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DEDICATION

DONALD V. CARTER

1927-1990

VISION — CARING
Our Late Colleague: The Epitome of a
Dedicated Caring Person

As Maine and the Nation debated the dilemmas faced by children
and families, State Representative Don Carter was one of the first with
vigion.

With his customary quiet wisdom, Representative Carter testified on
June 7, 1989:

"It is especially important that State policy emphasize
helping children before a serious problem exists. Today,
most state funds and programs offer to help children after a
problem exists... All loo often we deal with the symptoms of
child abuse, juvenile delinquency, or infant mental health.
Many kids have problems that come from similar root
causes.  We must deal with rool causes.”

In recognition of Don's life, his service to all Maine citizens, and his
caring for children, we dedicate this report to him with our sincere
appreciation and deep affection.

We will deal with root causes.

Our thanks to Representative Donald V. Carter.









































































PRESIDENT'S & SPEAKER'S BLUE RIBBON COMMISSION ON CHILDREN & FAMILIES

together to create a single mission or unified agenda for children and
families. Children with multiple needs are served by multiple agencies
with multiple workers and multiple case plans. Services are disjointed
and fragmented.

The Commission believes that state supportive services should not
continue to be operated by a wide array of state agencies and
administrative committees. Service delivery should not continue to be
coordinated by numerous inter-agency administrative committees with
little authority, which are further limited by turf issues. The
Commission believes that the many administrative committees are time
consuming, expensive, and relatively unproductive.

D). STATE FUNDS CAN BE SAVED & INVESTED IN CHILDREN'S SERVICES

The Commission found that through more efficient use of state
dollars, savings can be realized. The resulting savings can be used to
increase services for children and families. Eliminating administrative
duplication and inefficiency will make more money available for
service delivery.

In addition there are millions of dollars available in federal funds that
previously have gone unclaimed.

We recognize recent policy and budgetary actions to claim federal
funds more appropriately. The Commission believes that its
recommendations will result in savings which are significant. Policy-
makers will be called to decide how to invest the savings — return it to the
general fund, redirect it to other programs, or invest it in services for
children and families. The Commission strongly recommends that the
savings which result from consolidation and unification be reinvested in
programs for children.

E. FISCAL POLICIES INCOMPLETE & INEFFECTIVE

In many programs, significant amounts of state general fund dollars
have financed 100% of administrative costs even though federal
matching funds could have covered as much as 50% of the cost. For
every $500,000 of state general fund dollars that now pay fully for
administrative costs, the Blue Ribbon Commission finds that 20% could
be recouped from the federal government. In some programs, this
percentage of uncollected federal money may be as high as 60%.
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The Interim Plan for Development of a Medicaid Plan for Children
and Families of Maine, written by The Institute for Human Services
Management and C.A.R.E.S., Inc. and published in 1991, presents
detailed information on the State's failure to obtain available federal
revenues. This report indicates that a $2 million investment will result
in additional federal funds for children totaling $46 million in the first
three years, and an additional ongoing annual revenue of $20 million.
One reason for these shortcomings is the fragmentation of services and
the lack of coordination between agencies and departments.

There are substantial combined total savings to be gained from
restructuring, unifying, reducing duplication, and making fuller use of
federal funds.

Long-term savings can be attained through enhanced prevention and
early intervention services for children and families. Clearly, it is
feasible to reduce the future number of at-risk people who may become
participants in the criminal justice, corrections, mental health or welfare
systems of local and state governments at great expense to taxpayers.

With a unified Department for Families and Children, a family-
focused approach, interdisciplinary teams, unified case management,
and a Family Foundation, it is possible to prevent more atrisk children
from becoming at-risk adults who participate in government programs.
If we prevent five children from becoming adult patients at a state
institution for people who are mentally ill, we will reduce future costs for
taxpayers by an average of $350,000 per year.

It is better to pay a little now than to pay a lot more later. More
importantly, it is better to care for children today than to treat adults who
are mentally disabled tomorrow.

