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The National Alliance to End Homelessness is the leading 

national voice on the issue of homelessness. The Alliance 

analyzes policy and develops pragmatic, effective policy 

solutions. The Alliance works collaboratively with the public, 

private, and nonprofit sectors to build state and local capacity, 

leading to stronger programs and policies that help 

communities achieve their goal of ending homelessness. The 

Alliance provides data and research to policymakers and 

elected officials in order to inform policy debates and educate 

the public and opinion leaders nationwide.

Working with a strong network of innovators, the National 

Alliance to End Homelessness identifies and evaluates 

hundreds of policy and program strategies and their impact 

on homelessness. The Alliance’s Center for Capacity 

Building helps communities replicate and customize the 

best of those strategies. The Center focuses on strategies 

that are cost effective, data driven, and can be implemented 

at a scale that can significantly reduce homelessness.



IMPROVE ABILITY TO

1.Meet HEARTH Act Goals

2.Prevent & End 

Homelessness

Day 2

AGENDA
I. Day 1 Recap
II. Governance Role in System Design Planning

a. Governance Responsibilities
III. System Flow

a. Where are we stuck?
b. Where do we start?

IV. Outcomes Focused System
a. Using our Data to Create Change
b. Change Process Planning

V. Lunch
VI. Lee County Overview

a. Successes and Recommendations
VII.Planning

a. Where do we go from here? 
VIII.Wrap Up

Clinic Overview

Solutions and 

strategies to end 

homelessness

Design a best practice 

crisis response system

Critical role of 

governance to 

implement practice





One minute per answer

• To better end homelessness in Lee County , we need to…

• I believe the role of a Governing body in ending 
homelessness is to…

• I joined the Lee County Governance Board because…

Complete the Following Sentences



RECAP

An Effective Crisis 
Response System



• What was a major take-away from yesterday?

• What is going to be the biggest challenge for our 

governance board moving forward?

Recap – Your Thoughts About Yesterday



The Homeless Response System

A Systemic Approach



COC GOVERNANCE 



Governance is Established to Operate the 

CoC

The local “Homeless Assistance System” including all 
providers; not referring to just CoC funding

“A community plan to organize and deliver housing and 
services to meet the specific needs of people who are 
homeless as they move to stable housing and maximize self-
sufficiency. It includes action steps to end homelessness and 
prevent a return to homelessness.”





• Common Agenda

• Shared Measurement Systems

• Mutually Reinforcing Activities

• Continuous Communications

• Backbone Support Organizations



• Common Agenda

• Shared 

Measurement 

Systems

• Mutually 

Reinforcing 

Activities

• Continuous 

Communication

• Backbone Support 

Organizations

...individuals and families 

who become homeless 

return to permanent 

housing within 30 days.

‘

‘ Homelessness will be 

rare, brief, and non-

recurrent.



• Common Agenda

• Shared 

Measurement 

Systems

• Mutually 

Reinforcing 

Activities

• Continuous 

Communication

• Backbone Support 

Organizations

• Reduce in-flow into 

homelessness

• Increase exits to 

permanent housing

• Decrease average 

length of homelessness

• Decrease returns to 

homelessness



• Common Agenda

• Shared 

Measurement 

Systems

• Mutually 

Reinforcing 

Activities

• Continuous 

Communication

• Backbone Support 

Organizations

Housing First 

Diversion & Targeted 
Prevention, Outreach 

Emergency/Crisis Housing 
and Crisis Services

RRH. PSH, and Mainstream 
Housing Options



• Common Agenda

• Shared 

Measurement 

Systems

• Mutually 

Reinforcing 

Activities

• Continuous 

Communication

• Backbone Support 

Organizations

Providers

Political

Public

Services

Business

Experience

Faith



Activity: CoC Messaging

Homelessness is Rare, Brief and One Time

At your table identify:

1.Group you want to message

2.3 key phrases that can communicate to that 
group the role of the CoC system



• Common Agenda

• Shared 

Measurement 

Systems

• Mutually 

Reinforcing 

Activities

• Continuous 

Communication

• Backbone 

Support 

Organizations



1. Hold meetings at least 
semiannually

2. Invite members publicly

3. Adopt a written process to 
select a Board

4. Appoint committees,  
subcommittees, and 
workgroups

5. Adopt a governance charter

6. Establish systemic 
performance targets and 
monitor performance (and 
take action against poor 
performers)

7. Evaluate CoC and ESG 
projects

8. Prepare Federal Funding 
Application – Establishing 
Priorities & Strategies to 
meet them

9. Establish and operate a 
Coordinated Entry

10.Establish written standards 
for providing assistance 

11. Coordinate a system that 
meets the needs of all 
homeless people

Governance Established to Operate the CoC:

Your Responsibilities Are To….



