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Who's in the Room?

What type of organization do you represent?

e CoC Lead Organization

« HMIS Lead Organization

« Homeless Service Provider

 Government Organization (local, state, or federal)

e Other Service Provider (healthcare, mental health, etc.)
« Other


Presenter
Presentation Notes
Nat:
Interactive question/audience engagement


Learning Objectives

« Participants will learn about the critical role that governance and
monitoring have in the implementation of a Data Quality Management
Program (DQMP)

o Participants will be able to identify the roles and responsibilities of
various stakeholders in a robust data quality monitoring process

o Participants will be able to identify what makes an enforceable
agreement successful
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We will be discussing the components of a comprehensive data quality management plan including agreements in place between and among the involved entities to ensure a consistent and transparent process. 


Definition of Data Quality

Data quality refers to the reliability and comprehensiveness of a
community’s data, as collected in HMIS
Do you have sufficient data to accurately reflect the demographics, needs,
experiences, and outcomes of persons experiencing homelessness in your

community?

Components of data quality:
Completeness (including system coverage)
Timeliness
Accuracy
Consistency
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Data quality includes several components, including completeness (how many of the data elements required to be entered into the HMIS are entered); timeliness (how quickly is the data entered into the HMIS after it is collected from the client); accuracy (how much is the data entered into the HMIS a reflection of the client’s reality); consistency (is the way in which the data elements are interpreted at Organization A the same way in which they are interpreted at Organization B, and are users entering data on a consistent basis into the HMIS); and bed/system coverage (how many beds that are dedicated to serving clients experiencing homelessness entered into HMIS and how comprehensive is the HMIS coverage). 


Requirements for Data Quality

Per the 2004 HUD Data and Technical Standards:

4.2.2 Data Quality

Baseline Requirement: “PPI collected by a CHO must be relevant to the purpose
for which it is to be used. To the extent necessary for those purposes, PPI
should be accurate, complete, and timely.”

2004 Data & Technical Standards
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The 2004 Data & Technical Standards mentions that data collected in the HMIS must be accurate, complete, and timely. How a community defines and operationalizes those terms are what a data quality management plan does. 

https://www.hudexchange.info/resources/documents/2004HUDDataandTechnicalStandards.pdf

Requirements for Data Quality

Per the CoC Program interim rule (emphasis added):
578.7 Responsibilities of the Continuum of Care
(b) Designating and Operating an HMIS. The Continuum of Care must:
(1) Designate a single Homeless Management Information System (HMIS)
for the geographic area,
(2) Designate an eligible applicant to manage the Continuum’s HMIS,
which will be known as the HMIS Lead,;
(3) Review, revise, and approve a privacy plan, security plan, and data
guality plan for the HMIS.

CoC Program interim rule
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The CoC Interim Rule also defines the responsibilities of the CoC related to HMIS and data quality in the system. 

https://www.govinfo.gov/content/pkg/CFR-2017-title24-vol3/xml/CFR-2017-title24-vol3-part578.xml#seqnum578.57

Data Quality

CoC Data Quality Brief:
“A Data Quality Management Program will help ensure these plans are improving
data quality.”

ldentify a baseline

Secure CoC Buy-In

Develop a Data Quality Plan

Engage Vendors

Execute Enforceable Agreements

Ongoing Monitoring & Reporting

Create Incentives & Enforcement Expectations

N o g M W bhdoRE

CoC Data Quality Brief
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The CoC Data Quality Brief, which was made available in April 2017, states how a DQMP will assist the community in monitoring data quality in HMIS and the components that are included in a comprehensive plan. 

Note that there are two sessions on DQMPs during this NHSDC conference 

https://www.hudexchange.info/resources/documents/coc-data-quality-brief.pdf

Local DQMP Status
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What is a DQMP?

A Data Quality Management Program (DQMP) is the overall
framework from which a community works to understand their
current data quality, their baseline requirements, their ideal, and
what tools to use to get from here to there

It's the anchor for all HMIS data quality expectations, roles,
responsibilities, and activities
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Think of the DQMP as the study guide in an open-book test. It is the way in which all entities involved in the DQMP understand their roles and responsibilities related to the DQMP. It also sets the baseline requirements for all organizations participating in HMIS, by project type, for completeness, timeliness, accuracy, consistency, and coverage. 

