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The Collective Impact Forum, an initiative of FSG and the Aspen Institute Forum for Con
Solutions, is a resource for people and organizations using the collective impact apprc
address largscale social and environmental problems. We aim tease the effectiveness an
adoption of collective impact by providing practitioners with access to the tools, tra
opportunities, and peer networks they need to be successful in their work. The Collective
Forum includes communities of practiée;person convenings, and an online community &
resource center launched in early 2014.
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FSG REIMAGINING SOCIAL CHANGE

FSG is a missigitiven consulting firm supporting leaders in creating l@age, lasting socia
change. Through strategy, evaluation, and research we help many types cfaudorslually and
collectvdy—ma ke progress against the world’'s t

Our teams work across all sectors by partnering with leading foundations, businesses, nor
and governments in every region of the globe. We seek to reimagine social change by ide
ways b maximize the impact of existing resources, amplifying the work of others to help ad
knowledge and practice, and inspiring change agents around the world to achieve greater i

As part of our nonprofit mission, FSG also directly supports learning communities, such
Collective Impact Forum, the Shared Value Initiative, and Talent Rewire to provide the to
relationships that change agents need to be successful.

Learn nore about FSG atww.fsg.org
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mosespgling chall enges.

The Aspen Forum seeks to serve as a plas
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effective policies, and catalyzing inves"
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This data from this study draws primarily on the research study AVhen Collective Impact Has an Impact,o

conducted through collaborative effort between Spark Policy Institute of Denver, CO and ORS Impact of
Seattle, WA.

Spark Policy Institute is dedicated to helping companies focus on social impact and develop approaches
to solve complex challenges. We help the public and social sectors do good, even better through
research, consulting, and evaluation. For more information, visit sparkpolicy.com.

ORS Impact helps foundations, non-profits, and government agencies clarify, measure, and align around
their social impact outcomes, stay accountable to success, and learn along the way. By making social
change measurable, we help clients make meaningful social change possible. For more information, visit

orsimpact.com.

Summary
Key Facts
HFG is a communigriven initiative to end
homelessness in Los Ange@sunty.The collective | [nitiative/backbone name: Home For Good
effort seeks to ensur¢hat homelessness is brief,| Year initiative was formed: 2010

rare, anq norrelcurrlng by monitoring data, In\{estlng Mission: To eradicate homelessness in the Los
fund§, improving systems, and empowering th  angeles area by providing adaptive, permanent,
public. and supportive housing

Geographic scope: Los Angeles County
Problem

A\ S
Homelessness is a lestandingissue in Los Angeles
County. In 2007, theomelesscount encompassing th€ontinuums of Care (COCSs) in Los Angeles,
Pasadena, Glendale, and Long Beaahhed73,702! Los Angeles hatkvelopeda widespread
reputation forits lack ofcollaboration irservingthe homeless community. Though the county had quality
programs and waactively piloting new strategies, there were not yet any bitwaskd initiativeso
connect the efforts being made across the sys#most study showed that tleeunty spent nearly $1B
a year on emergency services and shemnin solutions without seriousvestment in permanent
solutions? Scarce public resources preventadaningful local investment by the City or County toward

! Los Angeles Homeless Services Authority: “2007 Greater Los Angeles Homeless County”. Accessed Aug 2019.
http://documents.lahsa.org/planning/homelesscount/2007/HCO7-full _report.pdf

2 United Way of Greater Los Angeles: “Homeless Cost Study”. October 2009. Accessed Aug 2019.
http://homeforgoodla.org/wp-content/uploads/2015/01/Homeless-Cost-Study.pdf
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homelessnesall of these factormade it clear that stakeholders neededcome together and begin
developing a systems appabato ending homelessness

Getting Started

In2009 asmall group of businessadersconcerned about the social and economic impacts of the growing
homeless population in LA Coungyme togetherThis small group evolved into tiBisiness LeadérBask
Force on Homelessneg§$ask Force), whiclwas made up of members from the LA Area Chamber
Commercend the United Way of Greater Los Angelesanore deeply understand the financial challenges
posed by homelessnes$iely conducted and released tB809 Cost Studyvhichfound that it was 43%
cheaper to houséhe chronically homelessness thamleave them on the streets. Tlispanded the case
from social justice tinclude aneconomic perspective that fundamentally shifted the narrative around
solving homelessness and made the casadprstingthe distribution of local resources.