F. STATE RESOURCES WASTED THROUGH DUPLICATION

During the fiscal year ending June 30, 1990, more than 1,000 state
employees located within five state agencies utilized over $100 million
dollars a year offering supportive services for atrisk children and their
families. Of those employees, 168 carried out only administrative
functions. The Commission finds that these administrative costs could
be significantly reduced through the creation of a unified Department
and the elimination of duplicative administrative functions. For
example, four of the five state agencies providing services to children and
families currently contract with the same community providers for the
provision of residential care and treatment. These four departments
utilize four separate contracts, budget requirements, and audit procedures.
In a unified department, these overlapping requirements and costs would
be significantly reduced. A savings for State government and for
community providers would be realized.
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CHAPTER 4

RECOMMENDATIONS

The Blue Ribbon Commission on Children and Families calls for a
redefinition of the roles and responsibilities of government, a redirection
of resources, more use of community and other non-state support
networks and resources, a consolidation of state government's children's
bureaus, organizations, and administrative practices, and the functional
integration of state administered services for children.

The Commission believes these steps will unify and focus state
services for children and families and establish reasonable limits on the
roles and responsibilities of State government. The Commission believes
that adoption of these recommendations will increase the number of
children in Maine who live in healthy families, who thrive, who are
supported and encouraged by nurturing natural support networks, and,
will reduce the numbers of children who rely on state-delivered
supportive services. The Commission also believes that these changes
will result in state services which are more efficiently and effectively
administered, less costly, more capable of offering child- and family-
centered help, and more reliant on local, family, and community-based
resources.

The Commission makes the following recommendations.

. ADOPT A UNIFIED MISSION STATEMENT

The Blue Ribbon Commission recommends that the State adopt a
unified mission statement governing its roles in providing services to
children and families. That mission statement is as follows:

The State of Maine declares that each family has primary
responsibility lo provide for lhe developmental and human
needs of its members and that slate government has a
responsibility to help families fulfill that obligation when
they are unable lo do so. Children have the right to a
consistent nurturing environment and lo the opportunity to
altain their potential for development.
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The mission of government is to complement the roles of
Jamilies, support networks and sociely in order to enhance
their sirengths.  State government has the responsibility to
intervene on behalf of children at-risk and to encourage the
refurn lo, or creation of, a nurluring family environment.
The state's response should include supportive services and
inlerventions that offer a functionally integrated
continuum of appropriate and reasonable support, either
directly or in concert with private organizalions. Services
should address the cognitive, educational, emotional,
health, physical, and social needs of children and their
Jamilies. The state's intervention is subject to the rights of
Jamilies and children, their preferences, statutory
authorization, and the availability of funds.

Il DEFINE THE ROLES OF GOVERNMENT

The Blue Ribbon Commission recommends that the roles of state
government in providing services for children and families be more
concisely defined and that the State base the services it provides in well

defined principles. These guiding principles, outlined on pages 14 and 15

of this report, guided the work of the Commission and should be adopted
by the State to serve as the principles that guide its programs and services.

The Commission also recommends that the roles of government be
clearly defined to include the following: (1) encouraging child
development through a variety of programs and services, (2) increasing
opportunities for children with developmental disabilities, (3) providing
family support services, (4) providing public health nursing, (5) defining
and coordinating the range of supportive services which are necessary
for children and families at-risk, (6) providing financial and other
resources to families who are unable to adequately provide for their
children, (7) offering children with special needs appropriate early
intervention, home based care, family support, and other community
services, (8) providing protection, residential care and treatment for
children who are abused or neglected, (9) making services available for
persons with mental illness and children with emotional disabilities in,
or as close as possible to, their home communities, and (10) developing
and assuring the availability of community corrections and corrections
programs for juvenile and adult offenders which are responsive,
rehabilitative and habilitative, and which provide sufficient space and
programming.

[1l. ESTABLISH A UNIFIED DEPARTMENT FOR CHILDREN & FAMILIES

The Commission recommends that a distinct department for
children and families be established with unified responsibilities for
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providing integrated delivery of functionally consolidated supportive
services for children and families in need. The Commission has
identified programs within five state agencies that form parts of Maine's
response to the needs of children and families. The Commission
strongly believes that the fragmented pieces can be revised and
integrated as the functional heart of a unified Department for Families
and Children. The Commission recommends that the following
programs be transferred out of their existing agencies and into a unified
Department for Families and Children:

CORRECTIONS: Juvenile correctional services including youth

detention, the Maine Youth Center, juvenile probation and parole,
juvenile community corrections services.

EDUCATION: Child development services including the

Interdepartmental Coordinating Committee for Pre-school
Handicapped Children, 0-5 programs, and PL 99-457 programs.