• Board - large enough to be representative but not too 
large to get stuff done

• Backbone support organization is not the Board; the 
provide advice and guidance to the governance board

• No constituency has more than 30-35% of seats

• Clarity about authority, roles, and responsibilities

• Subcommittees make recommendations to Board for 
acceptance/adoption (or not)

• Develop structure and adjust

Effective Governance 



• Members who are not regularly engaged in activities

• Members who do not have authority to set system-wide policy, 
vision, and direction

• A body that only makes funding recommendations versus year-
round engagement in system improvement

• A board made up solely of funded agencies

• No resources for staff support

• Lack of transparency/clarity around decision making

• Lack of data driven decision making 

• No shared performance benchmarks and outcome measures

• Siloed funding sources

Obstacles to Effective Governance



HOW ARE WE DOING IN LEE 
COUNTY?



Progress Made in Lee County

1. Number of people experiencing homelessness has decreased significantly 

in past 10 years with a slight uptick in 2017 and 2018

2. Number of unsheltered homeless has decreased significantly in past 10 

years though recent increase in 2017 and 2018

3. Robust policies and procedures have been developed for Coordinated 

Entry 

4. Homeless response system has increased RRH capacity in recent years 

with a significant amount of funds dedicated to the intervention

5. Efforts have begun to look at diversion strategies

6. Outreach team has been created to increase connection for those 

unsheltered to housing



Summary of Issues
• Need an empowered governance structure and lead agency to ensure data driven 

and transparent decision-making, resource allocation, and policy making

• Unable to quickly pull programmatic and system performance measures a system 
level due to lack of HMIS due to lack of data integrity

• Current leadership lacks capacity to drive system change efforts across programs 
to track and improve system performance

• Service Interventions are siloed and lack a strategic response to large community 
issues – no system flow

• Long LOS, few exits to PH from shelters

• High returns to homelessness

• Significant numbers of unsheltered persons

• Coordinated Entry isn’t at the front door and isn’t designed to create immediate 
and low-barrier access to services and permanent housing 

• Coordinated Entry is not being used for prioritization and assignment to 
interventions

• Data is not currently used to guide and track system performance and program 
level strategic decision making 



Effective System Recommendations

• Robust Governance Structure and Performance 
Management

• Leveraging and Coordinating Resources and 
Funding for Right Sizing the System

• Ensuring Efficiency and Realigning Existing 
Interventions to Create System Flow

• Making Data Work for the Community



1. Revisit the relationship between the Coalition and 

the Lead agency role to define roles, clarify 

decision-making processes, and enable data-driven 

and outcome focused policy making

2. Clearly define the roles and functions of members 

and committees

Robust Governance and Performance 

Management



3. Implement updated performance and improvement 

process that informs strategic decisions and ensure 

right combination of strategies and resources to end 

homelessness 

4. Once performance measures established are, 

Governance Board should implement performance 

improvement plan process

Robust Governance and Performance 

Management



5. Create a collaborative structure that aligns all 
funding resources and services to right size the 
system and serve the most vulnerable

Leveraging and Coordinating 

Resources and Funding



6. Adopt a system-wide Housing Focused 
approach

7. Continue development and implementation of 
coordinated entry with emphasis on diversion

8. Provide robust coordinated entry guidance, 
training, and support for provider staff

9. Create a strategy to reduce and end 
unsheltered homelessness

Ensuring Efficiency and Realigning Existing 

Interventions



Ensuring Efficiency and Realigning Existing 

Interventions

10.Re-design emergency shelters to adopt and 
operationalize key elements of effective emergency 
shelter (inflow and outflow)

