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Introduction
Since July of 2019, the Office of Child and Family Services (OCFS) has been working to implement system
improvement initiatives identified in a comprehensive evaluation of Maine’s child welfare system completed in
2019. These system improvement strategies were developed with input from staff, stakeholders, and national
experts. Now, over two years into implementation of these strategies, OCFS has completed several initiatives and
made significant progress on the remaining items.
This work continued during the COVID-19 pandemic, although the pandemic affected both the systems that care
for families as well as the families themselves, contributing to tragic child deaths in 2021. While the strategies from
2019 continue to guide many system improvement efforts, these fatalities prompted OCFS to examine policies and
procedures through the lens of these specific cases to determine if additional changes could be made to support
child and family safety. This work was a continuation of OCFS’ commitment to child safety, permanency, and
wellbeing and conducted in conjunction with Casey Family Programs and Collaborative Safety. OCFS is pleased to
provide this 2021 update that reflects implementation and system improvement efforts during 2021, as well as data
and information on the system as it stands today.
Fully completed items are italicized below:
Safety
➢ Address Intake processes and improve staffing
➢ Re-assess the Alternative Response Program (ARP)
➢ Enhance Assessment processes
Permanency
➢ Develop a Permanency Review Process
➢ Monitor the Family Visit Coaching pilot to develop best practices
➢ Improve Structured Decision Making (SDM) tool consistency
Well-being
➢ Develop family engagement tools and training
➢ Improve resource parent outreach and support
Staff Training and Support
➢ Develop policy and training plan for new processes and tools
➢ Establish workforce wellness teams and education
➢ Update caseload size, standards, and ratios
➢ Procure a replacement for the Maine Automated Child Welfare Information System (MACWIS)
Several of the completed initiatives have been discussed in previous reports, including the 2020 Child Welfare
Annual Report, and reference is made to those prior reports. Several initiatives, including re-assessing the
Alternative Response Program and policy and training improvement efforts, will be discussed in this report. Efforts
to effectuate the remaining strategies are all currently in progress.

Child Fatalities
The death of any child is tragic and has lasting impacts on families, communities, and the child welfare system.
OCFS is committed to working to prevent child fatalities whenever possible. Following a number of child fatalities
in June 2021, OCFS bolstered its commitment to transparency by expanding its public reporting to include
quarterly updates on child fatalities. These updates include new fatalities and updates to previous year data where
information has been approved for release by our partners at the Office of the Attorney General (who prosecute
crimes related to child fatalities). This information is available on OCFS’ website and will be updated quarterly on
the following dates in 2022: January 15th, April 15th, July 15th, and October 15th.
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It is also important to put Maine’s experience in context. Data reflect that in Federal Fiscal Year (FFY) 2019 (the
most recent year for which data is available) the national rate of abuse-related child fatalities per 100,000 children
was 2.51. During that same period, the rate in Maine was 1.21, less than half of the national average. When the data
are expanded to include all fatalities (not just those caused by abuse and/or neglect) Maine continues to fare better
than the national average. In 2019, there were a total of 26 child fatalities or 14 deaths per 100,000 children in the
state. During that same year there were 9,173 deaths or 16 deaths per 100,000 children nationally2.
Those who work within this system care deeply about children and families and the recent high-profile cases
involving child fatalities have been challenging for our staff and partners, our communities, and our State. OCFS
will continue to seek improvements in the system focused on child safety and wellbeing and work collaboratively
with staff and other child welfare stakeholders to ensure Maine is doing everything possible to protect all Maine
children.

Safety Science
OCFS partnered with Casey Family Programs and Collaborative Safety to conduct a review of five child fatalities
that occurred in the month of June 2021, utilizing a model based on safety science principles. Casey Family
Programs is a well-respected, independent foundation with a focus on child and family safety, permanency and
wellbeing. Collaborative
Safety has extensive
Pandemic - Increased workload and reduced contacts with children
experience conducting
and families
safety science critical
incident reviews with
Turnover - Creates stress on completion and quality of work
child welfare
organizations across the
country.
Timeframes - Work has expanded while timeframes have not,
impacting quality
Safety science originated
in safety-critical
Standby Staffing Patterns - Complex cases assigned to newer staff
and non-investigation team members
industries such as
aviation, health care, and
nuclear power. It takes a
Communication and Coordination with Providers - Behavioral
system approach to
health providers may shield parents from child welfare at the expense
examine the interactions
of child safety
among both internal
components and external
Difficulty Engaging Caregivers - Unless court ordered, family
structures. The process
engagement with child welfare is voluntary
included a technical
review of case
Family Team Meeting Coordination - Lack of role clarity and
information and data
variation by region in practice, training, and expectations
related to these children
and their families,
Communication Between Partners (Law Enforcement and
debriefing interviews
Hospitals) - Child welfare staff may rely on child health information
with staff to provide
from law enforcement which may be limited
insight into how and why
decisions were made at
critical junctures in any previous involvement with the families, and the compiling of information into a mapping of
key factors that looks at all aspects of the system. A multidisciplinary team was convened to work with
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Concerns about standby and afterhours coverage for child welfare have been consistently reported as one of the
contributing factors to staff who decide to leave OCFS. In 2021, OCFS convened a workgroup of District staff to
examine these practices. That resulted in practice changes implemented in October 2021, including increasing
staffing on weekends and holidays, building in flexibility in the lengths of shifts, clarifying expectations for
ongoing case assignments, and better defining the roles of caseworkers and supervisors who are providing
afterhours coverage. Based on the recommendation from Collaborative Safety, OCFS has reconvened this
workgroup to identify further improvements. In addition, OCFS is working with Casey Family Programs to learn
how other states handle afterhours coverage in the hopes that best practices from around the country may serve to
further improve our own system.
OCFS is also working to examine national best practices related to assessment timeframes. This information, along
with feedback from staff and stakeholders, will be used to examine the current standards and make any changes
necessary to balance the need for a timely response with the ability to complete a comprehensive analysis of
available data to make well-supported child safety decisions. This will also include a review of the current
assessment process to identify and remove any unnecessary or redundant tasks. This review will be commenced
after the implementation of OCFS’ new child welfare information system, known as Katahdin.
The reviews completed by Collaborative Safety were invaluable to OCFS in 2021 and OCFS is currently in the
process of implementing safety science reviews as an ongoing part of child welfare operations.