EXECUTIVE DEPARTMENT: Head Start, children's substance abuse

programs funded by the Office of Substance Abuse.

HUMAN SERVICES: Bureau of Child and Family Services including

MENTAL HEALTH AND MENTAL RETARDATION: Bureau of Children

SERVICES HOSTED IN SEVERAL AGENCIES: Committee on Transition

ADDITIONAL RECOMMENDATIONS FOR THE UNIFIED DEPARTMENT INCLUDE:

Creation of a Unified Case Management System

integrating and improving the delivery of state administered services.
The Commission believes strongly that developing a unified case

child care and purchased social services, Bureau of Health
including the Public Health Nursing Program, Maternal and
Child Health Program, Adolescent Pregnancy & Parenting,
Family Planning Program, Genetic Disease Program,
Handicapped Children's Program, Women, Infant & Children
Program, Pre-natal Program, and the Family Preservation
Program of the Bureau of Income Maintenance.

with Special Needs including the Elizabeth Levinson Center,
Military & Naval Children's Home, Infant Development Center,
and community services for children, Bureau of Mental Health's
AMHI adolescent Unit or its successor(s), Burcau of Mental
Retardation children's programs except those provided at Pincland
Center.

and Interdepartmental Council.

The Blue Ribbon Commission places great emphasis on functionally
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management system which is holistically based, comprechensive,
designed to stress education, human development, and preparation for
the job market, is necessary to appropriately address the needs of
children and families at-risk.

One case manager per child/family is recommended as part of the
consolidation of service practices including case management focused
on primary prevention, early intervention, and other help designed to
improve family well-being. In addition, the Commission recommends
extensive utilization of interdisciplinary teams capable of offering a
comprehensive range of integrated supports and resources which
address the needs of children and families.

Employee Preparation

Employee preparation and retraining for all affected state employees
and non-state agency employees is strongly recommended. This
training should take place well in advance of November 30, 1992. The
Commission also believes that extensive employee participation in
planning and implementing the consolidation of administrative and
service delivery functions is crucial to a successful outcome.

Transition Process & Timetable Recommended

The Commission strongly recommends the transition to the unified
department include the following key actions and preparations in the
sequence and of the duration suggested below. (Editor's Note: The Blue
Ribbon Commission recognizes that due lo the extensive debate about the
state budget and lhe anticipaled recommendations of the Restructuring
Commission, the dates outlined in this timetable will need o be
adjusted)

e Legislation authorizing transition enacted — June 1991

¢ Joint Select Committee authorized — June 1991

e Commissioner and other key leaders appointed — October 1, 1991

¢ Enabling legislation enacted including transfer of funds and
statutory change — April 1992

¢ Administrative plan completed - September 30, 1992

Employee preparation and training complete — November 30, 1992

Department operational (all programs and staff transferred —

January 1, 1993.

The Commission recommends that key leaders be appointed by
October 1, 1991 and that the administrative plan for the Department be
complete by September 30, 1992, with four Interdepartmental Council
positions transferred to work with the Commissioner to complete the
administrative plan and facilitate the transition. Existing bureau
directors, division directors, program managers, and regional managers
should participate as members of a senior workgroup for administrative
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planning. The responsibility for funds, program management, and
service delivery should be transferred and operational simultaneously,
unifying the department no later than January 1, 1993.

To functionally consolidate services, the Commission recommends
the integration of 0-5, child development services, 3-5, Headstart, 0-18
health programs, 0-18 children's mental health and mental retardation
programs, the integration of child welfare, juvenile justice, and juvenile
substance abuse, and increased coordination with special education
programs and the development of a unified school district plan.

Guidelines for Department Implementation & Operation

The Commission believes that implementing a unified Department
for Children and Families will require a transition plan and
implementing legislation. The plan should be consistent with the
unified mission statement recommended earlier and should include:

e Direction to offer educational, developmental, health, medical,
mental, social, and correctional services for children and families.
The Department should be authorized to address issues related to
family functioning, child development, and conditions affecting
children including, but not limited to, adult or child abuse and
neglect, drug or alcohol abuse, preschool education, early
childhood development, low aspirations, family problems, family
violence, juvenile delinquency, medical problems, mental health
problems, emotional disturbance, mental retardation, poverty,
school dropouts, special education, spousal abuse, truancy, teen
pregnancy, suicide, and other conditions which place children
and families at-risk.