11.Conduct assessment of current PSH inventory and 
develop a “Move On” strategy

12.Evaluate Current Rapid Re-Housing programs to 
ensure adherence to national benchmarks and 
standards, including efficiency of current operations –
and use as primary intervention to end homelessness 
for all persons



Making Data Work for the Community

13.Develop a dashboard using HMIS to track progress for 
all interventions to measure system flow improvements 
and outcomes

14.Provide regular (at least quarterly) system and program 
outcomes report for governance to analyze system 
effectiveness and adjust strategies and right size the 
system

15.Provide more robust HMIS guidance, training, and 
support for all provider staff to ensure data integrity





AN OUTCOMES FOCUSED SYSTEM

DATA DRIVEN PLANNING



Do We Use Our Data?
Our community and/or the CoC has system-
wide outcome measures that every program 
is expected to regularly submit data on.

I believe that I am accountable for helping 
consumers and my organization achieve the 
pre-determined system-wide outcomes.



Our community routinely reflects on data to 

understand who we are serving and not serving 

and makes adjustments to our system accordingly.

Community Leaders Providers



Programs with the best performance on the system wide 

outcome measures and are the most effective at ending 

homelessness are rewarded and praised

Community Leaders Providers



Lee County 2018 CoC Debrief

System Performance and Data

3A-2. Length-of-Time Homeless as Reported in 
HDX. Applicants must: (1) provide the average 
length of time individuals and persons in families 
remained homeless (i.e., the number); (2) describe 
the CoC’s strategy to reduce the length-of-time 
individuals and persons in families remain 
homeless; (3) describe how the CoC identifies and 
houses individuals and persons in families with the 
longest lengths of time homeless; and (4) provide 
the name of the organization or position title that is 
responsible for overseeing the CoC’s strategy to 
reduce the length of time individuals and families 
remain homeless.

Score out of total available

• 0 of 14 points

• 0 of 10 points
4A-5. RRH Beds as Reported in the HIC. Applicants 

must report the total number of rapid rehousing 

beds available to serve all household types as 

reported in the Housing Inventory Count (HIC) for 

2017 and 2018.



2. CoC Scoring Summary

Scoring Category

Maximum
Score 

(Points)

Your CoC Score
(Points)

Part 1: CoC Structure and 
Governance

52 43

Part 2: Data Collection and Quality 49 19.5

Part 3: CoC Performance and 
Strategic Planning

77 53.5

Part 4: Cross-Cutting Policies 22 12

Total CoC Application Score 200 128



What Are the Pre-Determined Outcomes?

Shelter Outcomes? Rapid Re-Housing Outcomes?



Which projects are helping you reduce 

homelessness?

• Are you focused on diverting people 
from shelter to safe alternatives?

• Are projects aligned with Housing 
First?

• How does your community prioritize 
the most vulnerable?

• Do you have enough rapid re-
housing? Are we making good use 
out of what we have?

• Do you have enough crisis beds?

• Is transitional housing being used 
for the people who need it most? 

• Which projects are performing well 
on these outcomes?

• Which projects are creating 
bottlenecks in system flow

• Which projects are the most  cost-
effective?

Reduce 
Homelessness

Reduce unsheltered 
homelessness

Reduce length of time 
people experience 

homelessness

Increase exits from the 
homeless system to 
permanent housing



A Crisis Response System

A Systemic Approach



WHAT IS AN EFFECTIVE HOMELESS 
RESPONSE SYSTEM?



Effective Homeless Response System: Goal 

House people as quickly as possible 
and

divert people from imminent 
homelessness whenever possible



Effective Homeless Response System: 

Approach

Use a systemic approach 

to align interventions and resources 
across programs in a coordinated way 

around this common goal



Effective Homeless Response System: 

Endgame 

• People in a housing crisis have access to 

immediate help, including a safe place to go

• People are not unsheltered 

• People do not spend long periods of time homeless

• People exiting homelessness do not quickly cycle 

back into homelessness

Homelessness is rare, brief, and one-time



Effective Homeless Response System: 

Performance

•Reduce in-flow into homelessness

•Increase exits to permanent housing

•Decrease average length of homelessness

•Decrease returns to homelessness



Effective Homeless Response System: 

