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CWS  Then, Now, and Looking Forward

Priorities:

➢ Keeping our Keiki safe

➢ Supporting the Ohana unit

➢ Engage our community

➢ Build resiliency

➢ Support our Hawaiian culture and values

     



CWS Moving Forward

Action Items:

➢Hiring and Retention

➢Training

➢Update our Policies and 

Procedures
     



FUTURE:  2024 and beyond

➢ Hiring and Retention

            Plan is to decrease vacancy rate from 30%                 

By 10% by prioritizing hiring and utilizing other 

            expedited processes available to onboard 

            new hires.

➢ Shortage differentials for CWS staffs

➢ Increase safety of staffs at all locations and 

during visits

➢ Provide training and support to staffs to promote 

their knowledge in the division



FUTURE:  2024 and beyond

➢ Staffs Training

            Plan is to develop and provide various trainings to 

all levels of CWS staffs both for job 

requirements, professional development, cultural practices 

and leadership.

➢ Currently partnering with AG's Office to develop 

trainings on current laws and best practices.

➢ Specialized trainings for staffs in direct contact with 

children and families, trauma informed care 

trainings and culturally appropriate practices.

➢ Conferences for National best practices

➢ Develop trainings for court related reporting and 

testifying



FUTURE:  2024 and beyond

• Update policies and procedures
         

Work with the Department of the Attorney General 

and others to prioritize what needs to be updated 

and develop new rules and policies.

➢ Assess and update current forms (3-6 months)

➢ Working group to review policies and 

procedures



TIMELINE

• Differentials -$3M
• Ongoing recruitment, partnering with other 
agencies and participating in job fairs or programs 
such as, Hele Imua
• Contracting for clerical support
• Budget request for nursing positions
• Identify online training
• Identify resources to send staff to 
training/conferences for training
• Review more tech assistance
• Commence assessments for staff training needs 
• Develop plan to update policies and procedures

• Retained approximately 15 new CAPs and 
ongoing recruitment to reduce the vacancy rate
• Ongoing expanded recruitment efforts
• Procure provider to assist in building curriculum 
and other training 
• Identify additional training needs
• Working towards achieving at least identifying 
10% of policies and procedures that need to be 
updated
• Executed either 89-day hires or procured a 
vendor to perform the update 

• Reduced the vacancy rate to 20%
• Ongoing expanded recruitment efforts
• Ongoing curriculum development
• Training schedule implemented (ongoing)
• Availability of training extended to current employees 
and automatically recorded for within employee records
• 50% of the policies and procedures have been updated

6 

months

1 year

2 years2



6 Month Objectives:

• Seek Staffing Differentials of $3.0 Million

• Increase ongoing recruitment including using 

Hele Imua and partnership with UH

• In limited instances use temporary contracted 

clerical support

• Explore budget support for adding nursing 

positions to assist with child safety assessments

• Identify additional trainings for staffs

• Develop plan on updating all rules and policies 

& procedures



1 Year Objectives:

• Retain and hire 15 new CAPs staff

• Expand recruitment and on site interviews with 

DHRD

• Procure provider to build staff curriculum and 

other training objectives

• Achieve at least 10% policy and procedure 

updates and adoption



2 Year Objectives:

• Reduce vacancy rate to below 20%

• Expand recruitment and retention efforts to 

support staffs

• Ongoing staffing trainings both virtually and in-

person annually

• 50% of policies and procedures have 

been updated



CWS Corrective Action Plan to address 

the Auditor’s recommendations

 The recommendations will likely take 2-4 years to fully implement. 

 Years 1 and 2 Regarding licensing of child-specific homes:

 Work in consultation with the Department of the Attorney General to 

review existing policies,  procedures, laws, and administrative rules and 

identify needed changes to address the Auditor’s findings.

 Review current federal guidelines to identify any inconsistencies with 

state rules and statutes. and propose legislative amendments to align 

state law.

 Seek out additional procurement and contract compliance strategies 

targeted at licensing and child well-being outcomes.



 Years 2 through 4 Regarding licensing of child-specific homes:

 Begin and complete amending appropriate policies and procedures, statutes and 
rules,  in collaboration with Program Development and CWSB.

 Work with the Department of the Attorney General on amendments. 

 Develop a centralized repository for amended policies, procedures, statutes, and 
rules.

 Issue notices of all amendments to CWSB staff and contracted providers.

 Train staff and relevant providers on new policies and procedures, rules, and 
statutes.

