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REPORT REQUIREMENT

This report is hereby submitted in response to the following reporting requirement found in the 2023
Joint Chairmen’s Report:

The committees believe that maintaining an adequate child welfare workforce is essential to
improving outcomes for children entering the State’s care. Therefore, in order to maintain
oversight of this important issue, the committees request that the Department of Human
Services (DHS) report to the committees on the number of cases and positions required based on
the caseload to meet the Child Welfare League of America (CWLA) caseload standards, by
jurisdiction, for the following caseload types current within 70 days:

• intake screening;
• child protective investigation;
• consolidated in-home services;
• interagency family preservation services;
• services to families with children – intake;
• foster care;
• kinship care;
• family foster care;
• family foster homes – recruitment and new applications;
• family foster homes – ongoing and licensing;
• adoption;
• interstate compact for the placement of children; and
• caseworker supervision.

The committees also request that DHS discuss specific actions taken by the department and local
departments of social services to reallocate positions, including the number of positions
reallocated by type (caseworker or supervisor) between jurisdictions and identifying the
jurisdictions that these positions were transferred from and to, in order to ensure that all
jurisdictions can meet the standards for both caseworkers and supervisors. Specifically, DHS
should discuss efforts to fill vacant positions in jurisdictions that had shortfalls in caseworker and
supervisor positions, including Baltimore and Prince George’s counties, which had the
largest shortfalls for caseworker positions among jurisdictions as of September 1, 2022.
Additionally, the committees request that DHS provide an update on efforts to fill vacant
supervisor and caseworker positions in Baltimore City, which had the greatest number of total
vacant supervisor and caseworker positions as of September 1, 2022.

In addition to caseload data, the committees also request that the report contain an update on
the status of work done by CWLA to implement new workload standards for child welfare and the
efforts by DHS to improve recruitment and retention of caseworkers.

Source: 2023 Joint Chairmen’s Report, pages 141-142.
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REPORT

The enclosed report is based on the child welfare caseload monthly averages over the 12-month period
of September 2022 to August 2023. The data is derived from the Child, Juvenile, and Adult Management
System (CJAMS) and the Department of Budget and Management’s Workday system. As reported in
previous years, the in-home caseloads continue to reflect the consolidation of several categories of
in-home services based on Maryland’s family-centered policy and practice, as well as statewide
implementation of Alternative Response.

Both the caseload and position data shown in the Appendix are the most current available. The total
number of needed child welfare worker and supervisor positions is 1,144.2 (953.5 child welfare workers
and 190.7 supervisors). The total number of filled child welfare worker and supervisor positions is 1,264
(1,042 child welfare workers and 222 supervisors). Based on the actual numbers, state-wide there are
10% more filled positions than needed positions.

REALLOCATION OF POSITIONS

The metropolitan LDSSs continue to be most impacted by caseworker and supervisor vacancies.
Baltimore County, Baltimore City, and Prince George’s County have the largest gap between positions
filled and the number needed according to the CWLA caseload standard; both in terms of actual
positions and percentage of positions not filled. There was no reallocation recommended in the 2022
report.

By April 15, 2024, the Department will evaluate the current caseload data and trends to determine if a
reallocation of staff is required. DHS will also monitor staffing ratios for the local departments to ensure
they have adequate workers and supervisors to meet the overall standards established by CWLA.

RECRUITMENT EFFORTS

The Department is aggressively working to fill vacant positions. In order to increase the number of Child
Welfare Caseworkers, the Department worked with the Department of Budget and Management to
increase the base hiring step for these positions. Specifically, effective November 1, 2022, all Social Work
Supervisors are hired at step 17; Social Worker I and II are hired at step 11; and Family Services
Caseworkers, Family Services Caseworker Supervisors, and Casework Specialists are hired at step 8. In
order to retain staff, all staff in the above-referenced classifications that were below the new base step
had their compensation increased to the new base step. In 2022/2023 the Department used the
following recruitment efforts: job fairs, newspaper postings, online postings and social media. During this
reporting period, DHS also focused on training such as Coach Approach, Coach Mentor Certification, and
Adaptive Leadership to assist with staff support and retention.

Baltimore County and Baltimore City are experiencing a large number of vacancies and are making
additional recruitment efforts including attending career fairs across the State and strategic direct
mailers to prospective candidates. Significant market pressures and competition for licensed social
workers, as well as a decade-long decline in graduating master level social workers 1 negatively impact
hiring in the social worker I and II series. In response, Baltimore County DSS reclassed some positions
from the Social Worker series to those for unlicensed caseworkers which have been easier to fill.
Baltimore County is developing long term plans to encourage the unlicensed hires to earn additional
education or credentials to become licensed.
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DHS has long-standing partnerships with Morgan State University, Salisbury University, and the
University of Maryland, Baltimore through the Title IV-E Work Study Program. The program’s mission is
to prepare students for social work practice within public child welfare programs. It provides stipends to
offset tuition costs and offers specialized child welfare education leading to a Master of Social Work
degree (MSW). As a result of the program, local departments hire MSW graduates each academic year to
fill open positions. In 2023, DHS hired 50 Title IV-E graduates across the 24 local departments.

STATUS OF WORK DONE BY CWLA TO IMPLEMENT NEW WORKLOAD STANDARDS FOR CHILD WELFARE
AND THE STATUS OF EFFORTS BY DHS TO COMPLETE A WORKLOAD STUDY

The Department is reporting caseload data using the CWLA caseload ratios developed in 2000, as
required by current Maryland Family Law §5–1310. Recently, CWLA recognized that maintaining caseload
ratios alone is not sufficient, and the workload associated with the cases should also be taken into
account. CWLA is currently working to update its standards to include workload standards, shifting the
focus from caseload standards (identifying the number of cases a worker should be responsible for) to
workload standards (measuring the amount, complexity, and intensity of work associated with an
assigned caseload).

CWLA engaged several states, including Maryland, to assist in developing the child welfare workload
analysis model. CWLA is partnering with Amazon Web Services (AWS). CWLA and AWS goal is to gather
information, analyze data, and develop a tool called the Workload Analysis Calculator. The tool will be
used to assess Maryland's child welfare workforce and complete the workload analysis. CWLA's
workload analysis plan is still in development with work to date including the identifying the metrics
needed to complete a workload assessment, and the available assessment models. As part of the
development effort, DHS facilitated workgroups with the Local Departments of Social Services (LDSS) to
provide CWLA with a comprehensive list of considerations when completing the plan.

1. CSWE 2021 ANNUAL SURVEY OF SOCIAL WORK PROGRAMS STATISTICS ON SOCIAL WORK EDUCATION IN THE UNITED STATES,
Summary Pg 3. https://www.cswe.org/
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Appendix
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