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CHAI R PEGGY WLSON call ed the House Health, Education and Soci al
Services Standing Conmttee neeting to order at 3:01:49 PM
Representatives WIson, Gardner, Roses, Seaton, and Fairclough
were present at the call to order. Representatives Ci ssnha and
Neuman arrived as the meeting was in progress.

Overview O fice of Children's Services

3:02: 21 PM

CHAI R WLSON announced that the only order of business would be
an overview from the Conm ssioner of the Departnent of Health &
Soci al Services and the Deputy Comm ssioner, Ofice of
Children’s Services (OCS).

3:02: 57 PM

KARLEEN JACKSON, Commi ssioner, Departnent of Health & Soci al
Services (DHSS), introduced the presentation. She inforned the
commttee that she and Deputy Comm ssioner Tanmy Sandoval of the
Ofice of Children's Services are presenting their plan for
i nprovenents to the OCS system  Conm ssioner Jackson noted that
during the vyears between 2001 and 2005, there were four
di fferent agency directors of OCS. Current Deputy Comm ssioner
Sandoval has 20 years experience in child protection services
and has been with DHSS since 2004. Comm ssioner Jackson praised

Ms. Sandoval for the work she has done so far. She expl ai ned
that one of the first steps taken to stabilize OCS was to
contract with an outside consultant, ACTION for Child
Protection, Inc., to study and evaluate internal operations.

Through collaboration with the Departnent of Law (DOL), the
i ncom ng attorney general provided approval for the report to be
rel eased in March, 2006, and a copy of the report was provided
to each conmttee nenber. She said that the report has been
di scussed with OCS staff statewide, the G tizens' Review Panel
(CRP), the Senate Health, Education and Social Services Standing

Commttee, and the press. Commi ssi oner Jackson infornmed the
commttee that, although there are no surprises in the report,
menbers  of her staff are personally inpacted by the

reconmendati ons therein.

TAMMY  SANDOVAL, Deputy Comm ssioner, Ofice of Children's
Services, (OCS), relayed her office's intent to |look at issues
not covered by a 2003, federal review, or by the CRP. The first
area to be reviewed by the contractor's internal report, that
was begun in Novenber, 2006, was the organizational structure of
the interface between OCS state and |ocal offices. The second
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aspect was to review community relationships. Third, the policy
and front-end procedural review and a safety assessnent nodel
wer e studi ed. Fourth, a review of the Training Curriculum and
Orientation of New Enpl oyees (TONE) was requested.

3:10: 46 PM

M5. SANDOVAL continued to say that OCS managenent wanted to
study its effectiveness and efficiency. Enmpl oyee norale, job
satisfaction, turnover, and retention were critical areas of
concern. A job satisfaction survey was taken and enployee
interviews were held. She listed findings that indicated that
there is a high level of dissatisfaction anong enpl oyees in nany
areas; however, there also remains a high level of job
notivation and she expressed her belief that OCS has a strong
foundati on on which to build.

3:12: 52 PM

M5. SANDOVAL continued to note that the majority of OCS s front-
line staff, who are overwrked and are in the Ilinelight,
indicate that their job notivation is high, they believe that
they are supported by nanagenent, and they are happy in their

positions. The author of the report noted that enployees have
many positive feelings about their responsibilities, but they
are concerned about how to conplete their tasks. In addition to
ot her problens, conmunication inconsistencies exist between
local, regional, and state offices. These comruni cati ons

probl enms continue within offices, and the majority of those who
responded to the survey felt that enployees are not held
accountable for their work. Training is considered inadequate
wor kl oads are unnanageable, salaries are |low, the requirenent
t hat supervisors hold a degree in social services is
unr easonabl e, the case managenent information system (ORCA) is
not current, the organizational climate is dysfunctional, and
too nmuch clerical work is required of front-line staff.