 Develop information packets for child-specific homes.

 Years 1 through 2 Regarding Contract Monitoring and Evaluation

 Work with the Department of the Attorney General to identify areas of procurement 
where policies and procedures need updating.

 Work in consulttation with the Department of the Attorney Generalʻs to review and 
propose amendments that need to be made to the Child Welfare Services 
Procedures Manual.

 Draft amendments to policies and procedures in collaboration with Staff Support 
Office, Program Development, and CWSB.

 Work with the Department of the Attorney General to make amendments.



 Years 2 through 4 Regarding Contract Monitoring and Evaluation

 Develop the data system with the capability to improve tracking contract data for 
compliance.

 Include and maintain amendments in the central repository accessible to all staff.

 Issue notices of all amendments to CWSB staff and contracted providers.

 Train staff and relevant providers on new policies and procedures, rules, and 
statutes.

 Develop additional supervision and performance strategies to monitor whether staff 
are correctly following current policies and procedures.

 Years 1 and 2 Regarding Management

 Meet with the Department of the Attorney General to discuss training for legal 
requirements.

 Provide periodic training regarding legal requirements to CWSB licensing staff.

 Develop the data system with the capability to document legal requirements 
related to licensing.

 Develop monitoring and supervision strategies to ensure licensing staff are meeting
licensing requirements timely.







AREAS OF SUPPORT NEEDED BY CWS

 Recruitment and Retention of Staff

 Meeting the needs of youth with complex and special needs and 

their families

 Enhancing the ability to provide more training for staff

 Recruitment of qualified resource caregivers

 Highlight the good work and best practices 





STRENGTHS OF CWS

 Stable Administrative Leadership, national average is1.5 years

 Current relationship with community partners and        government 

agencies

 Recognition of culture and cultural practices

 Committed and dedicated staff



The Weight of the Call

Two decades deep in the trenches of pain,
Where hope feels fleeting, and shadows remain.
The cries of the broken, the faces I see,
Leave marks on my soul that will not let me be.

I craft words for trials, sleepless and worn,
A shield for the helpless, a heart that’s torn.
Burnout creeps in, stealing my light,
Leaving me numb in the darkest of nights

Secondary Trauma, an invisible thief,
stealing my joy magnifying grief
Their nightmares echo, their pain I claim,
In a role where my heart bears the blame.

I remember my first removal—how could I forget?
The screams of children, my heart heavy with regret.
Driving away with their cries in my ears,
Behind me, the parents—helpless, drowning in tears.



On July 3rd, at the ʻOhana conference table,
I made a choice I believed was stable.
I placed the newborn with family nearby,
Trusting in love, suppressing the why.

But July 4th arrived with devastating news,
A child’s life lost, leaving no clues.
I carry the weight, the unbearable blame,
A decision that haunts, a scar with no name.

As a supervisor, I shoulder much more,
The pain of my staff, the wounds they ignore.
I see their fatigue, their silent cries,
And I try to stand strong, though my own spirit dies.

Hair falls like leaves, stress takes its toll,
My body a map of the wounds on my soul.
Back pain whispers of financial strain,
Overworked, underpaid—it’s a ruthless chain.



Stomach tightens with emotional stress,
A knot of anguish I cannot suppress.
I feel it all—every ache, every crack,
Just to hear ~ it’s part of the pack

Massages bring solace, but healing feels far,
The wounds of this work cut deep as a scar.
Flashbacks and fears, hypervigilant days,
Lost in our suffering, caught in the maze.

Fatigue overwhelms, illness takes its toll,
My body weakens under this heavy role.
Emotionally numb, I begin to withdraw,
Haunted by the pain and the trauma I saw.

Why do I return, again and again,
To a job that feels like a battle with pain?
Why do I keep trying, when it tears me apart,
When it takes from my family, my soul, my heart?



Why do I return, again and again,
To a job that feels like a battle with pain?
Why do I keep trying, when it tears me apart,
When it takes from my family, my soul, my heart?

Perhaps it’s the hope, fragile yet real,
That one life saved is a wound I can heal.
Perhaps it’s the calling, too loud to ignore,
Intakes, keep coming—
there’s always one more.

I fear this job more than the weight of my name,
Yet I shoulder it still, for it’s not just a game.
The burden I carry, though heavy, is clear—
To fight for the voiceless, to hold them near

Two decades of stories, a lifetime of scars,
A journey that’s taken me so very far.
Though trauma consumes, though I stumble and fall,
I rise every day to the weight of this call.