The DQMP also includes the goals the CoC has related to HMIS data quality and the tools it will take to get from the baseline to the ideal. The DQMP is comprehensive and includes all the information any entity involved will need to succeed. 


What is a DOQMP?

It's a process
Iterative

Continuous
Actionable
Measurable

Never stops evolving
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The DQMP isn’t a static thing – it will constantly evolve as the community’s baseline of data quality changes and as the expectations change because of the progress made. The DQMP should be ambitious but not unrealistic. Start with where you currently are and know where you want to get, then create actionable steps to take, with timelines, to get from here to there. 


DQMP

Include a clear and transparent DOQMP framework and develop
enforceable agreements based on that framework

Agreements should be implemented with all organizations participating in
HMIS

Provide guidance on the consequences for failure to meet the standards
In the DQMP framework

Outline the process for notification of failure to meet a standard /
baseline

Lay out the responsibilities of the HMIS participating organization, the
HMIS Lead, and the CoC
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The entire process, from creation to re-creation, must be transparent and clear. Trust is a big piece of a DQMP – each entity must trust that the other entities involved know what their roles and responsibilities are and will fulfill those. 

Enforceable agreements are a big part of a DQMP – it’s what codifies what happens when any given entity isn’t upholding their part of the process. Ideally, enforceable agreements also define how an entity will benefit when they do uphold their part of the process. 


Poll Question

www.menti.com (use code 42 03 25)

Does your community currently have a comprehensive Data Quality
Management Program (DQMP) in place?

- Yes, and we’re 100% happy with it
« Yes, and we want to make it better
« No, and we want one

« No, and we don’t need one
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http://www.menti.com

Discussion

What have you found to be the most important piece of a DQMP?

. Baseline threshold requirements
. Data completeness

. Data timeliness

. Data accuracy

. Bed coverage

. Enforceable agreements

. Enforcements & encouragements
. HMIS project monitoring

. Data quality improvement plan

. System setup requirements

13
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Baseline Threshold Requirements

Start with where your system is and adjust based on improvements
made over time

Don’t make them unrealistic / out of reach

Make them clear and transparent

Make them specific to project types (CE, SO, ES, TH, RRH, PSH)
Includes data completeness, data timeliness, data accuracy

Use them to monitor projects
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In creating the baseline threshold requirements of your DQMP, start with where you are and be ambitious, but not unrealistic. The baseline requirements will work best if they aren’t “across the board” requirements but tailored to project types. Ensure participating organizations know how they will be monitored to the baseline requirements and how often. If an organization will be monitored on, for example, data timeliness, then ensure data timeliness is addressed in the DQMP and the baseline requirement is clear. 


Key Considerations

Are the baseline requirements, expectations, and responsibilities
reasonable for all involved parties?

Have they been discussed in a public setting, to allow for feedback from
various stakeholders with various perspectives, and to generate buy-in?
If already implemented, are they reviewed regularly for modifications as
needed?

How far back do you need to go historically to review data quality
Improvements? How does historically poor data quality impact system
monitoring and reporting?
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When creating the DQMP, seek buy-in from all entities by involving them in the process in some way. 

If your community already has a DQMP, how often is it reviewed to determine whether or not adjustments are needed? Who is involved in that process? (Actual audience question). 

One thing to think about is how retroactive the DQMP should be – should data entered into the HMIS in 2015 be held to the requirements as laid out in the DQMP? If so, a process and timeline should be discussed with all involved entities to ensure sufficient capacity/time for entities to address historical data. 


ldentifying Your Baseline

How complete is the data in your system? Baseline for completeness
How soon after the data is collected from the client is it entered into your
system? Baseline for timeliness

Does the data in your system reflect what the client’'s experience / reality
IS? Baseline for accuracy

How often do users with access to your system log in and actively interact
with your system (enter data, run reports, etc.)? Baseline for
consistency

How comprehensive is your system based on your entire homeless
services system “in real life” (HMIS-participating beds, street outreach
system coverage, etc.)? Baseline for system coverage
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The baseline requirements laid out in your DQMP should be based on where your system currently is in the various aspects of data quality. They serve as the benchmark for participating organizations, the CoC, and the HMIS Lead to meet and maintain. 


