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What are we 
trying to 
solve?



What is our North Star? 
(The Problem Statement)

1) What is it that we are trying to solve for?
2) What is your role in seven words or less? 
3) How does your role support the goals of the mission? 



Discussion on Data 
Standards

• The 2024 Data Standards are an 
upgraded version of the 2004 Data 
Standards. The standardization 
“allows local CoCs to generate 
consistent reports on the 
characteristics of homeless 
persons”. 



How did we get 
here?

(HINT: we 
started with the 
wrong problem 

statement)
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Examples of What We Have Tried…

1) Intake Phone Line / Access to Care

2) Outreach Coverage and Coordination

3) Care and Resource Prioritization

4) Housing Pipeline Management

5) Encampment Decommissioning



Intake Phone Line 
/ Access to Care





Agile Design  - Quickly getting to Viable Product



What data sources do I have access to?

• Call Data? How can I access 
that?

• Assessment Data?

• Category of Calls?

• What do each of these 
measure?



Do I understand my 
data?



Breaking down the process

Step 3

Step 2

Step 1
Answer Call: Is this call 
appropriate? Are you 

eligible for our 
services

Yes: Great – let's do 
your assessment right 

now.

15-45 minute call – 
and then explain what 

to expect

No: Do we know of 
the right resources to 

reroute you to?

If Yes: Warm handoff 
to X Organization, 5-

15 minute call

If No: Cold Handoff to 
call X Organization, or 
call 211 10-15 minute 

call

No – you're not 
eligible: and you're 
upset with me for 

telling you no:

5-15 minutes of anger 
and asking for the 

supervisor

How do we measure this?



Let's Collect 
the data we 
want to 
measure!



1 in every 3 Call was inappropriate

Categories # of Calls % of calls
Assessment 87 47.0%
Check in/Update 36 19.5%
Schedule Assessment 1 0.5%
Looking for Housing - not eligible 12 6.5%
Rental/Utility Assistance 14 7.6%
Furniture Assistance 3 1.6%
Community Call 1 0.5%
Other 16 8.6%
Already Enrolled in program 4 2.2%
Need to vacate - 7 days 1 0.5%
Looking for homeless family 1 0.5%
Not in CoC 2 1.1%
Already receiving Assistance 1 0.5%
Already Assessed 2 1.1%
Upset Caller 3 1.6%
Case Manager TA 1 0.5%

67%

33%



Making the process more efficient

Step 3

Step 2

Step 1
Answer Call: Is this call 
appropriate? Are you 

eligible for our 
services

Yes: Great – let's do 
your assessment right 

now.

15-30 minute call – 
and then explain what 

to expect

No: Do we know of 
the right resources to 

reroute you to?

If Yes: Warm handoff 
to X Organization, 5-

15 minute call

If No: Cold Handoff to 
call X Organization, or 
call 211 10-15 minute 

call

No: You're upset with 
me for telling you no:

5-15 minutes of anger 
and demand 
supervisor

How do we automate this?



Decision Tree 
Algorithm

• Route calls more accurately 
and without staff power

• Frees up staff to take correct 
calls



Increasing 
Capacity

Able to share work with a few other assessors 
in the system

Creating appointments to be able to answer 
more calls and connect with those who were 
seeking assistance.

Still a mostly manual process – no data 
feedback loop available

Starting to understand our data better



Appointment Process



Building the Motorcycle Version!

• Design Sprint with Connective

• Creating Feedback Loop

• Inclusive invitation to CoC to help design





There's a Feedback Loop!



Housing Pipeline 
Management





"Ten years ago, homeless 
veterans, one of the 
categories that the 
federal government 
tracks, waited 720 days 
and had to navigate 76 
bureaucratic steps to get 
from the street into 
permanent housing with 
support from social 
service counselors. Today, 
a streamlined process 
means the wait for 
housing is 32 days."