Mahalo



Audit of the Department of 
Human Services’ Child 
Welfare Services Branch

Senate Committee on Health 
and Human Services

Office of the Auditor
November 21, 2024



Impetus for the audit



“So, when we go and remove, the expectation 
is that these children will be in homes that 
will keep them safe.  And, I think we follow 
the rules and try to do our best with that and 
on occasion kids are being hurt in these 
homes.”

- CWSB Administrator



Objectives
1. Determine CWSB’s compliance with the following certification 

requirements for the licensing of resource family homes for child 
pursuant to Hawai‘i Revised Statutes and Hawai‘i Administrative 
Rules, including:

Disposition of licensing applications within 120 days;

Granting of provisional certificates of approval for no more than 
60 days or, if extended, no more than one additional 60-day 
extension; and

Renewal of unconditional licenses before the expiration date of 
the existing license;

2. Describe the administration of contracts for services relating to and 
intended to support CWSB, including the contract monitoring and 
contract evaluation requirements pursuant to Sections 3-149-401 and 
3-149-501, Hawai‘i Administrative Rules; and.

3. Make recommendations as needed.



What did we find?

1. CWSB’s licensing of foster homes often did not comply with 
legal requirements, creating risks that foster children were in 
unsafe or inappropriate homes and causing the State to 
forgo federal reimbursements.

2. DHS reimbursed contractors’ personnel and administrative 
costs without assessing whether performance goals were 
met.



Finding No. 1

CWSB’s licensing of foster homes often did not 
comply with legal requirements, creating risks that 
foster children were in unsafe or inappropriate 
homes and causing the State to forgo federal 
reimbursements.











Child Specific: 585 
General License: 408

TOTAL: 993















We found that CWSB had greatly expanded its ability to 
approve provisional certificates for child-specific homes, 
which has resulted in foster children staying in homes that 
have not completed the licensing requirements for far 
longer than 60 days. 



Internal 
Communication 

Form (ICF)
(eff. August 12, 2019)













Based on 30 child-specific homes that had 
achieved unconditional licensure prior to our file 
review, we found the licensing process too, on 
average, 314 days – over 10 months – to 
complete, meaning children stayed for months 
or longer in homes the department had not 
verified met State and DHS standards for safety, 
health, housing, and sanitation.













CWSB  provided four extensions, all retroactively.  In total, CWSB 
extended the provisional certificate seven times.

July 31, 2022 to September 28, 2022
September 29, 2022 to November 27, 2022
November 28, 2022 to January 26, 2023
January 26, 2023 to March 27, 2023



CWSB granted the extension despite missing six different 
items, including FBI clearance of an adult son living on 
premise.



Twelve days after the issuance of the letter, the kids 
were removed because of allegations of sexual abuse.



Why do these problems matter?

CWSB is responsible for “the safety and health of children who have 
been harmed or are in life circumstances that threaten harm.”  However, 
until a home completes the requirements and is issued an unconditional 
certificate, DHS does not know whether a home is a safe and healthy 
environment and whether children in that home are at risk of harm.    

As the CWSB Administrator recognized, “If a child gets hurt in a home 
that’s not licensed, it’s devastating and the liability around that is huge….  
You don’t even place children in a home that is not licensed [or] 
licensable.”



Why do these problems matter?

The State lost a significant amount of Title IV-E federal funds.  
Those funds, which reimburse the State for eligible foster care 
payments, are accessible for payments to licensed homes; that 
State was not able to claim the Title IV-E funds for foster homes 
operating with provisional certificates.



Finding No. 2

DHS reimbursed contractors’ personnel 
and administrative costs without assessing 
whether performance goals were met.





2.4   Scope of Work



Catholic 
Charities’ 
Proposal



Catholic 
Charities’ 
Proposal











Why do these problems matter?

CWSB did not hold Catholic Charities accountable for performing the 
contracted services, one of which was to “expedite” the licensing of child-
specific homes.  We found DHS’ licensing of child-specific homes was 
not expedited or in compliance with legal requirements.  Without any 
monitoring program and confusion between offices as to which was 
responsible for ensuring performance of the contract, DHS essentially 
reimbursed Catholic Charities’ personnel and administrative costs without 
ensuring satisfactory performance under the contract.  

That approach resulted in a waste of State funds.



Why do these problems happen?



https://files.hawaii.gov/auditor/Reports/2024/24-05.pdf
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