Bed Coverage

Who's currently at 100% HMIS coverage for every project type dedicated
to serving clients at-risk of or experiencing homelessness?

How did you get there?

Can you provide incentives and encouragements to non-HMIS participating
organizations?

What is their “why” for not participating?

What is your “why” for wanting their participation?

How can the “whys” align?

Match your solution to their why

Try, try, try again

17
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For communities not yet at 100% - what have you done to date? What reasons are you given for why organizations are not participating in HMIS? Can you provide reasons for why they should participate in HMIS that match their reasons? 


Enforceable Agreements

Agreed upon and signed by the HMIS participating organization, the HMIS Lead,
and the CoC

Signed by any organization participating in HMIS, regardless of funding received (or not)
Names the specific projects and project types for which the organization is entering data
iInto HMIS

Lays out the baseline requirements for the named projects, based on the project types
Is clear about the steps taken should the organization fail to abide by the DQMP
framework

Defines the roles and responsibilities of the entities signing the Agreement

18


Presenter
Presentation Notes
Nat:
Agreements that outline each entity’s roles and responsibilities for data quality in HMIS should be a part of the overall DQMP framework for your community. Ensure that any new organization in discussion about entering data into HMIS is aware of the roles and responsibilities related to data quality. If there are concerns from the organization about meeting those, talk it out before they sign something. 

The agreements should be used during the HMIS Project Monitoring process to determine whether organizations are meeting their roles and responsibilities related to data quality. 


Enforcements & Encouragements

Public acknowledgement is powerful

So iIs public shame
Help troubleshoot with providers based on their specific “why” (mass
emergency shelter data quality issues will have a different “why” than
street outreach data quality issues than rapid rehousing data quality
ISsues, etc.)
Ensure a transparent process when using HMIS data quality in the rank
& review process

For all determinations of funding allocations — federal, state, and local
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What can the CoC provide as enforcements and encouragements that can be included in the DQMP? 

Outline a process to follow when a participating organization is struggling and ensure each entity knows its roles and responsibilities in that process

Ensure data quality in HMIS is used in a meaningful and consistent way when determining funding allocations and making policy decisions.  


Enforcements & Encouragements

Celebrate the successes and allow room for learning and growth

Communicate the importance of the data quality efforts by connecting it
to other CoC efforts
Rank & review processes, funding allocation decisions
Impact of data quality on the accuracy of system monitoring
Data quality efforts as they relate to the HUD reporting requirements
(CoC APR, System Performance Measures, Longitudinal System
Analysis, PIT, etc.)
How data quality can directly affect clients’ access to needed services
through Coordinated Entry / Prioritization List
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The data quality management plan is a process and cannot be accomplished overnight. If a community is implementing one for the first time, there will be a transition period that will allow for trial and error. Even if a community has had one in place for a long time, if significant changes/updates are made to the existing process, it will take time to fully implement. 

Make sure that the DQMP goals align with the other goals and efforts of the CoC. It’s also helpful to be clear about how poor data quality can affect other processes. 


Discussion: Enforceable Agreements

. Do you have enforceable
agreements in place? If
so, who are they with
(users, agencies, etc.)?

. What sort of information
do you include in them?
How often do you update
the agreements?

21


Presenter
Presentation Notes
Nat


HMIS Project Monitoring

Use the HMIS Project Monitoring process to monitor projects to the
data quality baseline thresholds

Should use the Data Quality Management Program as an overall
framework for HMIS project monitoring for data quality

Organizations should know what's expected of them prior to monitoring
Transparency for working through and addressing findings as a result of
the HMIS Project Monitoring process
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Participating organizations need to know about HMIS Project Monitoring, how often it will happen (Annually? Less often? More often?), who will be involved in the process (CoC, HMIS Lead, organization staff), what the monitoring will review (data quality, adherence to HMIS governance, HMIS security, etc.), and what is expected of them. 

If an HMIS Project Monitoring results in findings, participating organizations should be made aware of those findings and what steps need to be taken to address the findings, along with a realistic timeline for resolving any issues. 


HMIS Project Monitoring

Can the HMIS Lead monitor each organization for HMIS data quality
compliance on a regular basis? Is this done onsite, remotely, or both?