Over the year, the Task Force explored best practices acrossutitey, and irDecember 201ghe Task

Force officially launched Home For G@dé&G)an action plan to end chronic and veteran homelessness

in LA County by 2016 through the collaboration of partners across the city and éduh&/same time,

several local, state, and fedenaitiatives were also increasingly focused on the ism milestones were

set to match federal goalk 2011 the Hilton Foundation provided a $1 million challenge grant to seed the
Home For Good Funders Collaborative, a group of 24 public and prindterd in Los Angelasho
leveraged a totabf $105 million in resourcgsward ending chronic homelessnésSi nce HFG' s |
the number of partners involved has steadily increased. At present, it includes public agencies addressing
homelessessissues, city and county government, philanthcopndbusiness partners, and community
groups. While the initial action plan identified the target populations of veterans and those experiencing
chronic homelessness, the initiative has since developédardiagler goal of ending all homelessness in Los
Angeles County.

Structure

The United Way of Greater Los Angélelsisthe backbonerole forHome For Good. The backbone staffs
each of the working groupéPolicy, Funders, Data, andlvAcacy)and coeconvenes theRegional
Homelessness Advisory CoufRHAC)TheRHACwhichserves as the overall leadership structure of the
initiative, is a crossutting groupthat contributes to the overall Los Angeles County Homeless System by
offering overgiht and vision toward system alignmdplease see AppendiXdr a more detailednapshot

of the Los Angeles County Homeless System Map.

3 Hilton Foundation: “Hilton Foundation Announces..”. Accessed Jan 2019. https://www.hiltonfoundation.org/news/85-hilton-
foundation-announces-7-8-million-grant-to-end-chronic-homelessness-in-los-angeles-county
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Results

The initiativehasfostered awide range of early and systems chaggehichresulted inthe population
changes of increased housinglacenentsof chronic and veteran homeleasdthe reduction of street
homelessnesfseefigure below and\ppendix Zor more detail}.
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The most impdant early changes cited by thenitiative include increased collaboration across agency
partners; increasd public support fonomelessesssolutions; and increased sharing and understanding
of data.

Several importantdystems changes contributed to the populatiotievel changes that HFG has been able
to achieveProgram practices have aligned toward a systéde effort throughthe adoption of a
coordinated entry systemaoss all agencies in the courttfwo ballot measures passed whizbught

in new local resources and attracted additional state and federal flihgse has also been significant
growth in the development of supportive hougija critical solutiorior chronic homelessneddFG had
set a gal in 2015 to increase average supportive housing development from 300 to 1,00@nuohits
production in the city of LBhaddoubled even before thballot measurswere passedFollowing the

ballot measure, and through philanthropic investment, tiye afi LA alone has over 4,000 supportive
housing units in the pipeline at the time of this repdtte city is tracking supportive housing
developments througPRropositiorHHH

Five Conditions of Collective Impact

Common Agenda

The initiative established a shared mission to eradicate homelessness in the Los Angeles area by

providing adaptive, permanent, and supportive solutions. A collaboréve plan,nitiatedbythe Task Force

in 2010 brought together partnes across the city and county bbs Angeles to collectively address
homelessness in the areBhough the initial focus was explicitly on veteran and chronic homelessness, the
plan has evolved over time to include work on systand solutions across all homeless populatidss.
development wagacilitated by theHFG staff and wasased on U.S. Department of Housing and Urban
Development (HUD) parameters for serving homeless clients, as well as input from a growing number of
partners across municipalities: funders collaborative, the business task force, and people with lived
experienceThe common agenda has also been integrated into the Los Angeles City and County homeless
plans.

Shared Measurement

The initiative has a strong shared measurement system to track long-term progress. The initiative
developed the infrastructure to collect and report data related to their overall outcomes and established a
datasharing effort calledhe Los Angeles Homelessness Analysis Collaborative THAENC was the

first public dashboard on housing placements across the County ancentnalizeghe most upto-date

data and research concerning homeless peoplesrAlngeles, ingsfocus to the most relevant statics

and trends, and simplifiehe conversation around data by emphasizing accessibility and ifniphet.
collaborative displays the shared measurement system throolghst publicfacing data dashboards

4 United Way of Greater Los Angeles. Coordinated Entry System. Accessed Aug 2019. http://ceslosangeles.weebly.com/

5 The Los Angeles Homelessness Analysis Collaborative. Accessed Aug 2019. https://hacollab.weebly.com/the-hac.html
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online. These can be disaggregated by veteran status, whether bomafessstatus is chronic, and by
geography. The backbone employs a staff member to manage and report the data, which is then used to
target and prioritize the initiative’s resource
was used to identify gaps in resources and serv
policy efforts. The HAC meets quartetiyre offices of the United Way of Greater Los Angeles to discuss
data topics such as tracking housing placements, identifying and measuring performance ametrics,
dashboards/data toolkits.