¢ Authorization for the Commissioner to develop a plan which is
consistent with the Blue Ribbon Commission on Children and
Families' recommendations and recommendations of the Joint
Legislative Committee for Children and Families. Subject to the
availability of funds, the plan must include services which are
family-and child-focused, which focus on strengthening natural
and community support networks, which are holistic in nature
and designed to restore the capability of the nuclear family. The
plan should create a one-case manager-one-family approach,
consolidate the administrative and service functions of government
which help children and families, eliminate unnecessary layers
of bureaucracy, and offer a comprehensive continuum of care with
unified access points, application process, assessment practices and
casefile, strong accountability and quality assurance, a procedure
for evaluating outcomes, pilot programs and model projects, and a
service delivery model which integrates the administrative and
service functions of government at the regional and central office
levels. The plan should identify cost savings.
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Organization & Staffing

More than 1,000 existing state employees will be involved in the
transition to a unified Department for Children and Families. The
Commission recommends that the first step for the Commissioner of the
new department is to prepare an organization and staffing plan, well
defined lines of communication and responsibility, a reliable inventory
of resources, and an assessment of the target populations to be served.

The Commission's review of the current staffing and financial
resources highlighted the need for flexibility and the necessity for
restructuring government in the immediate future. In November of
1989, it was estimated that by June 30, 1990, the five major state agencies
offering help for children had 7,338 staff positions and funds totalling
$1,681,000,000. By April of 1990, the same five agencies, as part of their
fiscal year 1991 funding, had 7,265 staff positions and $1,792,000,000.

By March 14, 1991, the total general fund resources available for fiscal
year 1991 dropped by $43 million in some accounts and rose by $65
million in others. Federal allocations dropped by $7.3 million in some
accounts and increased by $37 million in others. Also, several hundred
staff positions were abolished or vacant and all staff were required to take
five days off during the final three months of the fiscal year. The March
1991 changes had an enormous impact on agencies providing services
for families and children. The budgets for 1992 and 1993 are still
undecided at the time this report was prepared.

This changing fiscal picture makes it difficult for the five child-
serving agencies to estimate their actual costs or resources or to document
the number of unduplicated children and families which they serve.
Fach agency, and frequently each program within an agency,
maintains separate data not readily comparable or compatible. It is also
difficult to determine if, for what purpose, how frequently, or how well
one child or one family is served by these five agencies.

Because of the changing nature of funding and staffing patterns in
government, the Commission makes the following additional
recommendations relative to the establishment of the unified
Department:

® One Commissioner should be designated to the Department for
Children and Families. This individual should work in
coopcration with the other affected Commissioners to secure
resources for the effective and efficient management of the unified
Department. Funds for indirect administrative allocations for the
unified Department should be based upon the present average
percent of indirect administrative costs across the transferred
agencies and services. This percent should be applied to define the
funds to be transferred from the Department of Human Services,
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the Department of Mental Health and Mental Retardation, the
Department of Corrections, the Department of Education, and other
agencies to the unified department.

The Department should include at 2 minimum one
Commissioner, two deputy commissioners — one for finance and
one for program, secretarial and support staff, an appropriate
number of assistant attorney generals, purchase of service staff,
financial support staff, quality assurance staff, and others.

The bureaus, units, regional staff, space allocations, support budgets
and program budgets presently assigned to those units designated
for transfer should be transferred in total to the unified department.

Personnel costs, all other dollars, and capital funds for the new
department should come via a direct transfer from existing
agencies and programs targeted for consolidation. When
administrative costs for a program are now located in
undifferentiated accounts, a percentage share should be
determined and transferred.

For all transferred programs and services, the transfer of
administrative and support resources should apply to all
organizational levels: departmental, central office, bureaus,
regions, itinerant locations, and indirect costs such as the state-wide
cost allocation plan.

The Commissioner should be appointed prior to the formal
transition process and should, at a minimum, prepare a transition
plan which includes: A financial package and the transfer of
resources; organizational charts and proposed staffing, plans for
reducing duplication of programs and staff, utilization of staff to be
transferred during the transition period for the preparation of plans,
transition costs and cost savings, a five year plan for enhancing the
services and programs for children and families, and a break
down of service types, needs, geographical areas, costs, and
community participation.

