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Community Solutions is the team behind the 100,000 Homes Campaign and the ongoing Built 
for Zero initiative. The White House, the United Nations and the World Economic Forum have 
each recognized our fun, user-driven approach to helping communities end homelessness.



The Built for Zero

Built for Zero is a movement of 74 US communities 
working to end chronic and veteran homelessness. .

Collaborative



The Network.as

March 19, 2019



Success in Built for Zero communities*

10 COMMUNITIES 
ENDED VETERAN 
HOMELESSNESS 3 COMMUNITIES 

ENDED CHRONIC
HOMELESSNESS

THE RESULTS,

109,853 TOTAL 
PEOPLE 
HOUSED

40 COMMUNITIES 
HAVE ACHIEVED A 
MEASURABLE REDUCTION

9
73 COMMUNITIES 

HAVE ACHIEVED QUALITY REAL-TIME 
DATA ON HOMELESSNESS

FUNCTIONAL ZERO 
PROOF POINTS
SUSTAINING GOAL 

*As of 10/10/2019



Maricopa Regional CoC 
History Channel Spotlight

● Regional coverage of 9,224 sq. mi., inclusive of 27 cities and towns 
● 4th most populous county in the nation

○ 220 people relocate to Maricopa County daily 
● Veteran Workgroup comprised of local providers and agencies

○ Workgroup meetings held every other week
○ Weekly case conferencing 
○ Local VA signed partnership and data sharing agreement (Now 

entering into HMIS)
● Goal to end veteran homelessness on January 1, 2020

https://www.history.com/videos/quicken-loans-and-history-honor-shane-groen-and-shantae-smith


Learning Objectives

● Understand the Model for Improvement and how it’s being applied to 
end homelessness and disproportionality in our systems

● Review the process of scoping a small test of change in service of larger 
aim

● Think about how to apply quality improvement in our own organizations 
and community



A Movement Built on Counting Up 

We designed the 100,000 Homes Campaign to help communities reach a large, aggregate 
housing total together. Only one metric mattered: monthly housing placements.
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The Challenge of Counting Down 
Built for Zero is designed to help communities count down to zero — a 
much more complex challenge. To end homelessness, communities must 
measure many variables, not just one.

Functional.
Zero.

Current 6-month average housing placement rate

# of veterans on By-Name List 
actively experiencing homelessness

Estimated path to functional zero 
if average monthly reduction remains the same 
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Tools for Solving Complex Problems

DATA FOR 
IMPROVEMENT

Is your community using 
data to make decisions?

HUMAN-CENTERED 
DESIGN

Is your community 
getting the feedback 

it needs to be 
effective?

QUALITY 
IMPROVEMENT

Is your community 
testing and evaluate 

ideas with objective data 
to measure progress 
toward a clear aim?

FACILITATION and 
MEETING DESIGN

Does your community 
use meetings effectively 
and do these meetings 

allow people to innovate 
collaboratively?

Complex social problems can’t be solved by a single actor. 
Communities need a rigorous approach to collaborative problem solving.



QUALITY IMPROVEMENT.
Testing and evaluating ideas with real-time data

Homelessness changes too quickly for traditional planning. Instead, communities need a rigorous 
way to test, measure, and improve new solutions as they go. Quality improvement offers a way 
forward to successful results.



The Model for Improvement

Solving complex problems starts with a measurable end state and 
works backward. Strategies and activity come last and shift 
repeatedly in service of the aim.

PLAN DO

STUDYACT

Aim: What are 
we trying to 
accomplish?

How will we 
know a change 

is an 
improvement?

What change 
can we make 

that will result 
in 

improvement?



Core Concepts of Improvement

● Every system is perfectly designed to get the results it gets.

● Be curious.
(this work is for improvement, never for judgment)



Knowledge for Improvement

SUBJECT MATTER_
IKNOWLEDGEI

● Knowledge basic to the things we 
do in life. Professional knowledge. 
Knowledge of work processes. 

SCIENCE OF IMPROVEMENT (SOI)_
IKNOWLEDGE_

● The interplay of the theories of 
systems, variation, knowledge, and 
psychology. 