Mutually Reinforcing Activities

Initiative partners are working together to implement the collective plan of action. Due to the work
that’' s been accomplished, t he ecpartsyfthe brabdeCHHiEamt v o
of action, which outlinespecific strategies, timelines, goalsd ajectives that partners wotkgether to
achieve. For example, partners adjusted practices and pdtidiester align their work witthe collective

action plan, which included using a universal fundingagmby, coordinating systems, aladinching jnt
campaignsPartners have also engaged in a matching funds geatloped publigrivate partnerships to
leverage and increase resourgesnducted comprehensive assessments of client ngrdsued public
education and awareness through campajgosected and utilized data to inform further decisions in the
sector, and collectively supported policy shapihgparticular, the initiative advocated for the pagsof

a $1.2B housing bond that supports Prop HH&dpportive fousing dan pogramthat was approved by

voters in 2016. HFG also advocated dmomplementary measure (Measure H) which created a one
quarter of a cent sales tax to generate funds for the purposes outlined in the County homelessness plan for
funding homeless services and sherim housing. These funds are directly budgeted and overseen by the
HFG Regional Homelessness Advisory Cotiheildevelopment of this resource stream through policy
demonstrates the collaborative effort of theitiativeé s f our wo r kFunglersp Dgtasand P o |
Advocacy) whichaligrs with the core strategies outlined in the plan and sudata to holdall groups
accountable to strategies and goals.

Continuous Communication

The initiative developed a number of processes and structures to facilitate communication, both
internally and externally. In addition to regular workgroup meetings,ethbackbonefacilitates
communication between partnergshrough multiple channels, including initiatméde meetings,
networking with partners, informal calls, and other contactssisipartners As HFG staff members host
and are present at several tables involved in solving homelessness, they are dageipjéng challenges
and learningstrategicallyacross different stakeholder groups efficiently and consistekdigitionally, the

b a ¢ k b @angoingakility to translate information between agencies, as well as between direct service
providers and muuipal/state agenciehelpsfacilitateinformalcommunication between partners. Taken
together, the clarity, timeliness, and integrity of communications within the initiatdes it easier for
partners to collaborate and implement the collective plamaifon. For example, the initiativereates
internal communication through jaint design procesthat solicits input fronthe frontline staffusinga
coordinated entry system.
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In terms of external communications, the initiative undertakes a number of activities to engage with the
public, including awareness campaigns, media releases, an annual HomeWalk event, homelessnes
summits, a website, publicfacingd at a dashheadd, sandi hg” in parti
ensure the HFG approach is responsive to community ne@ds.e maj or evol uti
communications work was the launch of a countywide community organizing campaigkwatigmhe In

This was | aunched in March 2018 to educate and
on HFGsupported ballot measures. The campdigis reacheaver 100000 individuals andhasyielded
oversixmillion media impressns. It has also employed 14 field organizers to continue to train and organize
community advocates.

Backbone Support

HFG has a strong and dedicated backbone, which has grown over time to keep pace with the initiative.
The backbone includes dedicated stafio perform ley functions of the initiative to drivihe work
forward, including the implementationf data collection, managemengnd reporting; facilitating
communication between partners to increasellaborationand coordinationjfacilitating dialogue at
meetings; staffing workgroups;-convening tie overall leadership committeereating and implementing
feedback loops; and acting as advosdite service providers with city armbunty agencies. Over time,
HFGhas worked proactively to promote a distributed lead@ps model. Because the city aedunty
adopted the HFG action plan, some backbone and leadershipofumatie also distributed to thaity and
county to increase sustainability. More recently, theiatiite established a neRegionaHomelessness
Advisory CouncilRHAC) as an overall leadership structure thabvides oversight and supports
implementationand planning. In addibn, regional coordinators werempowered to implement the
i ni t iaationi plare at the loddevel, disbursing funding ammbordinating the work of homelessness
service providers.
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Adoption of Principles of Collective Impact

