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Leadership Retreat


MICHIGAN CAMPAIGN TO END HOMELESSNESS
DAY 1: Leadership Retreat (March 29, 2007)
Results of Morning Break-Out Sessions

Center Point

· Consumers should be at the Center

· Missing consumer perspective in the process

· Communication is the focal point

· We need to establish clear methods of communication, and

· Identify who will assure that it happens

· MSHDA – is the Center Point?

· Represents 0 (that’s who will be left homeless when we get finished!)

Membership 

· Local government representatives are under-represented throughout
· Need to assure that representation is broad, for example:  the state-wide workgroups and Homeless Champion Network seem to have similar membership
· How do we get local representation for such issues as:  Substance Abuse, Faith Based shelters, etc?
· Confusion – how does this work (do the same two regional reps attend the same groups?)
Can others beside regional reps be involved on workgroups?

· Develop a mentoring process for replacement of regional representatives (term expired)
· Need long-term longevity on these groups – how do you maintain?

· How do we bring the Multi-Purpose Collaboratives to the table?
Engagement – Level of Participation

· Level of commitment is high
· Opportunity to engage other regional members to participate on a state-wide workgroup 
· Need to be aware of time commitment since those who will be participating have existing responsibilities and often serve on multiple committees and workgroups
· Need to identify strategies to engage people who are not currently participating but may have an interest
· Identify the level of commitment received at the Executive Team level (Governor – Dept Heads)
· Assure that the Campaign aligns with other state and local initiatives (existing collaborative groups) and assure that we are not recreating or duplicating existing processes
· Empower the local Continuum of Care to become a decision making entity whereby agency representatives become decision makers - rather than having to delay decisions while they get approval from their Directors
· RFP’s should be developed that allows smaller organizations to compete for funding
· Resources are a great motivator
Organizational Structure

· Establish a regional structure that mirrors the state structure (workgroups, executive team, system change)
· Clarify roles & responsibilities (including regional representatives)
· Center of the organization structure is the MSHDA Administrative staff members Needs to be one set of regions for all funding entities (MSHDA, DHS, DCH, etc)

· Funders (state agencies) need to agree on a single regional structure (instead of multiple regions)

· Workgroup divisions are fine but arbitrary – need to assure that overlap in discussions are noted 
· Don’t dictate top-down – support local efforts
· Change to a pyramid versus a circle
· Like the circle versus a pyramid because it is a more respectful way of working 
· Create a strategic regional plan
· Building an organizational culture with shared priorities and resources 

· Barrier removal = Better Outcomes

Communication

· Use current technology to avoid people driving to Lansing for meetings

· Create a clear and concise system of disseminating information at all levels

· Assure that communication is good throughout – (among state departments, state departments to communities, among community partners)  

· Assure that information regarding this meeting and others are provided to all local and state stakeholders.  Include minutes of meetings and sample letters that share information on the structure and function of each organizational component.  (Make sure to include “talking points”.)

· Assure that local partners (COC’s) know who the Regional representatives are and how to contact them for questions, comments and assistance

· Establish communication paths for the Regional Councils to use to communicate with local COC’s, Homeless Champion Network, Executive Team, and System Change Group to assure issues are identified and resolved

· Consider scheduling meetings between Regional representatives to share information and discuss common issues

· Address the issue of “Acronyms” and either provide a glossary or consider using common (mainstream language) to communicate

· Create list serves on topical initiatives (chronic homelessness, etc)

· Dissemination of information should be managed through a centralized clearing house that is kept updated (Web Site)

· Don’t reply “to all” emails 

· MSHDA create – as part of the web site a regional section so that meeting minutes can be posted as well as other pertinent information

· Create support networks (someone to communicate with that has similar concerns)

· Develop a 1-800 Hot Topic call-in line (that would communicate changes in policy and address common issues

Focus of Groups – Circles (Right Ones)

· Homeless Champions group seems to be a behind the scenes group – is it necessary?

· Are the Executive Team and the System Change Group doing the same thing?  Could they be merged?

· Who do you go to for issues on the local level?

· What is the difference between the Homeless Champion Network (HCN) and the Workgroups?  

· Can the HCN serve as just a “think tank” that is called upon when needed?

· Positive outcomes from new initiatives can foster more innovation

· Driving the work – Implementation of local plans

· Regional Councils are where the “rubber meets the road”

· Where in the structure will problem solving occur?