IV. CREATION OF JOINT SELECT COMMITTEE FOR CHILDREN & FAMILIES

The Commission recommends the establishment of a Joint Select
Committee for Children and Families to be a focal point for public policy
discussion of children's and families' issues and to offer oversight of state
administered services. The Commission recommends that the Joint
Select Committee for Children and Families be created by Joint Order
during the 1991 session of the Legislature as a companion to eventual
legislation enacting a Department for Families and Children.
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The Committee should consist of 13 members of the Legislature,
including 3 members of the Senate appointed by the President of the
Senate and 10 members of the House of Representatives appointed by the
Speaker of the House of Representatives as follows: 2 members of the
Joint Standing Committee on Appropriations and Financial Affairs, 2
members of the Joint Standing Committee on Education, 2 members of
the Joint Standing Committee on Human Resources, 2 members of the
Joint Select Committee on Corrections, 2 members of the Joint Standing
Committee on State and Local Government, and 3 additional members of
the Legislature. Members should be compensated in accordance with
Title 3, M.R.S.A., section 2 and the Legislative Council should provide
staffing for the Committee within existing resources.

V. CREATION OF A FAMILY FOUNDATION

The Commission recommends the establishment of the Maine
Family Foundation. This foundation is envisioned as a public-private
partnership established to develop, encourage, enhance, and promote
positive family life and positive child development. This will be
accomplished through the development of primary prevention and early
intervention proposals, support for applied research in the fields of family
life, child development, program administration, information collection
and dissemination, evaluation, training and coordination, and policy
and program recommendations. The Foundation should also conduct,
commission and/or publish studies, and participate in local, state, and
national research efforts designed to benefit children and families.

The Foundation should make recommendations relative to the
management and delivery of family and children's programs and
assure a continuing commitment to positive family development and the
well-being of Maine's children and families. The Foundation should be
funded by public dollars and private contributions.

VI. CONSOLIDATION OF EXISTING COMMITTEES

The Commission recommends the consolidation of ten existing
committees into a single independent advocacy organization for
children and families.

The Advisory Committee on Children with Special Needs, the Child
Welfare Advisory Committee, the Child Care Advisory Committee, the
Committee on Primary Prevention, the Juvenile Justice Advisory Group,
the Maine Advisory Committee on Mental Retardation (transferring
adult mental retardation functions to the Developmental Disabilities
Council), the Residential Treatment Centers Advisory Group, the Task
Force on Children's Mental Health, the Task Force on Early
Intervention, and the Task Force on Family Support should be merged
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together into the Maine Commission for Children and Families. This
consolidation will, the Commission helieves, bring more effective,
efficient, and accountable family and children's participation in
oversight and planning.

The Maine Commission for Children and Families should be an
independent group designed to advocate for children and families and to
offer an additional check and balance for the public and the State.

The Commission believes that approximately $250,000 is spent each
year administering and maintaining eight of the ten identified
committees. Members recommend that $175,000 of this amount be used
to fund the Maine Commission on Children and Families and $75,000 be
returned to programs and services provided by the unified department. It
is recommended that the Commission be authorized to hire three staff
persons: an executive director, analyst, and secretary.

VII. STATE & LOCAL EDUCATION COORDINATION

In order to assure improved educational outcomes for all school age
children, particularly those served by the Department for Children and
Families, the Blue Ribbon Commission recommends that significant
and substantial actions be taken to define, develop, and increase the
coordination and cooperation between special education services
personnel at the local level and the personnel and services of the
Department for Children and Families.

"Child find", needs identification, and referral activities should be
increased and, where appropriate, case management services should
become available in cooperation with the Department for school children
who are atrisk. In addition, pupil evaluation practices and polices should
be evaluated and revised, advocacy and assistance for children and
- parents should be improved prior to, and during, the pupil evaluation
process, and a comprehensive range of services should be cooperatively
developed based on the needs identified through the pupil evaluation
process.