Increase System Flow

System Flow:

An efficient and coordinated process that moves people from homelessness 
to housing as quickly as possible



• Unchanging or increasing number of unsheltered people

• Waitlists for shelter

• Long lengths of stay in shelter (more than 30 days)

• High percentage of exits from shelters to homelessness

• Average length of homelessness is not decreasing

• In-flow into homelessness is steady or increasing

• Long waitlists for RRH and PSH (long CES wait list)

• Significant amount of people aren’t getting any kind of  assistance

Poor System Flow: When Your System is 

Stuck 



Is Our System Stuck?
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Elements of an Effective Homeless Response 

System With Good System Flow

• Housing First approach across all interventions within the system

• Diversion from imminent homeless system when safe and 
appropriate

• Rapid identification and engagement of people experiencing 
unsheltered homelessness to connect them to crisis services and 
housing assistance

• Quick, accessible, low-barrier pathways to shelter and other 
crisis services with short stays in shelter

• Rapid connection to permanent housing for all sheltered and 
unsheltered people, whether or not they are matched to a housing 
resource through coordinated entry 



Poll: Does your community have the elements of an 

effective system?

✓ Yes!

✓ We are getting there slowly but surely.

✓ I have no idea.

✓ Not even close!

✓ What’s a system again?



HOW TO BUILD A BETTER SYSTEM:
IMPROVING SYSTEM FLOW AND PERFORMANCE



Building a Better System

82



Building a Better System 

1) Align all activities and interventions of your system 
around the common goal to quickly get people into 
permanent housing and help them stay there

• Define the role and evaluate the performance of various 
interventions in reaching this goal including:
• Outreach, 

• ES/TH/Temporary Housing, 

• TH-RRH, 

• RRH, 

• PSH, 

• Shallow Subsidies, 

• Other Permanent Housing Subsidies

82



Building a Better System 

2) Fund the activities and interventions that are effective
in reaching this goal 

• High-performing programs

• Coordinated Entry

• Dynamic System Management

• Capacity Building

• Evaluation

• Data Reporting and Analysis

82



Building a Better System 

3) Develop strategic resource collaboration and 
coordination across all types of providers of homeless, 
housing, and human services to improve outcomes 
and fill gaps

82



Define Roles

•What is the role and function of each part of the 
system?

• What is the purpose of each intervention?

• Who is each intervention for/who does it serve?

• How does each intervention further your system’s 
goal to house people quickly and divert people from 
homelessness?



What is the role of each component in 

improving system flow and performance?

•Reducing in-flow into homelessness

•Increasing exits to permanent housing

•Decreasing average length of homelessness

•Decreasing returns to homelessness



Activity

As a governance board, 
our number one priority to 

create a more effective 
system with flow is:





Housing First Orientation

Outreach, Diversion and Problem Solving, 

Emergency/Crisis Housing and Crisis Services

Quick Return to Housing with RRH. PSH, and 
Mainstream Housing Options

Elements of an Effective Crisis Response System



Effective Homeless Response System: 

Endgame 

• People in a housing crisis have access to 

immediate help, including a safe place to go

• People are not unsheltered 

• People do not spend long periods of time homeless

• People exiting homelessness do not quickly cycle 

back into homelessness

Homelessness is rare, brief, and one-time



Role of Diversion

What role does it play in achieving the goal?

•Reduces entries into homelessness

•Better for those in a housing crisis

•Improves system flow 

•Conserves and targets homeless resources for those 
who need it the most– shelter beds used only when 
there is no alternative and cuts down on shelter waitlists



Role of Diversion

Things to Consider: 
• Review Prevention resources and funding – move closer 

to the shelter door

• Implement a system-wide diversion strategy that is parked 
in front of Coordinated Entry

• Review 2018 in-flow of first-time homeless SPM

• Review 2018 “Living Situation” data

• Using First Time Homeless SPM & Living Situation data–
set benchmark and performance goals

•Create a flexible funding source to be utilized at 
CE to divert households from homelessness



Role of Street Outreach

What role does it play in achieving the goal?