Does the monitoring process include all elements of data quality and monitor to
the DQMP framework baseline requirements for:

Completeness
Timeliness
Accuracy
Consistency

How will monitoring results be shared with the organization and the CoC?
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How and even how often HMIS Project Monitoring occurs will be specific to each community’s reality. What capacity does the HMIS Lead have to monitor participating organizations and how geographically spread out are the participating organizations? What components of project monitoring can be done remotely vs. onsite? 

Participating organizations should know who will be informed of the monitoring results and within what timeframe. 


Data Quality Improvement Plan

A Data Quality Improvement Plan (DQIP) is a joint agreement among
the CoC, HMIS Lead, and HMIS participating organization

Includes actionable, measurable steps to take to address a data quality
ISsue

Includes timelines for when steps will be taken

Addresses which entity is responsible for which components of a DQIP
Can be used to address an HMIS Project Monitoring finding or as a
standalone process when a data quality issue needs to be addressed, as
laid out in the DQMP framework
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A data quality improvement plan is a part of the DQMP to be used when there are data quality issues that need to be formally addressed with a step by step process. 

As with all pieces of the DQMP, the DQIP needs to clear and transparent, action-oriented, and time-bound. The participating organization must know exactly what is expected of them to address the issue, and within what timeframe it must be resolved. The participating organization should also know what the HMIS Lead is responsible for related to the DQIP and how the CoC is involved. 

While the DQIP can be used during a Project Monitoring finding, it can be used anytime there is an ongoing, consistent data quality issue that is not getting better without a DQIP. 


System Setup Requirements / HMIS Lead

Monitoring

System Setup and monitoring the HMIS Lead

Similar to other pieces related to data quality monitoring, the HMIS Lead
responsibilities related to system setup and accurate PDDEs should be
monitored and have a consistent, ongoing quality check process
Should be addressed in the overall DOMP framework
Use the HMIS Lead Monitoring tool

As with HMIS Project Monitoring, the HMIS Lead Monitoring process

should be transparent with clearly defined roles and responsibilities of
each entity involved
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In addition to being heavily involved in the day-to-day implementation of the DQMP, the HMIS Lead must ensure that the system setup is done correctly. The project descriptor data elements setup in HMIS is the responsibility of the HMIS Lead and monitoring the HMIS Lead for accuracy of that setup is the responsibility of the CoC. 

Monitoring the HMIS Lead for this and other things should be similar to monitoring participating organizations in that the process and expectations should be clear and transparent, and all involved entities are clear on their roles and responsibilities. 


Discussion

What's the biggest struggle you have related to data
guality?

. Capacity to address it on an ongoing basis

. Knowing what issues exist in the data

. Knowing how to address issues that exist

. Stakeholder involvement (one or more
stakeholders)

. No governance surrounding monitoring for data
guality

. Other

26
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Resources to Use

It depends on the issue

Ensure the HMIS Lead has sufficient capacity to monitor HMIS data quality
on an ongoing basis
The HMIS Lead does the bulk of the day-to-day work of the DQMP —
ensure the CoC has empowered the HMIS Lead to do this
Ensure the HMIS Lead has tools available to them, or has the knowledge to
create tools, to address data quality issues
Talk it out — know who should be involved, at what points, and how
Use the DQMP as your framework for monitoring data quality — make it
realistic, transparent, measurable, and actionable
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The Data Quality Management Plan serves as the anchor and the monitoring process is how you know how you’re doing at attaining the goals laid out in the DQMP. Because the overall implementation of monitoring for data quality falls on the HMIS Lead, there needs to be sufficient capacity within the entity to be able to carry out the monitoring process as laid out in the DQMP. As an example, if the DQMP states that the HMIS Lead will run and send out data quality reports to all participating organizations on a monthly basis, the HMIS Lead must have the capacity to do that and then work with participating organizations to address any issues that are found in those reports. 

If something is written in the DQMP that turns out to be unrealistic for any of the involved entities, talk it out sooner rather than later. Again, allow room for trial and error and adjust as needed. 


Monitoring, Reporting, & Compliance Processes

Once the DQMP framework has been reviewed and approved by the
CoC, implement enforceable agreements with all HMIS-participating
organizations

Ensure sufficient “lead time” to train and communicate with organizations
and HMIS end users, and ensure everyone understands their roles,
responsibilities, and expectations

If the CoC is implementing a DQMP for the first time, or they are
significantly changing one already in place, allow for a “grace period”
Results must be transparent and consistently reported to show progress
(or lack thereof) over time
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The enforceable agreements shouldn’t be seen as punitive only – they should be viewed as something that supports the DQMP process and assists in understanding each entity’s roles and responsibilities related to the process. 