VIIl. MEDICAID FOR CHILDREN

Access to basic health care is crucial to the well-being of our children.
The Commission recommends full exploration of transferring
administrative responsibilities for the Medicaid program to the Executive
Department. This proposal extends beyond the mission of the Blue
Ribbon Commission thus the concept was not discussed in depth.
However, the Commission recommends further consideration be given
to this idea, particularly as the discussion of restructuring government
continues.
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IX. TRANSITION SERVICES FOR CHILDREN AT-RISK

Children at-risk who have special needs are eligible for educational
supportive services through State government until they reach the age of
20. The State Committee on Transition coordinates services for selected
children who "age out" of eligibility by preparing them and their
families for the world after school. The Commission believes that all
children atrisk who are receiving supportive services through the
Department for Children and Families and preparing to live
independently should be eligible for transition services, modeled on the
Transition Committee's program. That program includes preparation
and follow-up utilizing an interdisciplinary support network of
community resources and specialists. The Commission recommends
that the inclusion of all atrisk children who are preparing to live
independently from Department services take place following the
January 1, 1993 start-up of the Department for Children and Families.

X. UNIFIED SCHOOL DISTRICT WITHIN THE DEPARTMENT

The Commission recommends that the Department for Children and
Families undertake during the transition process, an exploration of the
establishment of a unified school district or intermediate educational
unit within the Department. This district should enable local education
units and the Department to meet legal mandates appropriately and to
fully access available and appropriate funding, particularly federal
resources. A unified school district should ensure that students who are
in the care of the Department for Children and Families receive
educational services in a consistent and equitable manner and assure
continuing educational growth while within the jurisdiction of a local
educational unit, regardless of whether or not students reside in a facility
directly administered or funded by the Department.

XI. PINELAND CENTER

The Commission recommends that the goals, principles, and
purposes that guide services for the Department for Children and
Families be applied to services provided to the small number of children
residing at Pineland Center.

XII. PRIMARY PREVENTION & OTHER SERVICES

The Commission strongly supports primary prevention programs
and early intervention as components of a comprehensive continuum of
supportive services. Primary prevention and early intervention should
be offered in concert with private and public resources, involve all
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segments of society, and include networks of private and public service
providers.

Closing Summary

The Blue Ribbon Commission believes that the creation of a unified
Department, a Family Foundation, an independent advocacy and
oversight commission, a unified case management approach, and closer
coordination with school systems will contribute to preventing the
development of significant, life-long problems and difficulties that
negatively affect the well-being of many Maine children and families.

The Commission also believes functional integration and
consolidation of state administration and services within a unified
Department for Families and Children will result in services which will
help at-risk people more efficiently and be delivered more cost
effectively.
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Declaration of Responsibility
for Maine’s Children

More than ever before, we, the people of Maine, must accept our responsibility to guaran-
tee the well-being of all Maine’s children. Daily we hear reports of children being abused,
living in poverty, becoming homeless, and growing up illiterate and unable to earn a
legitimate wage. Our private interests and public policies put our children’s welfare
secondary to the demands of technological change, economic uncertainty, and the needs
of adults who were themselves shortchanged as children. In defiance of these conditions,
we assert that our children come into the world with certain inherent rights:

- To be cherished and accepted in their families.

o To be nurtured by their families in a way that meets their individual needs, so
that they can grow in ability to reach their fullest potential.

w To receive sensitive, continuing help in understanding, accepting and
developing pride and confidence in their ethnic and religious heritage.

e To grow in trust in themselves and others through continuing, loving care and
respect as unique human beings.

. To grow up in freedom and dignity in a community of people who accept them
with understanding, respect, and friendship.

w To receive help in overcoming any deprivation in their physical, emotional,
intellectual, social, or spiritual growth.

- To be given education, training, and career guidance to prepare them for a
useful and satisfying life.

w To receive preparation for citizenship and parenthood.

w To be raised in an atmosphere free from the suffering of physical and emotional
abuse.

. To be loved.
(Adapted, with permission, from the Bill of Rights for Maliseet Children, Houlton Band of Maliseet Indians)

By protecting these rights, communities create nurturing environments for children. Pro-
moting such nurturing environments will bring strength to our families, our communities,
our state, and our nation.

Our children’s lives are at stake. Maine’s future prosperity is at stake. Our own honor is at
stake. We must act to leave our children a world better that the one we inherited. As we
value life, prosperity, and honor, we pledge to win for Maine’s future generations those
ideals that we ourselves hold most dear: the expectation of well-being for all Maine
families, the hope for peace, and self respect.

(Reprinted with permission of Ad Hoc Children's Commiltice)