3:16:16 PM

M5. SANDOVAL pointed out that the contractor provided the
foll ow ng recommendations: review efficiencies specific to each
region; clarify authority, responsibility and accountability of
adm nistration at each level; increase clerical support; create
a support group for workers; develop an exceptional training
program for everyone; reduce work |oad; reassess the degree
requi renent for supervisors; have an ORCA expert in every
of fice; physically separate regional and field offices; develop
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a communi cations strategy link to the nmission of the agency; add
services to children and famlies; expand the famly to famly
program and continue to decrease the over representation of
mnority children in the child welfare system

3:18: 21 PM

M5. SANDOVAL described some of the steps OCS is taking to
address problens raised by this report and others. She stated
that this year OCS has begun a newsletter, The Pipeline, and
that the staff norale survey will be continued annually. In
addition, the new safety assessnent process wll also be
cont i nued. She relayed that the budget allows for six new
front-line positions for her office, and that retention of
enpl oyees will be a focus for managenent. She reported that OCS

is working with the Departnment of Administration towards
pronmoting fromwithin to prevent the |oss of experienced staff.
Regi onal managers are reaching out to the judicial system and
the comunity to talk about the new safety assessnment nodel.
Lastly, M. Sandoval stressed that her office 1is always
searching for ways to prevent child abuse and neglect through
prevention prograns and federal grants.

3:21:29 PM

M5. SANDOVAL called the conmittee's attention to the portion of
the review on comunity relationships. The contractor was asked
to do focus groups on 12 key comunity stakeholders, in addition
to the Mat-Su, Anchorage, and Juneau field offices, and the
state office. The report i ndi cates that, general ly,
prof essi onal agencies' view of OCS was nore positive than views
held by the general public. The majority of professionals view
OCS as highly effective in investigating reports of child
mal treatnent; however, the review reported that a wide variation
exi sts between offices in the quality of work and procedures

involving the sharing of information. Several key informants
cited the difficulties in internal procedures and comunity work
in the Mt-Su office. Throughout the report, comrunication

conti nued to be the nmin issue.
3:24: 41 PM

M5. SANDOVAL relayed that there needs to be nobre cooperation
with tribes on investigations and on the placenent of children.
Further recomendations are that OCS should: retain successful
staff; achieve manageable workloads; inprove responsiveness;
return phone <calls; support and conduct regional outreach
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activities wth comunity stakeholders including famlies,
foster parents, and professionals in related fields; enhance the
skills of supervisors; continue cultural sensitivity training;
devel op guidelines on the sharing of information; and maintain

transparent and open working conditions at |ocal offices. MVs.
Sandoval acknow edged that OCS has had Ilimted success in
community relationships. In QOctober, 2005, she issued a program

instruction of the policy for returning phone calls and email

Al so, surveys of famlies, tribal organizations, foster parents,
service providers, and the judicial comunity are posted online;
however, she recognized that there continues to be a
comuni cations gap. In addition, Conm ssioner Jackson has
i ssued policy and procedures guidelines regarding the sharing of
information, in order to foster inter-agency relationships. She
described OCS' s response to the CRP request for clarification

regarding confidentiality. In conjunction wth the DO,
gui delines were developed, distributed, and put in statute by
| egi sl ation. Nevert hel ess, confidentiality remains a troubling
i ssue.

3:30: 28 PM

M5. SANDOVAL told the comrittee that, in Septenber of 2006, work
with tribal partners on disproportionality was begun by inviting
them to participate in investigations in cases where a tribal
affiliation is known. Extensive work with DOL will continue to
establish tribally licensed foster hones. She added that the
new safety assessnment nodel is being discussed at the | ocal
I evel in comunities.

3:31: 24 PM

M5. SANDOVAL pointed out that the policy and procedures review
was the final area studied by the contractor. OCS specifically
wanted to know whether its policies and procedures support the
practice of decision-making on the part of staff. Lacking in
the policy was the reference to the m ssion of the organization,
the objective of a intervention, or the desired results. The

reports author explained that these references would provide a
critical foundation for enployees on the goals and nmethods of
OCS. Additionally, the witing was not precise and policies are

uncl ear . The report found that, in the policies, there is an
assunption that the reader will know what is not stated.
3:34: 14 PM
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M5. SANDOVAL provided exanples of confusing policies and
expl ai ned that the federal governnment continues to establish new
policies and regul ations and, despite the passage of HB 153 and
subsequent bills, the distribution of new policy and procedures
has fallen behind. Organi zation of OCS policy is vague and
confusing, and the nunerous and significant problens with the
current policy led the author of the report to suggest that new
policy nust be witten, rather than a revision of the old. MVs.
Sandoval said that there nust be many people involved, including
community stakeholders, in order to wite a new policy and
procedur e manual .