•Ensures that all homeless households are identified and 
quickly connected to permanent housing and services

•Provides coordination between various efforts: 
coordinated entry, shelter, or other safe temporary 
settings and permanent housing as well as mainstream 
partners, where people can access housing supports
and services



Role of Street Outreach

Things to Consider: 
• Ensure that street outreach is connected to Coordinated 

Entry and has rapid access to as close to real time 
information as possible on available shelter, transitional 
housing, and permanent housing beds

• Measure SO effectiveness of ending homelessness: -
70:20:10

• 70% of time spent with document ready people getting them into 
housing 

• 20% of time spent with people who have consented to participate 
in getting housed, but need assistance to be document ready

• 10% of time spent on finding new people 



Role of Emergency Shelter

What role does it play in achieving the goal?
• Ensures individuals and households experiencing 

homelessness have a safe, decent place to stay that that 
is immediately accessible while focusing on exiting people 
to housing

• Provides housing support within shelter or connections to 
rapid re-housing and other housing resources for quick 
exits to housing.

• Impacts performance of the homeless system:
• Average length of homelessness

• Exits to permanent housing

• Returns to homelessness



Role of Emergency Shelter

Things to Consider: 

• Implement effective practices in emergency shelter

•Establish systemic benchmarks for exits to PH and LOS to PH 
Exit 

• Right-size your crisis bed inventory

• Along with implementing a diversion strategy, develop a 
system-wide coordinated entry and  prioritization process 
for shelter (connected to street outreach)

• Review average length of shelter stay data, set 
benchmarks and performance goals for system and all 
emergency shelter providers



Role of Transitional Housing

Things to Consider: 

• Review populations for TH and align interventions based 
on best practices

• Scale up other interventions (RRH or Joint TH-RRH) to 
provide more client choice

• Review average length of stay data, exits to PH, returns to 
homelessness benchmarks and set performance goals for 
system and all transitional housing providers



Role of Permanent Supportive Housing

What role does it play in achieving the goal?

• Provides a permanent housing solution with a subsidy and 
intensive supports for people with the greatest need and 
challenges sustaining housing

• Decreases returns to homelessness

• Provides a housing solution for people who have been 
housed through RRH one or more times but show a need 
for more permanent assistance (Progressive 
Engagement)



Role of Permanent Supportive Housing

Things to Consider: 

• Continue work on a system-wide PSH Move-On strategy 
with all PHA partners; especially for those participants 
who no longer require intensive supports

• Additional/Revised performance measures:

• Utilization (serving the # it was designed to serve)

• Increase Housing Stability performance measure

• Increase Cash Income & Non-Cash Mainstream Benefits



Role of Rapid Re-housing

What role does it play in achieving the goal?

• Creates system flow by moving people from the streets 
and shelter into permanent housing quickly

• A short term PH intervention that is flexible for each 
household need, and helps more households quickly exit 
homelessness

• Shortens the length of time people spend homeless

• Decreases returns to homelessness



Role of Rapid Re-Housing

Things to Consider: 
• Scale up RRH for single individuals as primary housing 

strategy 

• Review all available funding sources to scale up RRH, 
especially ESG, and TANF for families

• Adopt RRH National Program Standards and Performance 
Benchmarks – ensure that it is helping the most people with 
very light assistance

• ALL referrals to RRH come through coordinated entry –
prioritized for those with the highest need

• Improve efficiency and effectiveness of current RRH
• Review average length of stay data, exits to PH, returns to 
homelessness benchmarks and set performance goals for system 
and all RRH providers

• Include all CoC, ESG, and SSVF RRH providers in CES



Role of Rapid Re-Housing

Things to Consider

• Flexible dollars to create a landlord mitigation fund

• Expand function of the housing navigator to be a systemic 
role



Using Your Data Creates System Flow

Importance

Good data is essential to 
plan, evaluate 
interventions and 
programs within each 
intervention, and properly 

(re-)allocate resources.
• Point-in-time (PIT) and Housing 

Inventory Count (HIC) data

• System - wide data

• Program Level Data

Create System Flow by:

• Collecting monthly data to measure 
performance of each strategy and 
programs within each strategy

• Reallocating from low performing 
strategies to effective strategies

• Making sure your “pie” is cut 
correctly

• Engaging all funders in your 
strategy

• Measuring and adjusting when 
necessary

Ensure you have the right 

interventions and 

programs…working as a system

“You gotta have flow…”



HOW TO INVEST AND REALLOCATE 
RESOURCES TO GET BETTER OUTCOMES



Homelessness in California

National Low Income Housing Coalition https://reports.nlihc.org/gap

https://reports.nlihc.org/gap


How to Invest Resources to Get Better Outcomes: 

Considerations

• How is your local system performing?  