Cross-Sector Collaboration

HFG has created strong relationships across a variety of
sectors. The initiative embodies a truecrosssector
partnership wih government, businesses, philanthropy, a
nonprofit organizationsworking together to achieve the
overarching mission. Buary from the business sector
particularly in theearly phases of the work, was key to tl
success of HEGand the impémentation of an annual
HomeWallevent has been important for engaging the gene
public. HFG is also exploring opportunities to more fy
engage with additional community groygsich aghe faith
community in regular meetings and mutually reinforgir
activities.As the initiative is currentlpomplex and involves
many crossector partners across the county, theis an
ongoingeffort to refinegovernance structugsuch asvho is
leading the worland whento help partners bestollaborate
with each other.

Data Use

The Eight Principles of Collectivd

Impact

Design and implement the
initiative with priority orequity
Include community members in
the collaborative

Recruit and ca@reate with cross
sector partners

Use data to continuously learn,
adapt, and improve

Cultivate leaders with unique
system leadership skills

Focus on program and system
strategies

Build aculture that fosters
relationships, trust, and respect
across participants

Customize for local context

The initiative values using data to inform strategy and

support accountability. Home For Good maintains several data dashboards to help partners understand

specific aspects or geographies of the homeless system of care. This endeavor bringsdaigetistems

that are distinct and typically disconnected by desidmoughThe Los Angeles Homelessness Analysis
Collaborative (HAC)ata from the Homeless Initiative Dashboards, Homeless Count Dashboards

Coordinated Entry System Dashboards, and Proposition HHH Dadhém&edn used talirect strategy

andsupporaccountability. HFG’s

Coff ee

commi t ment t o
We bUsingeData ané 3hared dMeasSurement in Collective IMipact.

Looking Ahead: Areas of Future Focus

Equity

HFG is exploring integrating an equity lens throughout all aspects of its work. The initiative does prioritize
some equity strategies)cluding reguldy tracking key indicators adisaggregating data by race/ethnicity
and other characteristics; intentially focusing on creating tle®ordinated entry system that does not
disproportionately disadvang@ certain groups; prioritizirdjrecting services to the most vulnerable group
(i.e.the chroniallyhomeless); anddving a commitment tmeaningfully engage people at all levels of the

homelessness services systétiG is pursuing further avenuegador services, policies, and ptiaes to
address inequiéis that may exist along raciguistic, or regionidines.HFGhas alsancreased regional

Collective Impact Case Study: E3 Alliance 8
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representation and expanded collaboratioor@ss diverse groups, which hgs/en providers and
community groupsnore seats at thgable.

Since publication oWhen Collective Impact Has an Impdd, County has also created an Ad Hoc
Committee on Black People Experiencing Homelessness that has stuteddingequity in the work.
Additionally, the Homelessness Policy Research Insttptatnership between USC Price Center for Social
Innovation and HFG, is coordinating a table of leading researchers in LA to look at the issue of black tenan
retention in supportive housing. One of the primary modes of current engagement of thosevedth li
experience is through the local storytelling events and rallies central to the Everyone In campaign. These
ensure that community stories are both uplifted and connected to broader policy change and system
solution conversations. HFG is continuing ttentionally engage and empower people with lived
experience, nofoiners, disenfranchised groups, and other community members in leadership and
implementer roles within the initiative.

Leadership

HFG cultivated regional leadership but continues to pursue clearer structures and communications

due to the complexity of the initiative. The backbpe organization provides strotepdership by
conveying information, providing trainings, and suppg relationship developmen®verall, the
initiative cultivatesegional leadership at multiple legdb drive the work forwaransures alignment
through Regional Coordinator Positipaisd suppats leadership development amoipagrtners. However,
distributed leadership models can create confusiooualivho is leadinthe work andmaking decisions
and the complexity and diversity of Los Angeles County make identigiegentative leadership a
challengeHFG is therefore exploring pursumgre structures and processes that can provide clarity
around thedistributedleadership model.
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Appendix 1: Los Angeles County Homeless System Map
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Appendix 2: Snapshot of Change