3:38:52 PM

M5. SANDOVAL referred to the last report that is on the training
and orientation of new enpl oyees. Fi ndings indicated that the
training for information <collection is too general for an
accurate safety assessment. For exanple; the inprecise use of
definitions of the abuse, neglect, maltreatnent, risk, and
safety of children. When the curriculum was witten, although
OCS states its famly centered orientation, there is an enphasis
placed on the legalistic issues and mandates of the child in
need of aid petition. Ms. Sandoval added that the curriculum
focus of investigations is on risk and naltreatnent, and that
OCS is now in the process of noving to a safety assessnent

nodel . Reconmendati ons of the reviewer urge the enploynment of
the safety assessnent nodel as the foundation of training for
case workers. She stressed that this shift wll bring
everything into alignnent. Addi tional recomendations are:
define who OCS is serving; structure investigations into a
linear format; and spend nore tinme on safety planning. V5.
Sandoval observed that her office had identified problenms wth
TOME before the internal review was ordered, and its
recommendations wll be fully integrated into the revisions
al ready under consideration. She stated that tribal partners,
regional offices, and stakeholders wll be involved to assure
that concerns of disproportionality will be addressed in the

revi sed training procedures.
3:44: 57 PM

REPRESENTATI VE ROSES stated his appreciation for the efforts of
OCS to respond to this conprehensive self-review He said that
he has been involved in undertaking personnel studies, primarily
in schools, and that issues of insufficient support from
supervi sors, and conmuni cations problens, are not uncomon. He
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asked how OCS wll provide sufficient time to inplenent
i mprovenents and the continui ng educati on of enpl oyees.

M5. SANDOVAL responded that this is an essential issue. She
explained that <classes for existing enployees are provided.
However, it is difficult for front-line workers to nake the tine
to attend. She described her attenpts to talk with her staff
about workl oad and burnout, and enphasize to them that when the
staff will not take the opportunity to refresh, inprove their
education, and be nentored, they will not be able to continue
their work.

3:49: 02 PM

REPRESENTATI VE ROSES asked whether OCS enployees are part of a
col l ective bargaining unit

M5. SANDOVAL sai d yes.

REPRESENTATI VE ROSES questioned whether  Ms. Sandoval has
coordinated with the bargaining unit to evaluate ineffective
enpl oyees through the union.

M5. SANDOVAL replied that the state has a personnel system in
conjunction wth the wunion, to evaluate enployees on an
i ndi vi dual basis. She said that, according to staff coments,
sonme probl em enpl oyees have not been disciplined.

3:50:42 PM

REPRESENTATI VE ROSES observed that when dealing wth a
col l ective bargaining unit, the grievance process is available.
Therefore, formal evaluations and work self-assessnents are
especially val uable. He opined that weak personnel systens
encour age enpl oyee burn out.

3:52:46 PM

REPRESENTATI VE NEUVAN stated that changes at OCS have been
di scussed before, and he said that he could not see that any
progress has been nade. Representati ve Neunman asked for
speci fi c managenent changes for the Mat-Su area. He noted that
Mat - Su cases have been referred to the Anchorage OCS office and
sl ow responses from the Mat-Su office continue to be a problem
He opined that how the OCS Mat-Su office deals with the public
is an ethics issue. He suggested that the Mat-Su staff be asked
whether there is a cyclical nature to the issues there; that
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m ght help them discover what is not working and facilitate
change.

3:57: 03 PM

COM SSI ONER  JACKSON replied that continuing education for
enpl oyees is an issue that is larger than OCS and DHSS al one.
Also, she said, there has been a justified «culture of

confidentiality ar ound protecting chi | dren. Thi s
confidentiality, however, should not shield the office from the
i nvestigation of problens. She agreed that OCS front-line

workers have sone of the hardest jobs in state government.
Nonet hel ess, the problens OCS faces nust be corrected by systens
changes. For exanple, correcting confusing policy and inproving

training for enployees. Comm ssi oner Jackson assured the
commttee that this presentation is not a budget exercise but an
overall plan for the next four years. She expressed her

commi t ment for maki ng changes in her departnent.
3:59: 00 PM

REPRESENTATI VE NEUVAN repeated his previous questions regarding
t he changes for the Mat-Su office.