Communication with each entity involved in the process is key, especially when changes are made to the expectations or roles and responsibilities. 

Once the DQMP is implemented, reporting progress over time will help maintain buy-in and investment in the process. 


Poll Question

www.menti.com (use code 42 03 25)

Who is currently involved in data quality monitoring?

- HMIS Lead

- HMIS Participating Agency
- CoC

- All

- None
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http://www.menti.com

Stakeholder Involvement

HMIS Lead is a key stakeholder but not the only one

Co-create the DQMP framework with the CoC and HMIS participating
organizations

Use tools and resources to monitor data quality PROACTIVELY and on
an ongoing basis

Make tools, resources, and trainings available to users to address data
guality issues

Ensure proper system setup

Communicate with and advocate for the community to the HMIS
Software Vendor, when necessary
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The work of creating the DQMP and securing buy-in for the process does not fall on the HMIS Lead alone, but this entity plays a significant role in the overall process. In order for the process to be successful, the HMIS Lead must have the capacity to monitor data quality proactively, not just before an upcoming federal submission or end of a grant period. 

Resources created by the HMIS Lead to address data quality issues should meet user needs and involve various methods (i.e. live webinars, recorded trainings, visual guides, etc.). 

Proper setup of HMIS and accurate PDDEs is vital to ensure accurate reporting, and the HMIS Lead must be empowered to communicate with the HMIS vendor when issues with the system arise that can only be fixed by the vendor. 


Ensure Stakeholder Commitment

Important to clarify (in the DQMP directly) expectations for all

stakeholders

The Continuum(s) of Care will need to review and approve the DQMP
framework and all components within it and used to monitor data quality
The Continuum(s) of Care should also be heavily involved in determining
the expectations for monitoring and compliance

This work cannot and should not fall on the HMIS Lead alone —
Continuums of Care and HMIS Participating Organizations must
be invested

Also beneficial to involve local funders and other key stakeholders
31
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Again, because it’s so important, a successful DQMP cannot be the sole responsibility of the HMIS Lead. Everyone must be involved and know their roles and responsibilities in ensuring high-quality data in HMIS. 

The CoC plays a key role in the overall approval and governance of the DQMP. The CoC is responsible for ensuring that the goals of the DQMP align with the goals of the CoC as a whole. 

It is also helpful, if there are major state or local funders within the CoC, to involve them and any other key players in the creation and implementation of the DQMP (for example, state or local funders requiring that their grantees meet the same data quality baseline requirements that the CoC requires). 


Stakeholder Involvement

HMIS Participating Organizations work with the HMIS Lead and CoC
to address data guality issues in a timely manner

Work collaboratively under signed DQMP Organization Agreements
Ensure an understanding and commitment to the DQMP framework and
baseline requirements laid out in the framework

Communication is key — talk with the HMIS Lead, talk with the CoC, ask
for help when it’s needed

Notify the CoC and HMIS Lead of programmatic changes that directly
affect HMIS data entry / quality as soon as possible
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Participating organizations are the experts about the clients they serve and the ways in which the data is collected from clients and entered into HMIS “in real life”. If a participating organization’s “real life” situation does not align with the requirements laid out in the DQMP Organization Agreement, there should be an open and honest discussion about that prior to signing. Work with the HMIS Lead and CoC to find solutions that work for all interested stakeholders. 

Participating organizations need to be involved in the process and communicate what they are struggling with and what they need from either the HMIS Lead or CoC to succeed. 

A written process for how and when a participating organization informs the CoC and HMIS Lead of any changes that affect data in HMIS is another piece to include in the DQMP and Organization Agreements. Otherwise, communication can often get lost and all entities who need to know about changes may not be informed in a timely manner. 