The Pipeline To Housing

Assessment             
(Housing Triage & 

Vulnerability Tools)

Outreach 
TeamsVA

Targeted 
Hubs

HospitalsCall 
Center

Matching

Referral

Waitlist

Navigation/
Housing

County 
Jail



HMIS
Referral 
Date

Housing 
Program Navigator

Days since 
Referral Notes

465463 9/10/2023 Scatter Site 1 Jonathan Danforth 18

235436 8/15/2023 Temenos Kenneth Eakins 44

234 1/12/2023 Harrisburg Kenneth Eakins 259
Client is awaiting current resident to complete transfer to 
assisted living for ADA unit.

2355 5/24/2023 Temenos Allison Hollmann 127
Client approved but unit awaiting a replacement AC unit. 
Original delivery date was supposed to be 8/15/23

1412 6/25/2023 Linda Vista Danielle Gonzalez 95
Awaiting inspection for move in. Danielle will ask housing 
authority at meeting on 9/25/23

2145 7/30/2023 Linda Vista Sean Quitzau 60





Funder Driven Hot Spot 
Reporting:
• Outreach Contacts
• CE Assessments
• CE Referrals
• Housing Placements

HMIS SO Dashboard: 
• Hot Spot(s)
• Days since last service
• Days since CE Assessment
• CE Referral Date

+

=
Housing Focused Outreach:
• Outreach priorities set 

based on ques in the 
dashboard
• Which hot spot has 

received new 
housing referrals

• Where has there 
been a break in 
services? 

• What location is 
lacking CE 
Assessments?





Outreach Coverage 
and Coordination



Call to Action

1. Geographic Coverage

2. Weekly Engagement

3. Access to Coordinated Entry



My, how big you are!!
TX-700 CoC = 3,739 sq miles

Houstonia Feb 2016

www.knudsonlp.com   



The 
Reverse 
PIT

What is the PIT

Why collect data on one night vs HMIS

Leading to strategy to engage outreach partners?

Develop wider net of outreach coverage

Promote re-engagement leading to benefits such as locating 
persons prioritized on the BNL, etc.

Partner engagement strategies

Different milestones of approach ie start by locating people 
found during the PIT, move towards ongoing data collection, etc.



HMIS and 
PIT Data 
Match



First Pass

• 12 providers?

• Chronic Homelessness
• Around 350 persons



Meeting Needs Keeping it Going
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Encampment 
Decommissioning



Wheeler March 2018

73 individuals

• 73% housed

• 5% refused

• 22% left

Chartres September 2019

286 individuals

• 70% housed

• 8% refused

• 22% left



Initial Lessons Learned

Housing

Day 1 Day 90

Backfill

Closure



Solution: Following A By-Name List



Decommissioning At Scale



Community Concerns

Vulnerability of Population

Environmental Risks

Public Safety of Encampment Residents

Public Health Hazards

Encampment Site Selection Criteria



Using Data to Support Encampment Prioritization 



Reviewing and Revising



Successes



Care and Resource 
Prioritization



History of the VI-SPDAT
• Vulnerability Index – Service Prioritization 

Assistance Tool (VI-SPDAT) was created by 
Community Solutions and OrgCode

• Self-Reported information

• No scaling for scoring criteria (every factor is 
weighted equally)

• Found to have racial and gender bias as well as 
bias against people with mental health 
conditions

• Additional work for staff, and data collection 
fatigue for PEH

• Focuses largely on people who seek services

• No longer supported by OrgCode as a tool for 
housing prioritization



“as more studies become available, I 
believe that the length of time homeless 
will be the single most important 
predictor of premature mortality”

Dr. Jim O’Connell 
Boston Healthcare for the Homeless
Co-creator of the Vulnerability Index



Are we 
maximizing 
the impact 
of our 
resources?



Who are we serving?



Who are we serving?



How do we know if what we are doing is working?



Measuring Our Performance



Coordination of Care  / Referrals

Source: NY Times



Tying Everything Together



How do we structure 
these conversations?
• By funder (the HUD HMIS approach)

• By where clients are in the flow

• By target population

• By job description

• At a macro-level (region, state or Federal)

• At a provider level

• By the level of demonstrated need

• Other??



Continuous 
System 

Improvement / 
Active Systems 
Management



For Additional Information…



Let's Talk!



Misc Resources

• https://www.kshb.com/news/local-news/kcmo-to-provide-secure-
storage-for-unhoused-during-extreme-weather-events
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