Used with permission from the Institute for Healthcare Improvement



Knowledge for Improvement

Improvement 
Learn to combine subject matter 
knowledge and SOI knowledge in 
creative ways to develop effective 
changes for improvement.

Used with permission from the Institute for Healthcare Improvement



Think about your commute to work



Improving your commute

Aim: What are 
we trying to 
accomplish?

What does a “better” commute mean? 

● Are we minimizing time? or stress?

● Do we want to spend more time outside?

● Do we want less driving/more walking?

● Are we willing to spend more money?

● What are the non-negotiables/constraints?



Improving your commute

What measures will we use? 

● Time spent commuting decreases?

● # of morning meetings I’m late to decreases?

● # of daily steps walked increases

● Losing weight 

How will we know 
a change is an 
improvement?



Improving your commute

What change can we make?

● Leave 30 minutes earlier to avoid traffic

● Take a different route

● Take public transportation

● Bike to work

● Carpool with others

● Test the commute from a different 
neighborhood

PLAN DO

STUDYACT

What change 
can we make 

that will result 
in 

improvement?



Actively Homeless - Monthly Veteran Data

2018

July-September 2019
● Increase utilization of Flexible Funds
● Targeted improvement projects to 

stem inflow and increase outflow
● Targeted additional CoC resources 

to fill a gap

April-October 2018
● Increased entry points
● VA started using HMIS
● Adopted PDSA approach 

December 2018
● Housing placements decreased
● Inflow remained steady



The Model for Improvement

Solving complex problems starts with a measurable end state and 
works backward. Strategies and activity come last and shift 
repeatedly in service of the aim.

PLAN DO

STUDYACT

Aim: What are 
we trying to 
accomplish?

How will we 
know a change 

is an 
improvement?

What change 
can we make 

that will result 
in 

improvement?



Elements of a Good Aim

● What will happen? (outcome)

● Subpopulation addressed (for whom)

● Unit or geography of improvement (where?)

● Timeframe (by when?)



Examples
100,000 Lives: Prevent 100,000 unnecessary deaths in US hospitals in 18 months. 

Global Polio Eradication Campaign: We will eradicate polio from every country on 
earth by the year 2000.

BFZ Large Cities Strategy: End veteran homelessness in one large market by 
January 2020. 

PHA Program Goal: All HUD-VASH vouchers are leased up within 30 days of 
issuance by December 2019. 

BFZ Colorado: End homelessness in 4 Colorado communities with zero 
disproportionality in their systems by January 2022.



Let’s Try It!    

Think about your program, organization or community. Quickly craft an aim 

statement focused on improving a piece of that work that includes:

● What will happen? (outcome)

● Subpopulation addressed (for whom)

● Unit or geography of improvement (where?)

● Timeframe (by when?)



Measurement 

Solving complex problems starts with a measurable end state and 
works backward. Strategies and activity come last and shift 
repeatedly in service of the aim.

PLAN DO

STUDYACT

Aim: What are 
we trying to 
accomplish?

How will we 
know a change 

is an 
improvement?

What change 
can we make 

that will result 
in 

improvement?



Different measurement roles

Measurement for accountability1

2

3

Measurement for research

Measurement for improvement 
(Diagnosis and effectiveness of change)

Used with permission from the Institute for Healthcare Improvement
Solberg, L. I., Mosser, G., & McDonald, S. (1997). The three faces of 
performance measurement: Improvement, accountability and research. 
Joint Commission Journal on Quality Improvement, 23(3), 135-147.



Outcome Measures: 
● Align with system purpose, and stakeholder values! 
● Is this system meeting the needs of those it is responsible to? 
● Is our improvement work making a meaningful impact?
● What’s the goal here? How will we measure our OUTCOME?

Process Measures
● Are the parts of the system performing as planned?
● Are we doing what we are supposed to do? Does our work conform to 

requirements?
● Are we on track to improve?

Balancing Measures
● In solving one problem, are we making others worse?