Meeting Frequency & Efficiency

· We are alright with meeting frequency if they can take place using Technology
· Schedule of meetings are to much (especially for the statewide workgroups)
· Wasn’t an expressed concern
· Use technology
Naming

· Housing Champions Network (Positive solution)
· Community Connection Champions
· Housing Solutions Champions
· Keep the Logo
· Change the name of the Executive Team
Other

· What do we want to see

· Shared Funding

· Ability to make decisions quickly and efficiently (at the COC level)

· Empower people

· Waivers on state generated policies that are not tied to legislation

· Provide flexibility to provide services tied to workers

· Develop strategies to avoid “MSHDA fatigue”

· Everything can not be a priority 

· How to create competition amongst regions without creating competition within the region

DAY 2: Leadership Retreat (March 30, 2007)

Results from End of Day Two

Ideas for a Structure (After the Dennis Schrantz Speech)

· Each region has “plans”, look at them all, pull-out common ties – bring to leadership team all 60 Councils and review them – then forge workgroups around them.

· Meeting that would then support local work need to be underway;

· The 3-5 strategic issues where state action is needed;

· Identify barriers within each region and assign to workgroups;

· Get barriers flagged and assigned; 

· Have workgroups ask each locality where barriers are, what procedures exist, what problems are key issues/policies;

· Anyway fast to identify issues address issues, homeless do have time;

· Meeting Schedule – Quarterly?  3x’s per year?  Be flexible and creative to make it work;

· What are we doing to impact/end person’s homelessness?  We have data, knowledge of person’s homeless experience – local and individual role to play;

· Thought to process – go from shelter to Section 8 Housing and the time it takes; could we reduce it two weeks?  Very specific change we could create; worth coming to meets of a work team to make that happen;

· Work Groups – Meet often as need to meet and focus on changes we can accomplish;

· MSHDA Internet Technology time needed:  Build list serves to put on e-mail on regional meetings so all 100 leaders can get it; need web discussion boards to share info on local programs, issues, needs, desires, frame around population groups, that would boil-up local knowledge and help identify policy;

· We have invested in 10-year Plans – ready to implement them – Focus on making progress and prioritize strategies and check of action.

· Over the summer, change plans to fit state framework

· Retreat benefit – Allows talk and learn commonalities;

· Region One – Has organizational procedures and by-laws developed (did talk in advance to this Retreat) and have identified issues and action that will happen at local CoC level.  Can we take those, find common themes with 60 10-year plans in the 8 Regions.   Answer:  CSH will be reviewing the 10-year plans all to reassess rental housing units, common themes, if had an “Operation Plan for Year One” would help, Regions 1 and 5 have already prepared an Operational Plan.  

· Define what is the state role in Ending Homelessness?

· Finalize commitment change on how we do things, local and state level; state has to change its role;

· Work groups to identify what will be needed three years ahead and feed to the state;

· Regional councils = strategy groups too.

· “Local” has different meaning to regions;

· Regional group could do what workgroup could do, i.e., identify the issues, bring it up to the state; may flag things different than reading plans would generate.

· Could we flag issues and what flows from it?

· We shouldn’t work harder to figure out structure than we work at issues;

· Implementation harder than planning;

· Give time for locality work at implementing, give time to see what works;

· Provide best practice info and identify gaps;

· Start local on with our 10-year Plan, look at what is working/barriers, bring it up to the state;

· Main work has to be local, build outcomes, and have impact;

· Keep regional councils as an asset down the road, but use any process that works, digest what it means to carry-out 10 year plans locally, cross fertilize ideas within regions;

· Next level up planning body – gets the issues and convenes to take it on;

· Identify critical process pieces to strategies; Flag measurement components, test and measure, use data to inform;

· Ever evolving 10-Year plans – Don’t get too structured and set into boxes, need to revise;

· Reality has been:  when resources are available, when funding opportunity - bring policy and planning together and figure out how to act.

· Buy – In:  Local Government, Regional focused here – when have it, it will fly.  So, local/regional effort, state can support it (like Michael touring the state.)

· Natural response to local needs and conditions;

· Provide leadership to move agenda forward;

· Funding critical - need information to flow from state agencies to local community, so both sides know the push.

· Go where the energy is – One Plan – Help groups identify where we can have success;

· State intent = make you more successful and help us know how we can help.  State needs to listen to what will make the local successful.