Katahdin
As Maine seeks to eliminate inefficiencies and improve processes in the work of
caseworkers and supervisors, one of the most important developments in 2021 was
the continued development of a new Comprehensive Child Welfare Information
System (CCWIS). OCFS staff have named this new system “Katahdin.”
Katahdin is scheduled to go live in early 2022. Training for key District personnel
who will serve as trainers and support staff for their offices has been completed.
During December and early January, child welfare staff (along with some from other
areas of OCFS who will use Katahdin) will undergo intensive training to learn how to navigate the system. More
specialized trainings will
also be provided, including
Intake, Assessment/
Investigation, Permanency,
and Adoption. OCFS’
Business
Technical
Administration current information system,
Functions
Requirements
the Maine Child Welfare
Information System
• CPS Intake
• Integration with State's
• Staff Management
(MACWIS) is planned to
Document System • Investigation and
• Security Management
Docuware
go into read-only mode to
Assessment
• Document Generation and
• Federal Reporting,
• Case Management
Management
coincide with the launch of
including AFCARS,
• Interstate Compact for the
• Structured Decision Making
Katahdin. OCFS staff and
NYTD, NCANDS, FFPSA,
Protection of Children
Tool Access and Storage
and Social Security
staff from the contracted
• Resource Management
• Reporting and Salesforce
• Interfaces with required
CCWIS developer,
Einstein Data Analytics
• Financial Management
Federal and State systems
Tools
Deloitte, will convert all
• Title IV-E Eligibility
• Convert and migrate
Determination for Foster
MACWIS data into
MACWIS data to CCWIS
Care, Adoption,
Katahdin.
Permanency, Guardianship,

Katahdin Scope

Social Security, Federal
Reporting

Once the system goes live
the project enters a new
phase to further refine and
improve the system, as well as add additional functionality that was not included in the initial scope of work. While
these new functionalities are not key to the implementation of Katahdin, they further expand the opportunities for
efficiency.
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attending Foundations Training and undertaking other efforts to prepare them to work for OCFS upon graduation.
OCFS previously had an FIU and noted that many of the staff who have stayed with OCFS and become leaders as
supervisors, assistant program administrators, program administrations, and regional associate directors had started
their time with OCFS in the FIU.
The FIU will provide benefits for both the students and OCFS. Students will receive college credit and a small
stipend to compensate them for the work they are doing beyond that of an intern. OCFS will benefit from the
assistance of these students and the availability of social work graduates with experience in child welfare. Child
welfare is complex and difficult work and the FIU gives students experience to determine if child welfare is a good
fit for them. OCFS looks forward to launching the FIU in 2022 with the assistance of the Cutler Institute.
Over the previous year, OCFS has also developed and implemented a system of clinical support services for child
welfare staff statewide. OCFS has contracted with Spurwink to provide this service which includes ongoing support
and a structured response to critical incidents which have historically had a significant impact on staff. OCFS has
received positive feedback on the clinical support services from staff throughout the state.

Conclusion
Child welfare services faced a number of challenges in 2021, particularly given the ongoing impact of the COVID19 pandemic on all Mainers, but OCFS has also made significant progress toward system improvement over the last
year. OCFS continues to seek to learn from tragic child fatalities to improve the child welfare system. With the help
of Casey Family Programs and Collaborative Safety, OCFS was able to view these losses through a new lens that
aided OCFS in understanding what happened and why and what could be done in the future to prevent similar
outcomes. This has resulted in real and actionable recommendations that OCFS is working to implement, along
with the 2019 system improvement efforts.
OCFS staff are its greatest asset and supporting them is key to ensuring the safety and wellbeing of Maine children
and families. Throughout 2021, child welfare staff have continued to demonstrate professionalism and incredible
dedication to their work. In 2022, OCFS will continue to work to update and improve policy, maximize the
potential of trainings available to staff, provide opportunities for staff to give input on improvements to the child
welfare system, and ensure access to clinical support for all child welfare staff.
In 2022, OCFS is looking toward implementation of the Katahdin system in January and ongoing work to build
OCFS’ prevention system of care under Maine’s Family First Plan. OCFS also plans to fully incorporate Safety
Science into its work, allowing the agency to build a structure for critical incident reviews that will continue to
inform improvements to the child welfare system in 2022 and beyond. OCFS expects COVID-19 to continue to
present new and unique challenges to the work of OCFS, from the day to day work of caseworkers to the ongoing
system improvement work. Despite this, OCFS will continue to work to align resources and systems to best support
Maine’s children and families in leading safe, stable, happy, and healthy lives.
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