• How are programs performing in relation to the system’s goals?

• What does your data tell you about gaps in resources and where should you 
make investments?

• What specific problems do you want your dollars solve?  

• What are the most effective ways to achieve that goal (it may not be what you 
think!) 

• What are the consequences across the system of one agency’s funding 
decision? 



We Gotta Have Flow!

Where are the bottlenecks in our system??

What do we need to focus on to increase the flow?
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% of Total Exits to Permanent Housing from All 

Interventions (ES, TH, RRH, PSH)
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Length of Stays from Program Entry to Any Exit 

Destination
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% Returns to Homelessness
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Discussion 1. 
If the problem you wanted to address is 

unsheltered homelessness…

What would be the impact of the following 
investments on system flow?   

•Adding System-wide Diversion

•Adding Emergency Shelter Beds

•Adding Rapid Re-housing (RRH)

•Adding Transitional Housing-RRH (Joint 
Component)

•Adding Permanent Supportive Housing



Discussion #2

If you want to address long lengths of stay

What would be the impact of the following 
investments on system flow?   

•Adding System-wide Diversion and Problem Solving

•Adding Emergency Shelter Beds

•Adding Rapid Re-housing (RRH)

•Adding Transitional Housing-RRH (Joint Component)

•Adding Permanent Supportive Housing



What would be the systemwide and lasting 

impacts of that investment?

What are the consequences of that investment across the 
system?

• Expanding diversion frees up shelter capacity

• Expanding shelter results in more sheltered people

• BUT, WITHOUT investments in housing exit strategies there will be no 
overall reduction in homelessness

• Expanding and Improving RRH expedites outflow from shelter and 
reduces strain on shelter capacity

• Needs strong housing identification and housing stabilization

• Expanding TH-RRH adds temporary housing capacity and housing 
exit strategy

• Expanding PSH reduces portion of chronic population “stuck” in 
homelessness 

• There may be no discernable impact in later years without investments 
in addressing inflow into homelessness



Right-sizing Your System

Consider how your current resources 
are being utilized…



Consider How Current Resources Are Being 

Utilized …

• If you make investments without considering how it 
impacts the system...



Day One Feedback

Improve Coordinated Entry

• Community Buy-In

• Data Quality

• System Mapping

Diversion/Problem Solving

• Diversions and Mediation Training County Wide

• Community Workshops

• Outreach and Awareness



Day One Feedback

RRH

• Diversify Eligibility to Singles (reallocation)

• Shallow Subsidies

• Intensive Case Management

• Rapid Entry (to Housing)

Funding

• Convene Funders

• Establish Policies, benchmarks, metrics based on data

• Remove duplication

• Fund/Defund based on Data



Debrief



Planning

Let’s Look at your Data;

Four Groups:

Group One:

• Reduce in-flow into homelessness

Group Two

• Increase exits to permanent housing

Group Three

• Decrease average length of homelessness

Group Four

• Decrease returns to homelessness



DEBRIEF

• Group One – First Step to Reduce In-flow into Homelessness and Who is 
Responsible 

• Group Two – First Step to Increase Exits to Permanent Housing and Who is 
Responsible

• Group Three – First Step to Impact LOS and Who is Responsible

• Group Four – First Step to Decrease Returns to Homelessness and Who is 
Responsible 



Wrap Up and Next Steps

• What is one thing you will do in the next week as part of your role on the 
Governance Board

• Three Follow – Up Remote Meetings



Contact 

Information

Anything Else????

Kay Moshier McDivitt

kmoshiermcdivitt@naeh.or
g

202-550-5859

@60_kay (Twitter)

mailto:kmoshiermcdivitt@naeh.org