· Structure – Are there two really needed?  A.) How to support community and regional effort; and B) How to get the State Agency to do what is needed?  For example:  from Mental Health work – Could the need be: identify at each level first then find commonality and frame work groups after that?

· Appreciate MSHDA’s effort in coordinating this effort and keeping focus;

· Resource concern constant at agency level – constant shifts at local level – issues exceedingly different and culture different with effort to change direction, major culture shifts.  Issues should come from them up and this group should do systems change and integration.  Exciting to get MSHDA funds, but need is greater than resources; where are the barriers?  How to see solutions.

· Customize with group to deal with specific issues; bring planning to the table for that.

Notes from Dennis’s presentation:

· The experience of re-entry planning may have lessons replicable with this effort.

· Can make big change in state government if not worried about flying the plane before it is built

· They created a vision: “every prisoner released to the community has  tools for success”

· The success of  the mission and vision was  measured by its ability to be owned, understood, and repeated by all involved; it was the mark of their ability to communicate what they were doing; simplicity key

· Simplicity of vision & mission is key, but system reform is complex

· The state delivery system is  always  regionalized

· And

· There is great complexity in human services; a number  of  different services, each with a number of components to  delver the  service

· So, make an effort  to look at  it  holistically; see the complexity and redundancy of titles/positions

· Reduce the  work  to  as  few  big issues as possible:  With DOC, there were 19 issues, 3 phases  of re-entry, 7 decision points

· The 3 phases  of re-entry were  (entry to within 90 days of release) (90  days  before, until release) (release to discharge from parole)

· The 19  issues  led to 19 committees, with local participation, meeting 1/x month

· The committees were allowed  to  figure  out on their own that they needed a leader, recorder, facilitator:  these emerged from within the groups, without instruction

· Lesson:  

· it was impossible to manage

· Needed trained facilitators and recorders

· Needed  to assign leaders

· Designate a communications manager

· Provide experts at meetings to answer  questions

· Campaign to end Homelessness retreat is an opportunity to really react and push back to a proposed infrastructure design

· DOC designed/redesigned, to come up with a vision of organic, local growth

· With the  Campaign, each region has to be  successful at eliminating homelessness in localities

· The State is trying to  foster growth of local  solutions

· Local Plans, and changes in those Plans are the “seeds  in the  ground ”(Dennis began here the palm tree drawing; the seeds are the old coconuts that have fallen to the ground; representing  localities) with people tending them.  Need a lot  of resources, and help to do it

· Therefore, ask 3  questions around the commonality we share around assets:

1.
What are  we  already doing well? (each community is doing work that  succeeds for them; there are assets in every locality)

2.
What barriers are  we  up against?

Generally communication and awareness are barriers (people find a neighbor doing the  same  thing they are   doing; once they are linked, how  to keep the information sharing; how to  keep meetings  on focus, and allow networking)

3.
State and federal policy:  what restrictions are we encountering?  (  in definitions, funding streams, functionality; we may take these as a given, but  can we  move  to  shift them?  Can we leverage the new Congress)

local communities in regions will suggest barriers to state agencies.

State needs to ask “What can we do to help you?”

· Now, the DOC regions meet quarterly.  Focus is on assets, barriers, gaps.

· They define issue across the macro level, and deal with change via  the  state  government.

· Regions identify the commonalities across them, and meet as a  Regional Council of the whole, to name 3 changes needed, then they take that  to the state agencies. (the analogy drawing:  regional councils are  the trunk of the tree; the 3 issues you identify are  the heart of the palm; the state agencies create “rain”)

· The State agencies function as a  Departmental Resource  Team (Executive  Committee), helping  to break down barriers, invest in change (and thus the rain falls into a watering can, and waters the seeds)

· Localities can keep a check list of barriers and change that  is  needed, and mark off progress as  it  is made.

· With the Campaign, success began with answering the common question “how many people need help?”  Thus, a data  system performed, a report was created, and we have numbers.

· Localities need to provide input to guide state support

· The state can attend to monitoring, evaluation, communication

· Local level needs to own this work, and attend to it; the state needs to know what the  locals are up to

· 5 Cabinet members and their staff need to remain involved, with clear talk, direction, and PR from the Governor

Next Steps

1. Comments processed and re-entry model pursued – then articulate the process;

2. Local needs identified, regional convening to identify commonalities; specify needed state action;

3. Communication and linkage needed;

4. Capitol Lawn on May 2nd – go to the Web and sign-up;