Adapted from IHI



Example Set of Measures for a Housing 
Program

Aim Outcome Measure Process Measures Balancing Measures

Entire process from 
identification to 
move in for HUD-
VASH clients is less 
than 60 days

Change in length of 
time

# of individuals 
housed through this 
process

# length of time 
from referral to 
issuance 

# of days for 
inspection

# of veterans losing 
housing via program

Staff and client 
satisfaction

Adapted from IHI



Example Set of Equity Measures for a 
Housing System

Aim Outcome Measure Process Measures Balancing Measures

Achieve equitable 
outcomes in our 
local homeless 
system

% of 
disproportionality in 
local system

# of individuals 
housed through 
system, by race

# length of time 
from ID to housing, 
by race

% retention in 
housing, by race

# of total households 
housed via local 
system

Staff and client 
satisfaction

Adapted from IHI



Veteran Data: Decrease Number of Veterans 
staying in GPD longer than Six Months



Veteran Data: Decrease in Number of 
Chronically Homeless Veterans



Let’s Try It!    

What could you measure?

● Connected to the aim you drafted

● What data do you have available?

● What feels important but isn’t currently be tracked?



The Model for Improvement

Solving complex problems starts with a measurable end state and 
works backward. Strategies and activity come last and shift 
repeatedly in service of the aim.

PLAN DO

STUDYACT

Aim: What are 
we trying to 
accomplish?

How will we 
know a change 

is an 
improvement?

What change 
can we make 

that will result 
in 

improvement?



PDSA Cycles: Why Test?

● Use scarce resources wisely

● Learn more from doing than planning

● Learn about the change: 

○ Cost, How much improvement, Side effects
● Reduce resistance to change

Used with permission from the Institute for Healthcare Improvement Improvement  Guide,  2009, 
Chapter 7, p. 142



It took 40 attempts to create WD-40

The 40th time was the charm for 
the blue canister that boasts 
more than 2,000 uses.  In 1953, 
chemist Norm Larsen finally 
created on his 40th try, a formula 
to stop corrosion by displacing 
moisture (hence the name “Water 
Displacement , 40th attempt).

Used with permission from the Institute for Healthcare Improvement



Used with permission from the Institute for Healthcare Improvement

Is NOT a change:;

(but may be a necessary preliminary task however)

● Planning

● Having a meeting

● Educating staff

● Creating a protocol

● Assigning responsibility

Is a change:,

● Use a new form

● Change case conferencing strategy

● Use the form on the next 10 cases

● New outreach process

Activity ≠ Change

For each change idea, you should have an explicit 
prediction of how it will impact the outcome.



PDSAs - Key Points

Cannot be too 
small

One PDSA will 
almost always 
lead to another

Help you to be 
thorough & 
systematic

Help you learn 
from your work

Can produce 
rapid results

Used with permission from the Institute for Healthcare Improvement



Sequence of Improvement

Hunches 
Theories 

Ideas

Changes That 
Result in 

Improvement

A P
S D

A P
S D

DAT
A

Small Scale Test  
(3 outreach staff test direct entering VI-SPDATs 
into HMIS using an iPad with 5 clients each)

Follow-up Tests 
(Revise HMIS fields and test with next 5 clients)

Tests Over Wider Conditions
(Two more agencies added) 

Implementation 
of Change

A P
S D

A P
S D



June ‘19: Quicken Loans and Community Solutions Flex Fund

a. Plan: Increase outflow and positive system exits with unrestricted funds to close the resource gap
b. Do:  Release first 40% of funds for unrestricted positive exits off of BNL 
c. Study: How many households were served? How many housing placements and positive exits were 

achieved? Did we meet the target? Are there other barriers to take into consideration (inflow)?  
d. Act: Review results and adjust the original plan to new data/information and continue the PDSA 

cycle - always keeping in mind the AIM; What is going to get us to our goal? 

Reductions in Actively Homeless - System 
Level PDSA: Phoenix/Maricopa



Putting It Into Action! 
Building Your Initial Test of Change



Let’s Try It!    

Think about:

● What could you test that might impact your aim?

● What existing processes could you impact through a test that impact a 

larger outcome?



DEBRIEF



DEBRIEF    

● What ideas are surfacing?

● How could you take this back to your work?

Don’t be afraid to test! Start small and try something. 

The only failure comes from not trying. 