3:59:27 PM

M5. SANDOVAL answered that she is mintaining the safety
assessnment nodel to inprove practices on the front-line, and
that has been issued in nmenoranda from her office. She wll
est abli sh whet her these expectations are not being fulfilled and
will then follow up wth enployees. Regarding the Mat-Su
of fice, she assured the commttee that she and the Comm ssioner
Jackson have plans to address the problens there. State
personnel rules prevent her from public disclosure about these
plans at this tine.

4:01: 22 PM

CHAI R W LSON observed that the conmm ssioner of the Departnent of
Education & Early Devel opnent (DEED) should be able to assist
OCS with the evaluation of enployees. There is a simlarity to
how DEED manages teaching and admnistrative staff. These
witten evaluation procedures are very helpful when staff
menbers are unsuccessful in their responsibilities and do not
respond to additional training efforts.

4:03: 03 PM
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REPRESENTATI VE RCOSES clarified his statenent that docunentation
is helpful, but the ideal solution is to identify a problem and
provide the neans for soneone to correct the situation and
i nprove their performance. Wen people self-reflect they may be
their own harshest critics. Represent ati ve Roses observed that
enpl oyees rarely leave their jobs because they are happy wth

what they are doing. He stressed that positions in each
departnment of the state are being are deleted because they can
not be filled. He suggested that filling positions wth

mentors, or quality assurance experts, to assist failing
enpl oyees woul d be inval uabl e.

4:06: 15 PM

COWMM SSI ONER JACKSON agreed that that the positions renoved from
her budget are positions that are not needed in their present
capacity. She affirmed that managenent is sonmetinmes in a myopic
position; too close to identify a particular need. Hence, there
is the need for contracting an internal review.

4:07: 00 PM

REPRESENTATI VE CI SSNA reflected on the history of OCS and how
chronic, entrenched problens are difficult to correct. She
cautioned that people are nore confortable with past systens and
behavi ors, no matter how dysfunctional. She suggested the val ue
of re-hiring enployees, who left disgruntled, versus bringing in
new enpl oyees. These previous workers will be famliar with the

issues and my be wlling to work towards inprovenents.
Representative Ci ssna opined that good exit interviews reveal
i mportant information for managenent. She comended OCS workers
that know the mission is inportant and added that a structure
that allows workers to translate the mssion statenent to their
own position is necessary. Her personal experience is that many
other states are struggling with the sane issues; in fact, one
solution is to, wth technology and software, connect the
m ssion and corrective measures taken to the performance of
wor kers in each region.

COMM SSION  JACKSON agreed that many helpful policies and
procedures do exist in other states.

4:12:27 PM

REPRESENTATI VE CISSNA continued to state the inportance of
changing the public perception which is that "this is a problem
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that will never be solved." She opined that there are citizens
wor ki ng agai nst OCS; however, the volunteers of the CRP could be
very hel pful to change public opinion.

COWM SSI ONER JACKSON affirnmed that, at its inception in 2002,
the role of the CRP was not clear, and an adversarial situation
ensued. However, a new partnership is being forged with them
and its collaboration is now wel coned.

4:16: 02 PM

M5. SANDOVAL added that, when the CRP cane to their recent
neeting, it was a tipping point in its relationship with OCCS.
The CRP was the first group briefed on the internal review
report and an agreenment was nmade to work side by side in a nore
meani ngful way. |In fact, as recently as |last week, she travel ed
with a CRP nenber to Bethel. The Bethel office staff debriefing
was part of what was shared with a panel nenber and Ms. Sandoval
expressed her enthusiasm about the new beginning of the
partnership with the CRP.

4:18: 32 PM

REPRESENTATI VE Cl SSNA observed that the new admnistration's
retention of the comm ssioner and [deputy comm ssioner] is a
positive factor in rebuilding the foundation for DHSS and OCS.

4:19:15 PM

CHAI R WLSON agreed. She expressed her gratitude for how far
Comm ssioner Jackson and M. Sandoval have brought their
depart nments.

4:20: 09 PM

REPRESENTATI VE GARDNER asked about the problens with ORCA Her
understanding was that the intent of the system was to inprove
the sharing of information and recordkeepi ng.