Collective Impact Conditions

Strategies

Early Changes

Systems Changes

Population
Changes

Common Agenda

The problem addressed is reducing
homelessness in lobunty—in particular,
veteran and chronic homelessness
Goal is to eradicate chronic and veteran
homelessness ibA area by providing
adaptive, permanent, anslipportive
housing

The overall approach focuses on high
quality,coordinated services, advocacy,
and targeted funding

Agency and government partners sh#ne
commonvision

Mutually Reinforcing Activities

The initiative has a collective action plan,
the 2015 ActiorPlan

Four working groug Policy, Funders, Datg
and Advocacy

Partners are actively working together an
haveadjustedpractices and policies to
better align theimwork (wholesale adoption
of CES, unified funding)

Partners use data to hold each other
accountable fostrategies and goals

Continuous Communication

a. Engagement of
communities in
addressing
homeless issue
through matching
fundspool

b. Unified and
targetedfunding
strategy across
funders

c. Publieprivate
partnerships to
leverageand
increase resources

d. Comprehensive
assessment of
clientneeds to
better targetand
align services

e. Public education
andawareness
raising through
campaigns (such g
HomeWalk or
HomeCourt)

f. Collecting and

utilizingdatato
inform decisions

Increased
collaboration across
agency partners
Stronger
organizational
capacity to serve
homeless clients
more effectively
Increased public
support about and
for homelesmess
solutions

Increased trust and
informal
communication
among partners
Increased advocacy
for homeless policy
Increase in public wil
and awareness of
homelessness issue
in LA and
surrounding
communities
Changed

community/collective, g.

understanding
around best

Adoptedand scaled
CoordinatedEntry System
(CESacross all agencies in
the county

Opened access to public
facingdata dashboards
through theLos Angeles
Homelessness Analysis
Collaborativéd HAC)

New Standards dExcellence
(SOEadopted and
implemented toimprove
services

Advocated for ballot
measures which directed
new resource flows to the
initiative’'s
Homelessness Advisory
Council (RHAC)
Philanthropic and public
funding and otheresources
aligned toinitiative goals
Agencies changegmblicies to
improvesystems efficiencies
andalign to the CES and SC
Influenced philanthropic
investment to double the

pipeline for supportive

a. Increased
housing
placements of
chronic and
veteran
homeless
from 2011 to
2017
1 39,040

housed:
19,858
veteran
homeless,
19,182
chronially
homeless

b. Reduction of
street
homelessness
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Regular workgroup and steering committ|
meetings(monthly or bimonthly)

Frequent informatommunication among
partners

Regular engagement with media and pul
throughsocial media sites, website, and
the developmenteam s conver
the field with thegeneral publicyworkers,
and businesses about the work and neec
of thecommunity

Shared Measurement System

LA Homelessness Analysis Collaborative
collects data ofmomelessness counts fron
cities and county agencies amdnages all
the tracking and progress data
Dashboard of homeless counts released
online andregularly updated

Data ae used to communicate gaps in
resources, scopef the problem and
progress toward reducingomelessness,
how systems are operating, and what
interventions and innovations would work
for differentpopulations

Backbone Infrastructure

United Way ofGreater LA is the backbone
organization

The backbone staffs each of the working
groups, ceconveneghe Homeless
Advisory Council, coordinate®rk among
the partners, convenes stakeholders

andcontinuous
improvementof
the sector
Supporting policy
shapingadvocacy
for enactmentand
implementation

practices, shared
outcomes, and
expecttions and
strategies

Increased sharing
andunderstanding of
data

Increased movemen
into key sector
positions
spearheaded by the
initiative

housing development in the
City of LA
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aroundcreating change, provides advoca
support for keynitiatives (shaping,
advocatingandimplementing policy)and
coordinates accessibility to and usability |
data

- TheRegionaHomelessness Advisory
Council serves as the ovetalidership
structure of thenitiative

*This snapshot of change represents thekvof the coalitionhrough 208
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Join the Collective Impact Forum

The Collective Impact Forumrigts to meet the demands of those who are
practicing collective impact in the field. While the rewards of collective img
can be great, the work is often demanding. Those who practice it must ke
themselves and their teams motivated and moving forward.

The Collective Impact Forum is the platesrethey can find the tools and
training that can help them to be
minded individuals coming together from across sectors to share useful
experience and knowledge and theredmceleratehe effectiveness, and
further adoption, of the collective impact approach as a whole.

Join us atollectiveimpactforum.org