Stakeholder Involvement

CoC plays an integral role in the Data Quality Monitoring process

Co-create the DQMP framework

Provide the enforcements and encouragements for the plan

Empower the HMIS Lead to carry out the day-to-day activities of the
DOMP framework

Ensure the HMIS Lead has sufficient capacity to conduct the work of the
DOQMP framework in a proactive manner

Be a support to the HMIS Lead when HMIS Participating Organizations
are non-responsive at any step of the DQMP process

Complete monitoring on the HMIS Lead
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The CoC needs to be involved in the process and can assist the HMIS Lead in providing the “force” behind the plan – incentives, enforcements, and ensuring the goals of the DQMP align with other CoC priorities. 

The CoC must empower the HMIS Lead to do the work of the monitoring of the DQMP and be involved when an organization is consistently failing to meet the baseline requirements, or when an organization isn’t responding to the HMIS Lead’s request, or to provide the positive reinforcement when progress is made. 

The CoC is also responsible for monitoring the HMIS Lead to ensure compliance to the HMIS Governance Charter, contract, and/or other agreements. The HMIS Lead Monitoring tool and other resources can assist the CoC in this process. 


Stakeholder Involvement

Is everyone at the CoC, HMIS Lead, and participating organizations
level all clear in the roles and responsibilities related to the
community’s HMIS data quality framework?

How has this been communicated?
Clear and transparent expectations
How is it reviewed?
Flexibility, adaptation, nimble-ness
How is it monitored?
HMIS Lead Monitoring, HMIS Agency Monitoring, CoC Monitoring
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Again, this is an open-book test – all entities should know the “right answers” and be provided the resources needed to succeed. 

The DQMP, and the process used to monitor it, should have the ability to change as the community changes and the HMIS matures over time. 

Every entity involved should be monitored on a regular basis to ensure they are being effective in their roles. 


Key Considerations

How will the CoC enforce expectations for data quality?

How will the CoC empower the HMIS Lead’s role in monitoring data
quality?

Will the expectations for data quality extend to all homeless
assistance and homeless prevention programs in the community?
How frequently will the CoC leadership review data quality reports
and show how the process is positively (or negatively) affecting
other CoC initiatives (SPMs, LSA, Coordinated Entry, etc.)?
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What will happen if a participating organization is not meeting the expectations for HMIS data quality as laid out in the DQMP and their agreement? At what point does the CoC become involved in that situation? 

Will the CoC hold all participating organizations to the same DQMP standards, regardless of funding the organizations do or do not receive? If so, how will the CoC incentivize those organizations (may involve state or local funders, or other key stakeholders). 

How will the CoC maintain interest and buy-in for the process? How often will progress (or lack thereof) be publicly shown and in what way? 


Real World DOMP Application
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Benchmarks

Based on your community’s current status, what are realistic baseline
thresholds related to:
Data completeness
Data timeliness
Data accuracy
Bed coverage

“Realistic” meaning thresholds you could implement today and feel
comfortable monitoring providers to.
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Who's Ready?

Start with where you are — don’t wait for it

Determine your baseline requirements by project type and data quality

component
Discuss a DQMP framework with the CoC and HMIS participating

organizations or advisory group
Think through realistic encouragements and enforcements, as well as

realistic expectations
Give everyone some room to grow
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One size doesn’t typically fit all when creating a successful DQMP – think about what is realistic by project type for completeness, timeliness, and accuracy. For example, it may not be realistic to ask a 250-bed emergency shelter to meet the same baseline requirement for data accuracy as a 15-bed permanent supportive housing project. 

What encouragements and enforcements can be provided by the CoC for participating organizations to invest time, energy, and staff into HMIS data quality? Make sure they know why they care about this and how it affects them and the clients they serve. 
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=
Discussion

Tell us one thing you took away from this session that
you will implement in your data quality monitoring
framework when you go back to your community
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Questions & Answers
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Evaluate This Session on Your Conference App!

(It takes 5 minutes to complete)

1) Select the name 2) Select “See 3) Select “SESSION 4) Complete the
of the session from More” under the SURVEY” under Evaluation and
the agenda tab. Overview. Details. Select “Done”.

(==

_
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We reserved the last 10 minutes of the session for you to complete a session evaluation
Please take time to complete this, as the information will help us refine these sessions for future trainings!
We encourage everyone to use the Conference app to complete the evaluation
The evaluation should only take 5 minutes to complete


Thank you!

Chris Pitcher Natalie Matthews
ICF Abt Associates
Chris.Pitcher@icf.com Natalie Matthews@abtassoc.com
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