4:20:55 PM

M5. SANDOVAL responded that ORCA was developed from another
state's nodel. Mor eover, constant changes in federal and state
| aws, and new mandates and rules, have to be programed and add
demands on the system She stated that the "level of effort
time" to nmake ORCA a working system is not there yet. MVs.
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Sandoval assured the conmittee that ORCA will perform as needed
at sone point.

REPRESENTATI VE GARDNER conmented that conputerized systens are
supposed to save on paperwork but that does not seem to be the
reality. She asked whether the front-line workers wll still
have too nuch paperworKk.

M5. SANDOVAL answered that the front-line workers will say that

ORCA does not save tine. However, she is confident from her
past experience that it will, eventually.
4:25: 00 PM

REPRESENTATI VE GARDNER said that there are three parts to the
child protection field: identifying a child in need of renoval
from the hone; a plan for the child; and the pernanency plan.
She asked whet her better permanency outcones are being achi eved.

MS. SANDOVAL responded that OCS passed its federal perfornance
i nprovenent plan that nandated inprovenents in those areas.
Per manency is being achieved nore quickly; however, OCS is not
at a satisfactory federal standard |evel yet.

4:26: 28 PM
REPRESENTATI VE NEUVAN pl edged his support to assist in garnering

funding for the departnent. The safety of the state's children
is atop priority.

4:27:30 PM

REPRESENTATI VE  FAIRCLOUGH said that she appreciated the
departnment's efforts toward transparency and inprovenent. She
expressed her desire to learn nore about the safety assessnent
nodel and how it wll help the front-line workers make
det ermi nati ons. Al so, she asked how the contractor was chosen

for the study. She then asked whether the reported turnover
rate and enployee norale levels for OCS workers are consistent
with national standards, and iif +those statistics can be

attributed to the difficulty of the work. Representati ve
Fai rcl ough suggested that community outreach mght be part of
every OCS worker's job description. Wrking with schools, or
representing OCS in a different capacity, wll broaden the

possibility of being nore than a crisis intervention person, and
enable a front-line enployee to spend sone time working nore
positively in their comunity. She recalled that, in her
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experience in crises intervention, a two-year turnover rate for
enpl oyees was the norm She al so supported a union partnership,
as suggested by Representative Roses, to look at norale and
trai ni ng. Finally, she reflected on the truancy issues for the
Mat-Su area, and how other problenms in the region may affect
that office's success.

4:33:20 PM

REPRESENTATI VE GARDNER noted that the Ofice of Public Advocacy
(OPA), Departnment of Adm nistration (DOA) maintains a successful
guardian ad litem program with good norale and |ongevity of
per sonnel .

4:34:22 PM

REPRESENTATI VE ROSES stated that federal Title 1 program schools
have hone school coordinators that work only during the school

year. These social workers nmay be available to work for OCS
during the summer season, as tenporary replacenents, for the
full time workers. Additionally, he suggested that rotating

schedules through tenporary admnistration positions would
provide a respite for crisis intervention workers and prevent
bur nout .

4:37:10 PM

REPRESENTATI VE SEATON stated that the internal review was a
tough report, and that the governor has shown w sdom in keeping
the comm ssioner, and deputy comm ssioner, in their positions to
continue the needed reforns. He expressed confidence that the
work wll be done and he pledged his support for the
conmi Ssi oners.

4:38:29 PM

CHAIR WLSON predicted that finding comunity support wll be
very difficult. She suggested | ooking at other state's nodels
for direction. She then offered to form a subcommttee for
assistance, if necessary, and encouraged Comm ssioner Jackson

and Ms. Sandoval to ask for help.
4:39: 55 PM

REPRESENTATI VE ROSES suggested that changing public perception
may be difficult; however, OCS is the responsible agency in many
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crisis situations and as a proactive, versus a reactive agency,
positive public relations will result.

4:41: 20 PM

COWMM SSI ONER JACKSON expressed her belief that the public, the
conmittee, and the state wll work together for children's
safety in Al aska.

4:41. 54 PM

ADJ OURNMENT

There being no further business before the commttee, the House

Heal t h, Education and Social Services Standing Committee neeting
was adjourned at 4:42:04 PM
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