or Disagree with

Target date to complete
implementation activities

Name and phone number of
specific point of contact for

Recommendation (Generally expected implementation
within 6 months) P
Agree January 1, 2019 and Kristen Duus 503-947-2954

ongoing Don Erickson 503-884-8774

Narrative for Recommendation 21

The Office of Child Welfare Programs commits to working closely with the Office of Information
Systems (OIS) and Facilities to assure adequate facility space and technological support to support
quality casework. This is contingent upon receiving additional staffing allocation from the

Legislature.

RECOMMENDATION 22
Work with the department of Justice and the Legislature to improve caseworker access to legal

representation and legal case management support.

Target date to complete

implementation activities Name and phone number of

Agree or Disagree with specific point of contact for

Recommendation (Generally expected implementation
within 6 months) P
Agree June 30, 2020 Marilyn Jones 503-945-6627

Laurie Price  503-945-6953

Narrative for Recommendation 22

The Legislature prioritized statewide legal representation for Child Welfare caseworkers, and DHS
was awarded $6.9 million in its budget for this purpose. An associated budget note (in HB 5006)
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requires the of Justice (DOJ), DHS, Oregon Judicial Department (OJD) and the Oregon state office
of Public Defense Services (OPDS) to work together to ensure system efficiencies and effectiveness,
and requires reports to the Legislature on progress, with the first report due October 2018.

In addition, HB 3470 extended the sunset for caseworkers appearing in court without representation
to June 30, 2020.

As a result, DHS and DOJ have been working together over the past several months to develop a
statewide, phased roll-out plan for legal representation of Child Welfare caseworkers in each county.
Phase 1, which included legal representation by DOJ in 15 counties, was completed January 1, 2018.
Phase 2, which includes hiring additional attorneys by DOJ, communications with staff and
stakeholders, and legal representation by DOJ in 12 additional counties, will be complete July 1,
2018; and Phase 3 which includes legal representation by DOJ in the remaining nine counties, is
currently scheduled to be completed by the end of June 2019.

In addition to the above-mentioned legislation, HB 2500 passed during the 2017 session mandating
updated legal representation training for caseworkers every four years regarding their legal role in
juvenile cases. DHS Child Welfare is currently planning with DOJ regarding the ongoing training
they will provide as part of their ‘technical legal assistance and contact’” with Child Welfare staff. We
are also working together to assure that legal representation training in the new worker training, and
a more advanced five-day legal training, stay in alignment with the legal representation phase-in
schedule.

RECOMMENDATION 23
Consider implementing casework teams for responding to potentially dangerous calls and

managing unusually complex or difficult cases.

Target date to complete
. . . . L Name and phone number of
Agree or Disagree with implementation activities specific point of contact for
Recommendation (Generally expected peethic p .
within 6 months) implementation
Agree July 1, 2019 Marilyn Jones 503-945-6627
Laurie Price  503-945-6953

Narrative for Recommendation 23

We agree that this is best practice, and having casework teams would be ideal. Currently, supervisors
support their caseworkers by going out on calls, caseworkers partnering with law enforcement, and
in some cases two caseworkers going out together. The department commits to considering what it
would take to implement casework teams across all disciplines. Additional staffing will be required

to implement this recommendation.
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RECOMMENDATION 24
Ensure that the central and district offices are in regular communication with field offices throughout

the state and provide the necessary support and resources to field offices when requested.

Target date to complete
. . . . o Name and phone number of
Agree or Disagree with implementation activities specific point of contact for
Recommendation (Generally expected within 6 peettic p .
months) implementation
Agree June 2018 and ongoing Shannon Biteng 503-602-9871
Laurie Price 503-945-6953

Narrative for Recommendation 24

In addition to the efforts outlined above, effective January 2018, we rebuilt the field support structure
to help better bridge the gap between central and field staff that was left with the elimination of ‘Field
Operations’ in late Spring of 2016. This will ensure communication of expectations to ensure
appropriate implementation of changes.

I would like to thank you and your Audit Team for your efforts on this audit. The department values
the objective and independent evaluation that audits such as these provide. We look forward to
implementing these recommendations to enhance the quality of services provided to Oregonians.

As we move forward, we will report to the Governor, the Legislature and the public with timelines
and expectations for our performance.

Our staff is dedicated, hardworking and eager to help find solutions to the problems that affect our
ability to serve children and families. DHS leadership is increasing our support for our staff by
improving our systems and management of those systems.

Please contact Marilyn Jones at 503-945-6627 if you have any questions.

Sincerely,

b ﬂﬂéﬂw

Fariborz Pakseresht
Director

EC: Marilyn Jones, Child Welfare Director
David Lyda, Chief Audit Officer




