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Some Key Building Blocks

Tools and approaches to 
foster a culture of innovation 
and learning

One option: 

Frame Coordinated Access 
and HMIS as a Collective 
Impact Initiative
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Areas of 

Change

Program-Centred – Old Person-Centred – New

1. How access to service 

is positioned

Should we accept this client into our 

program?

What services are the best fit for each 

client? How can they be coordinated?

2. How process is 

organized

Different access points, triage and 

assessment forms, and eligibility 

requirements for each service provider

Standardized access protocols, triage and 

assessment tools, and eligibility guidelines 

across the housing and homelessness 

response system

3. Level of knowledge 

about services and how 

vacancies are filled

Silos of information create uneven 

knowledge about available services and 

who gets access to vacancies in what 

order

Community agreement on what resources 

exist and how vacancies are filled

4. How referrals are 

processed

Ad hoc program referrals, often based on 

worker-level experience; offers are often 

made on a ”first come, first served” basis 

(chronological)

Coordinated referral processes based on 

system-level protocols; referrals address 

community-level outcomes through 

prioritization and consider client choice

5. What happens if 

referrals aren’t a good 

”fit”

Clients are discharged from the program Clients are supported to transition to a 

different service provider based on learning 

from the first referral; next steps build on a 

shared service plan

6. How progress is 

measured

Progress is measured at the program 

level rather than community level; 

evaluation is typically limited to service 

interactions with one agency/ program 

with a more narrow view of the client 

experience 

Community-level outcomes are measured 

using aggregated performance data; full 

service experience from first interaction to 

the last can be evaluated; successes and 

challenges can be shared across the 

system, with findings relevant to a broader 

audience
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https://www.youtube.com/watch?v=YRX2y46fHXE
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https://www.youtube.com/watch?v=YRX2y46fHXE


How to Support Collective Impact

Common Agenda: People have a shared vision for change including a common 
understanding of the problem and a shared approach to solving it through 
agreed upon goals/actions. Principles guide how to work together. 

(not: specialized agendas)
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Common 

Agenda

Coordinated Access 

Elements
HMIS Elements

Shared vision 

for change

Shared 

understanding 

of the problem 

and approach to 

solving it

• CA plays key role in 

the community plan –

helps raise awareness 

of implementation 

next steps

• Demand: Know who

is homeless or at-risk 

and needs community 

resources to find/keep 

a home 

• Supply: Know all 

available community 

resources

• Access: Connect 

clients to right

resources at right time 

(match and refer using 

service plans)

• HMIS/HIFIS plays key role in 

community plan – helps raise

awareness of implementation 

next steps

Shared service planning:

• What? Multiple services that 

clients access at the same 

time and/or over time

• How? Connect these 

providers to the same system 

to better streamline service 

delivery 

• Why? Clients don’t have to 

tell their story more than once 

and community has holistic 

data to drive system 

improvements 7



How to Support Collective Impact

Common Agenda: People have a shared vision for change including a common 
understanding of the problem and a shared approach to solving it through 
agreed upon goals/actions. Principles guide how to work together. 

(not: specialized agendas)

Mutually-Reinforcing Activities: Activities must be differentiated while still 
being coordinated through a mutually reinforcing plan of action.

(not: independent activities)
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Mutually-

Reinforcing

Activities

Coordinated Access 

Elements
HMIS Elements

Activities are 

differentiated 

while still 

being 

coordinated 

through a 

mutually 

reinforcing 

plan of action

• Access points stay 

coordinated – clients 

may choose different 

sites, but triage and 

assessment approach 

aligns with overall policy 

and service plan 

expectations (e.g., 

Prevention & Diversion, 

Housing, Support)

• Shared service plans at the 

client level guide data entry 

and reporting expectations 

(e.g., use of modules and 

data fields)

• Shared data tools (e.g., 

scripts, dictionaries, reports)

• Consolidated user rights 

templates for similar service 

provider types and staff roles 

across the system; access to 

information is tailored to the 

workers’ role in the context of 

the broader system of care
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How to Support Collective Impact

Common Agenda: People have a shared vision for change including a common 
understanding of the problem and a shared approach to solving it through 
agreed upon goals/actions. Principles guide how to work together. 

(not: specialized agendas)

Mutually-Reinforcing Activities: Activities must be differentiated while still 
being coordinated through a mutually reinforcing plan of action.

(not: independent activities)

Shared Measurement: Collecting data and measuring results consistently 
across all providers ensures efforts remain aligned and people can hold each 
other accountable.

(not: fragmented measurements)
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Shared 

Measurement

Coordinated Access 

Elements

HMIS 

Elements

Collecting data 

and measuring 

results 

consistently 

across all 

providers 

ensures efforts 

remain aligned 

and people can 

hold each other 

accountable

• Providers work to 

reach agreed-upon 

community-level 

outcomes using 

shared protocols 

including how clients 

will be prioritized for 

housing resources

• Providers share the same 

database – they can report 

data separately and are

included in aggregate reports 

for the system

• Results are comparable 

between providers and tell a 

unified “story” for the system
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How to Support Collective Impact

Continuous Communication: Consistent and open communication is needed 
across the many players to build trust, assure mutual objectives and appreciate 
common motivation.

(not: sporadic communication) 
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Continuous 

Communication

Coordinated Access 

Elements
HMIS Elements

Consistent and 

open 

communication is 

needed across the 

many players to 

build trust, confirm 

mutual objectives, 

and appreciate 

common 

motivations

• Community plan 

updates are part of 

a larger 

communications 

strategy

• Transparency in 

understanding what 

resources exist and 

how people can 

access them

• Transparency in

understanding what 

is driving the 

system forward and 

how progress will 

be monitored

• Database has features for 

sharing information including 

bulletins and messaging 

options

• Reports can be generated 

daily to guide work planning

• Dashboards can be generated 

for meetings to guide strategic 

decision-making and 

reflection

13



How to Support Collective Impact

Continuous Communication: Consistent and open communication is needed 
across the many players to build trust, assure mutual objectives and appreciate 
common motivation.

(not: sporadic communication) 

Backbone Support: A separate organization(s) with staff and a specific set of 
skills to serve as the “backbone” or support for the initiative. 

Key roles include: guiding vision and strategy; supporting aligned activities; 
establishing shared measurement practices; building public will; advancing 
policy; and mobilizing funding.

(not: unsupported efforts) 
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Backbone 

Organization

Coordinated Access 

Elements
HMIS Elements

A separate 

organization(s) with staff 

and a specific set of 

skills to serve as the 

“backbone” or support 

for the initiative.

• CE and CABs will play a 

role in planning and 

implementation

• Coordinated Access 

Lead

• HIFIS Host

• HIFIS Lead
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Questions?

www.hifis.ca 

support@hifis.ca

1-866-324-2375 


